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Editorial

Organisation Integrity: Mind the Gap!

Scandals are all around us - financial, investment, ethical and environmental. Some are
caused by lone individual actions but most are the result of organisations working
contrary to the expectations of stakeholders. Is the answer more regulation, more rules
and more boxes to tick?
The rules and standards are in themselves, necessary, but not sufficient. Unless the
culture of the organisation upholds the ethical standards then compliance will be
challenging. Enforcing conformance alone won’t cover all the exceptions and different
situations that our employees have to face.
This edition of the journal goes beyond rules and standards; it is about how those rules
and standards are upheld out of belief, and a set of behaviours, above and beyond
conformance. It is about how we achieve mindful understanding of regulation that
upholds ethical standards when the rules and algorithms run out.
Mark Goodridge sets out the case for organisation integrity and why this needs to be on
every leader’s agenda. Gary Ashton establishes how we measure the gap between
management intention and reality. Pay and performance is a rich field for ‘gaming the
rules’ – often with unintended consequences for the individual and Chris Legge
illustrates in his article how organisations play the system. Finally, Paolo Moscuzza and
Toni Marshall set out some of the ways in which coaching and assessment can close the
gap and build assurance that what we promise in our ethics policies is truly delivered on
the ground.
We hope you find this edition useful and as ever, we welcome your feedback.
Martyn Sakol

MARTYN SAKOL
Managing Partner
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Creating the Organisation with Integrity
by MARK GOODRIDGE

VW, Tesco, FIFA and athletics’ IAAF are amongst
the global organisations recently humiliated
due to corporate malpractice and wrongdoing.
Their exposure has led business leaders the
world over to question whether their own
organisations are hiding similar practices.
Financial malpractice and the falsification of key operational
data can damage corporate reputation – and kill share value –
overnight. But poor business practice also puts lives at risk, as
BP found in its notorious Deepwater Horizon oil spill – an
incident which the White House blamed on a series of
corporate cost-cutting decisions and an insufficient safety
system.
Issues of this magnitude often seem to erupt without warning,
leaving senior management teams, and industry observers, to
wonder if warning signs were missed, or if every company is at
risk from ‘corporate killers’ hidden in its ranks.
Shareholders are understandably annoyed. Promises have not
been delivered, shareholder value has decayed. Executive
remuneration is seen to continue to soar, seemingly
untroubled by delivered performance. Much attention has
been focused on those who are accountable for business
performance – the board of companies. This is right. The
dominant focus for addressing these issues has been the
specification of board composition, appointments, board
committees and conflicts of interests of Executive and Non
Executives alike. This is necessary - but not sufficient.
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On the lips of accountants and bankers I hear the words “it’s all
down to the culture”. Organisation integrity is the result of our
actual values and ethics in practice. A culture of integrity is
where players in the organisation behave in an ethical way.
We need to focus on the internal integrity of the organisation
as well as the external governance to build the confidence of
the shareholder. It is only through creating an organisation
with integrity can the board be confident that their direction is
being followed and that the performance numbers they
publish to the shareholders are accurate.
This article is about how we create an organisation with
integrity, how we can develop an organisational culture that
gives us the confidence of knowing that the numbers we see
are the numbers that deep down we believe. That the
decisions made are true to the values and brand we promote
and on which our reputation is based.
“The board has a vital role to play in shaping and embedding a
healthy corporate culture. The values and standards of behaviour
set by the board are an important influence on culture and there
are strong links between governance and establishing a culture
that supports long-term success.”
Financial Reporting Council (2015) 1
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Diagram 1: Effective Governance Integrates External and Internal Governance

The fields of risk, reputation, performance, and governance all
ultimately rest on how we can change the behaviour of
individuals, teams and the organisation as a whole. This is the
common issue.
We can legislate that Boards behave differently but the
understandable worry is that we end up with a tick-box
mentality that conforms to the letter and little of the spirit.
Similarly, we can instruct our Executives to behave differently
by imposing codes of conduct.

There is increasingly a disconnect within corporations between
the focus being placed on external governance and the effort
being placed on what we at OE Cam call ‘internal’ governance.
Such is the concern in the financial services industry that the
Financial Reporting Council (FRC) has set up a culture project to
better understand how boards can shape, embed and assess
culture. They are due to report later this year.

“Trying to impose codes of conduct from the top down is doomed
to failure”
Hans Wijers, former Akzo Nobel Chairman 2
Continued overleaf...
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CREATING THE ORGANISATION WITH INTEGRITY
The Drivers of Integrity in the Organisation
Much has been written on how businesses can comply with
company law and codes of best governance practice. The
‘culture’ word is now liberally used without much common
definition and alignment on what this word means and what
one can do to change it. Clearly this is a vital component but it
is the internal governance and organisational integrity on which
I wish to focus in this article.
The April edition on the Harvard Business Review (HBR) screams
“you can’t fix culture!”. I disagree with the headline but as so
often with arresting titles, the substance of the article is more
nuanced and I find much more to agree with beneath the title.

Conformance to US & European Law

From our experience of working with many companies we have
identified six sets of requirements to build the organisation of
integrity and this article will explore each in turn:
1. Set out your expectations of everyone's behaviour
2. Lead by example and set the tone at the top
3. Find out what is going on in your business
4. Set up robust systems of internal control using both hard
and soft measures
5. Understand your people
6. Review regularly.

EXTERNAL
GOVERNANCE

Conformance to codes of best practice

BOARD INTEGRITY

RISK ?

1. Set out your expectations of everyone's behaviour
2. Lead by example and set the tone at the top
3. Find out what is going on in your business
4. Set up robust systems of internal control using both hard and soft measures

INTERNAL
GOVERNANCE

ORGANISATION INTEGRITY

5. Understand your people
6. Review regularly

Diagram 2: The Drivers of Integrity in Organisations

As with all other aspects of governance if these just become
means to satisfy compliance with externally imposed rules,
they may run the risk of placing ‘ticks in boxes’ rather than
really influencing the culture of integrity
4
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Requirement #1: Set out your expectations of Requirement #2: Lead by example and set the
everyone's behaviour
tone at the top
Make sure that your values and ethics are made real: a company’s
principles of practice need to be ‘lived and breathed’ in order for
them to become the norm. Be explicit about how you expect
employees and team members to conduct themselves. All
businesses have grey areas that test the true meaning of ethics
on a daily basis, for example, loose and flexible interpretation of
work in progress, stock levels, and time allocation to clients.
These help us to identify the ‘thin end of the wedge’.
The VW emissions reports fail to explain why the development
team felt the use of so called ‘defeat devices’ was acceptable. It
remains unclear whether this was deliberate, or an accumulation
of flexible interpretations of requirements set against the need to
meet performance targets.
A clear business direction gives a sense of overall purpose and
provides the context within which each individual and team
accomplishes their role. This overall sense provides one means
for assessing whether their actions are in the best interest of the
company. Most organisations do this rather well.
What is often less evident is whether each unit, team and
individual has a strong and shared understanding of their
accountability and the accountability of those with whom they
have to work to deliver the business goals. This needs to include:
their authority, the authority to commit, authority to act and their
responsibility to communicate openly. Without a common
overall picture of ‘who does what around here’ it is really hard for
individuals to see the context of their own role - however well
defined that may be.
The success of values programmes within businesses has a
chequered history and this is what is behind the HBR headline.
For many it signifies charts on walls, cascades of sheep-dip
workshops and a morning after feeling that little has changed
save for the cost and time incurred. Changing what is acceptable
behaviour takes a long time and an explicit code of conduct and
ethics is just the start. They do then have to be translated into
practical policies and processes which become embedded into
the culture such that they become the commonly accepted way
of working.
Without a standard, a benchmark of the behaviours that are
acceptable and a clear understanding of what is not, the journey
to achieve integrity has no direction or compass.

Conspicuous consumption by senior members of staff can set
the wrong tone, while a clearly stated business direction and
defined roles give a sense of purpose to both the individual and
the team. Leaders have the ability to strongly influence their
corporate culture. Ensure that you are perceived as open and
honest by living by the expectations that you set for others.

Requirement #3: Find out what is going on in
your business
Track organisational health and triangulate!
Individuals need to feel confident that they can ‘speak out’ about
unacceptable behaviour without fear of reproach. Be suspicious
of the universal positivism and praise that often gets given to
leaders – is it really so good? You can find out by testing views
and opinions from employees as well as external customers and
suppliers. You can also get external opinions through internal
audits and anonymous third-party comment.
Use your full ingenuity to work out how best your less
scrupulous colleagues can ‘game’ your incentive plans and
performance management. All such plans have unintended
consequences if individuals focus solely on maximising the
measure rather than the business. So, be sure to assess, for
yourself, unintended actions and consequences of these plans.
Chris Legge in his article examines the gaming of rules and the
signs to look out for. For example, did delaying payment to
Tesco’s suppliers improve individual measures of performance
and incentive pay-outs? If we hear something from one source
then we should listen and act, two sources and we should be
concerned, and from three sources, urgent action may be
required.
“Rather than issue an edict from the centre, Akzo has handed
responsibility for its code of conduct to the people who run the
individual businesses. They in turn have picked high-potential
middle managers, who have been given a direct line to the
Chairman, to ensure that the group’s 67,000 employees are familiar
with the principles” 3.

Continued overleaf...
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CREATING THE ORGANISATION WITH INTEGRITY

Codes of ethics and conduct need to live. They need to become
the unconscious competence of the business. Culture is hard to
change but starts from understanding the current level of
integrity within the organisation. Hence the need for the
integrity barometer as a robust starting point for culture change.
Increasingly major companies are taking the culture of
integrity seriously. Culture change needs champions to set the
example and lead teams towards different ways of working.
Sometimes staff will not see the full picture and misinterpret
the behaviour of others but the journey to achieving integrity
will require experimentation and learning by both managers
and staff alike.

Requirement #4: Set up robust systems of internal
control using both hard and soft measures
Broaden the remit of the Audit Committee to include culture
and behaviour as well as systems, processes and compliance.
Audit committees can be uncomfortable with sets of ‘soft’ data
but there is much to be gleaned about organisational health:
• Measures of morale
• Staff turnover (in one company I found that non-executive
directors did exit interviews with departing senior
executives)
• Social media activity about the company
• Perceptions of the external employer brand
• Comparisons of middle management perceptions with
senior management perceptions
• Whistle-blowing activity.

No one wakes up in the morning deciding
to corrupt the organisation. Loss of
integrity comes from an accumulation of
individual actions, each stretching the
truth and integrity a little further.

6

To complete the picture of effective internal governance we
need to ensure that we have robust systems of internal control.
This includes finance, accounting, audit, risk committees and
risk management. These are all covered very well elsewhere.
As with all other aspects of governance if these just become
means to satisfy compliance with externally imposed rules,
they may run the risk of placing ‘ticks in boxes’ rather than
really influencing the culture of integrity.

Requirement # 5: Understand your people
Psychological profiling can reduce risk by assessing and
understanding individuals propensity to break rules, take risks
and give an indication of their concern for ethics. This,
combined with understanding the extent of their desire and
ambition, enables firms to mitigate costly hiring mistakes.
Toni’s article explores how you can predict whether new
recruits will behave ethically.
The policies and practices around our people are particularly
important. One of the strongest assurances for effective
internal governance is the development of your own senior
management talent that understands both direction and
values and instinctively gives the leadership required.

Requirement # 6: Review regularly
Ask yourselves whether you are seeing and hearing outside
your own echo-chamber.
Regular feedback on progress with respect to outcomes and
associated behaviour is also essential as it provides a
productive framework for improvement and success.
Constructive reviews ensure all employees are clear on their
own, and the company’s, goals.
Effective performance management gives everyone clarity of
the goals and regular feedback on their progress both with
respect to the outcomes they achieve but also against how
they behave and act. Rewards and incentives need particular
attention. The performance management system in Enron
was really effective; it aligned staff to behave in an
inappropriate way and then rewarded them handsomely.
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INTEGRITYBAROMETER
BAROMETER
INTEGRITY

Organisation integrity is
the responsibility of the
Executive of the business
to achieve. They will be
accountable for its
achievement to the Board.

Revealing the Corporate Killers
We work with senior management teams in many different
countries and across a variety of sectors, and yet what unites
them all is the fear that there may be something hidden within
their organisations which could ultimately trigger a major issue.
The qualities of the businesses and organisations that have
been exposed in this way recently, and the clearly institutional
nature of their issues, have brought this to the top of the
business agenda.
Senior managers cannot be everywhere all of the time, so how
can they identify and prevent the growth of the attitudes and
behaviours that lead to major institutional failure, or that grow
the kind of ‘rogue trader’ behaviour that cost Société Générale
nearly five billion Euros in 2008? The answer lies at the heart of
the business. By having a clear set of ethics that every employee
shares and lives by, these behaviours become unacceptable,
and the organisation becomes self-policing. Strong ethics do
not undermine a company’s ability to make money, instead they
can actively prevent the issues that kill corporate value and,
sadly, can risk the lives of staff too.
“The meeting lasted 35 minutes. By the time it was over,
WorldCom’s board of directors – who had been alerted at two hours
notice and had received no written material and only the briefest of
presentations – had unanimously approved a bid for a web hosting
company costing $6bn”.

We face a big dilemma. Do we infuse the business with even
larger quantities of rules and regulations or do we trust our staff
to make the right decisions? In reality the trade-off is between
the density of our specifications (even assuming they will be
read and implemented) and our investment in creating the
culture of integrity.
Organisation integrity is the responsibility of the Executive of
the business to achieve. They will be accountable for its
achievement to the Board. As the pressures to perform get ever
greater, so too the temptation to take shortcuts and so tarnish
the integrity of the business. No one wakes up in the morning
deciding to corrupt the organisation. Loss of integrity comes
from an accumulation of individual actions, each stretching the
truth and integrity a little further.
Executives need to build into their organisational development
explicit measures of integrity and ensure that their actions
consistently reinforce their codes of values and ethics.

mark.goodridge@oecam.com

1. Financial Reporting Council 2015
2. Hans Wijers, former Akzo Nobel Chairman
3. “How do we make the company do the right thing?” - Alison Maitland
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Integrity Audit Toolkit
by GARY ASHTON

What keeps many CEOs awake at night is not knowing what they
don’t know about what is going on inside their organisation. Is
everyone behaving as they should or is there malpractice growing
somewhere that could ruin reputation or expose the business to
financial damage?. This article explains how CEOs can alleviate this
anxiety by checking on the preconditions for malpractice and so
identify ways to improve internal governance.
How do you know that your organisation has integrity?
The development of internal governance to deliver the confidence that every board
requires is raised in many of the other articles in this edition. One of the ways in which we
can improve governance practice is through creating benchmarks, undertaking gap
analyses and devising governance development plans. Central to all of these initiatives
is a suite of audit approaches and tools that can help guide development initiatives.

The Integrity Audit Toolkit
OE Cam has developed an organisation ‘Integrity Audit Toolkit’ that looks at a range of
inputs to measure organisational integrity and its influencing factors.
Through a series of desk research, interviews, focus groups and climate / culture surveys,
we test the understanding, commitment and compliance to the direction, policies and
values that have been set at the top of the organisation, by examining some of the
attitudes and behaviours in key parts of the workplace. This then gives us a map of both
the influencing factors and the ‘gaps’ in organisation integrity which guides us to
pinpointing priority actions for improvement.

8
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To what degree do
your employees
understand and
commit to the
company’s direction,
policies and values.
And do they
demonstrate that
understanding and
commitment in how
they behave?
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DATA SET 1

DATA SET 2

DATA SET 3

DIRECTION & ROLES

UNDERSTANDING

BEHAVIOUR

POLICIES & PROCESSES

VALUES

POPULATIONS:
FOR TARGET POPULATI
BOARD
EXECUTIVE
CRITICLE MIDDLE
MANAGEMENT ROLES
CHIEF INFLUENCERS
KEY PEER GROUPS

APPROPRIATE /
ACCEPTABLE

COMMITMENT

COMPLIANCE

INAPPROPRIATE /
UNACCEPTABLE

POTENTIAL RISK FACTORS

Diagram 1: Integrity Audit – measuring the factors that influence integrity

The audit identifies three sets of gaps. And once you understand
these gaps, it is then easier to put in place a development plan
to better align behaviours to your company’s direction, policies
and values.

SET ONE: Is the organisation explicit about what it
expects?
The first set of ‘gaps’ is depicted in data set 1 in diagram1 above.

Direction & Roles
For setting direction, we look for sufficient definition around the
overall direction of the business and whether it is translated into
a clear description of individual roles in supporting that
direction.
For role clarity, it is worth noting what has happened in the
Financial Services sector, with the introduction of the Senior
Managers Regime from March of this year. This requires the
documentation of delegation of responsibilities and an
explanation of how they will oversee the discharge of their
responsibilities. To that end, we first build an organisational
map of the business that evaluates the clarity of major
accountabilities and the material decision making authorities
and how they are cascaded down through the business.

Policies & Processes
Are there appropriate policies and processes in place to govern
decision-making within the business? And to what degree are
they:
• Principle based (rather than rule based)
• External, customer focused, (rather than internally focused)
• Clear about how they contribute more broadly to society
(rather than purely financial / self-serving).

Values
Integrity is about the application of values. But first we need to
know how explicit the organisation is about the behaviours it
expects in order to live out its stated values.
So the Set One Audit will effectively answer the question ‘Has
the Board done its job in providing clarity of direction to the
business?’ For without this explicit sense of direction, people in
the organisation will be at liberty to define their own
interpretation of the company direction, and the behaviours
necessary for achieving its goals.

Continued overleaf...
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INTEGRITY AUDIT TOOLKIT
DEGREE OF COMMON
UNDERSTANDING OF DPV*

BOARD

EXECUTIVE
How aligned is their articulation
of the DPV to what is explicitly
stated
CRITICAL ROLES

CHIEF INFLUENCERS

PEER GROUPS

LEVEL OF COMMITMENT TO DPV

COMPLIANCE TO DPV
( OBSERVED BEHAVIOUR )

The degree to which the board agenda is
focused on the Direction, Policies & Values

Healthy NED challenge & support of the
Exec for the Direction, Policies & Values

The degree to which the exec agenda and
performance management of execs is focused on
the direction and values set by the board
The level of alignment of decisions made by the
exec, to the DPV
The degree to which the exec explicitly support DPV

The degree to which the organisational pressures
influence these roles to ‘game’ the system
The degree to which the DPV resonates with
these individuals’ personal (as opposed to
corporate) goals

The degree to which their behaviour
reflects the company’s DPV whilst
achieving their own personal
objectives
Decision tracking – how Executive
decisions are followed through to
implementation

The degree to which the DPV resonates with the
peer group’s own (potentially implicit) goals

Table 1: Assessment of Understanding, Commitment & Compliance to the company’s * Direction, Policies & Values (DPV)

SET TWO: Do those in the organisation understand,
commit to, and comply with the direction, policies
and values?

Focusing on these particular segments provides a useful
indicator as to how well the organisation is likely to be behaving
in an integral manner. For example:

To what degree do your employees understand and commit to
the company’s direction, policies and values? And do they
demonstrate that understanding and commitment in how they
behave? This is more challenging to assess, as it it has to access
people’s perceptions, attitudes and behaviours.

• How do your Regional Managers interpret and act out your
direction and values when under enormous pressure to
deliver the numbers?
• What are the attitudes and behaviours of a
publically-recognised key individual that you have recently
promoted? They often personify what is really important in
your company
• For technology-based firms, what attitudes and behaviours
do your technical experts exhibit that have a
disproportionate influence on others in the business?

To ascertain these insights, we target specific segments of the
organisation that have a disproportionate influence on the
behaviour of people in the organisation. These influential
segments are:
• The Board
• The Executive
• The Critical Middle Management Roles - that have
influence over multiple jobs, that are in demanding,
complex, highly pressured positions
• The Chief Influencers – individuals who are publically
recognised in the organisation as having a disproportionate
influence on others
• The Key Peer Groups – these could be professional or even
social groups within the organisation that as a collective are
recognised as having high influence. Ensuring you identify
and access these groups will be critical to knowing what is
happening informally around the business.
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We audit these segments for understanding, commitment and
compliance as follows (see Table1 above for summary).

Degree of Common Understanding for Direction,
Policies and Values
Through one-to-one interviews and focus group discussions, we get
an understanding as to how aligned the articulation of the Direction,
Policies and Values is in comparison to what is explicitly stated. For
example, as an independent witness inside the organisation, we
often hear different interpretations of what is meant by a company’s
direction, or the behaviours that are important to exhibit, even
though they may use the same language.
Issu e 1 2016
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Auditing in this way provides robust information that is the basis for building and
maintaining a strong culture of integrity. It checks in with the key influencers around
the business – if integrity cannot be found with these individuals, then the basic
elements are in place for bad practices to grow and flourish

Level of Commitment to the Direction, Policies &
Values

SET THREE: Do we have an ongoing integrity
continuous improvement process in place?

We measure this in different ways for each segment:

To build in continuous improvement requires a process of
feedback and performance management that enables the
identification of gaps and required improvement actions on an
ongoing basis. So we check if you have reinforcing
mechanisms in place to prevent the organisation from drifting
into allowing inappropriate behaviours.

• The Board - The degree to which the Board agenda is
focused on the Direction, Policies & Values (DVP).
• The Executive - The degree to which the Exec agenda and
performance management of executives is focused on the
direction and values set by the Board
- The level of alignment of decisions made by the Exec, to
the DPV
- The degree to which the Exec explicitly support DPV
• The Critical Middle Management Roles - An assessment of
the degree to which the organisational pressures influence
these roles to ‘game’ the system (see article by Chris Legge
for more information on gaming)
• The Chief influencers - An assessment of the degree to
which the Direction, Policies & Values resonates with their
personal (as opposed to corporate) goals
• The Key Peer Groups - An assessment of the degree to
which the Direction, Policies & Values resonates with the
peer group’s own (probably implicit) goals.

Compliance to the Direction Policies & Values
Here we want to see the actual behaviour in evidence for
supporting the Direction, Policies & Values.
• The Board - the degree to which there is healthy NED
challenge & support of the Exec for the Direction, Policies &
Values
• The Executive, Critical Middle Management Roles, Chief
influencers and Key Peer Groups - The degree to which
their behaviour reflects the company’s Direction, Policies &
Values, whilst achieving their own personal / peer objectives
- Decision tracking – how executive decisions are followed
through to implementation.

These should be embedded into your normal business
performance management processes, by defining a set of key
performance measures that provide proxy indicators for
integrity.
Examples of these measures might be:
• Customer and supplier feedback on how it is to interact
with the business
• The level and type of customer complaints received, and
how they are dealt with
• Promotions, and the performance justification for them
• Employee feedback, using independently generated
employee opinion surveys, and the increasingly powerful
social media employer review websites such as Glassdoor
and Thejobcrowd.
Auditing in this way provides robust information that forms
the basis for building and maintaining a strong culture of
integrity. It checks in with the key influencers around the
business – if integrity cannot be found with these individuals,
then the basic elements are in place for bad practices to grow
and flourish.
You can start this straight away by assessing for yourself how
explicit the company is in expressing its direction, policies and
values. And you can talk to us about identifying and then
targeting an audit on the key populations of your organisation.

gary.ashton@oecam.com
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Corporate Killers
by PAOLO MOSCUZZA

Hubris looked at the numbers and thought to
himself ’The board is looking closely at me, I am
the star of the high potential programme and
these numbers are currently mediocre. I need to
show more profit for the half year… I’ll reduce
accruals and move them into profit and I’ll put
them back next month. I don’t want them thinking
I have lost my touch and I am not really as talented
as they think.’
Overconfidence, arrogance and not accepting one’s errors are
encouraged all around us. So-called reality programmes and
televised competitions promote this through the misguided
belief that overly confidently promising something is a sign of
strength. Saying you are certain that something will succeed
shows conviction and this in some strange way gives people
more confidence than a more rounded and realistic appraisal of
a situation. Whilst in many cases these arrogant behaviours
provide entertainment for large audiences, in organisations
these behaviours can be dangerous and unintentionally lead to
the destruction of business value. By business value I am
referring to all forms of value that determine the health and
wellbeing of a business in the long term.

Are you in the Talented Box? Or Not?
There is a human fixation with putting people in boxes. We see
it with personality where some individuals are desperate to
know and give everyone a letter to describe something about
them. They can’t be in the middle or balanced, they have to be
a letter. As opposed to seeing individuals with a range of ability

in different aspects of their work, the fixation in defining people
extends to defining them as ‘talented’ (or not) and this is a
problem.
Telling someone they are talented has been shown repeatedly
by academics as both beneficial and detrimental to their future
success. The benefit comes from the increased opportunities
offered to individuals who are in the talented box. However, the
detriment kicks in when an individual believes that their ability
is due to talent - i.e. it is innate. Research shows that the
problem with believing something is innate is that it can lead to
a reduction in effort, impact resilience negatively and lead to
the quest to looking for confirmation of the innateness. For
example ‘I delivered a cracking presentation because I am a
great presenter’ or ‘I can’t present well, I am just no good at it!’
Let me tell you more about Hubris.
Hubris’ philosophy was quite straightforward. When he did
something well, he decided he was talented at it and if he
struggled he believed he was not talented. It was life pattern
that came out when I carried out an ERCONIC™ interview with
him1. As a child, he was tall and got off to a good start in rugby
and basketball and decided he was talented at them. However,
he couldn’t handle it when he got dropped from teams and so
gave up both sports. He found maths easy and did well all the
way to getting his 1st class degree. He was very clear that
everything is about natural ability and thought that training or
practising was more about fine-tuning rather than growing. He
never admitted to getting things wrong and disagreements
were all about winning his points.

1. OE Cam’s ERCONIC™ approach focuses on a leader’s life & career history, looking for consistent & inconsistent patterns to understand motives & drivers.
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In the wrong conditions, he was
quick to inflate and misrepresent
reality in order to fuel his deep need
to confirm he was a successful high
potential individual

Behaviours Expected by the Organisation
As a high flyer in his mid 30s Hubris’ career had progressed
well. He was very confident with people, a quick thinker,
funny and a great presenter. He had spent his life picking
what he was good at and had been told he was on track to his
first Director role. The organisation had put him on a
hi-potential pedestal and repeatedly complimented him for
his confidence.
The problem was that Hubris’ career was now dependent on
his leadership skills and in particular delivering results through
other people. When his numbers were excellent and yet he
had been overly critical about his team, his director had made
positive noises and complimented him for setting such a high
bar. But when Hubris’ team’s performance dropped, the Board
was critical that he was raising his voice with his team, not
listening to them, pre-judging what they had to say and being
economical with the truth with customers.
His director went from describing him as ‘high potential’ to a
‘problem child’ and other board members were quick to agree.
Hubris was destroying business value (and his career).
However, most of his behaviour was exactly the same as when
he was performing well. The real difference was the numbers
were low and the way in which his behaviour was interpreted
by the Board was different. So the message had been it is ok to
be arrogant, overly critical and unhelpful when you are doing
well but not when you’re not hitting the numbers. This board
behaviour amplified aspects of his personality. In the wrong
conditions, he was quick to inflate and misrepresent reality in
order to fuel his deep need to confirm he was a successful high
potential individual.

The Coaching Challenge = Hubris + Toxic Culture
Hubris’ personality profile and ERCONIC™ interview were very
good predictors of how he would do things. The organisation,
however, had been ‘toxic’ at encouraging all the wrong
behaviours when his results were good.

You might not be surprised to learn that it was quite hard for me
to coach Hubris and there were three main reasons:
• Hubris always had a very good reason for anything negative
he did - it was out of his control so he would use that to reject
feedback.
• When anything was difficult or uncomfortable he wouldn’t
get help or advice because he would see it as a sign of
weakness. He thought that he was talented and talented
people don’t need help.
• He was very good at finding evidence to show how great he
was at something and presenting me with a warped view of
reality.
However, Hubris respected maths and responded well to the
results of a psychological profile which he had completed. It
allowed us to predict that he would always try and win a
discussion, reject feedback, catastrophize problems and avoid
getting input from other people. He loved personal praise.
Hubris also responded well to the use of sport metaphors. He
had always assumed that the best sportspeople in the world
were naturally talented and had always done well. He was very
surprised to learn about the athletes’ failures and defeats along
the way and their resilience to learn and apply the learning in the
next attempt. When he realised this he started to open up more
about his anxieties, the pressure he put himself under and his
failure to delegate or ask for help.
I worked with Hubris and his team to understand their roles,
accountabilities, responsibilities, decision making and the
behaviour required to drive success. Hubris initially struggled
with the notion of being accountable for the performance of a
team. We focussed a lot on the ‘fuzzy’ areas which were part of his
accountability as he had historically blamed other people if
something had gone wrong. I spent some time with his director
too who had inadvertently encouraged the wrong behaviours
(the discussion started with him reacting badly to my feedback to
him that he was part of the problem.)
Hubris and the team moved back in the right direction - however,
this time in the right direction without the toxic behaviour.
Personality, motivation, upbringing and mindset all contribute to
ones’ behaviour. However, the creation of a toxic culture is more
than a set of individuals who are pre-disposed to behaving that
way coming together. A toxic, value-destroying culture is created
by the organisation’s response to the behaviour of those
individuals. Addressing that behaviour even when things are
going well is essential to ensure you don’t unintentionally
produce the next generation of corporate killers.

paolo.moscuzza@oecam.com
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Gaming Performance Management and Pay
by CHRIS LEGGE

Ethics and integrity play a key role in sport (and
business), but how far do we blur the boundaries
when we practise sportsmanship and
gamesmanship? Years of sacrifice, training or
indeed delivering exceptional business results
should be rewarded – medals and trophies
recognise the achievement, money underpins
and justifies the behaviour.
In terms of
performance management, just how prepared
are we to bend the rules to succeed and reward
success - to ensure that talent is not lost and to
have the opportunity to win within our grasp?
This article explores the subtle differences between
‘Sportsmanship’ and ‘Gamesmanship’ in the sport and business
world. Should businesses aim to win at all costs?
• Sportsmanship is about personal honour, developing respect
and trust between competitors, it’s not about simply winning
but the satisfaction of having given ones best.
• Gamesmanship is the technique or practice of manipulating
people or events so as to gain an advantage or outwit one’s
opponents or competitors in order to succeed.
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The desire to win; to reward successful achievement can drive
individuals to ignore their moral compass, suspend their
integrity and ethics, particularly when the stakes are high. Some
would say that gamesmanship is less ‘ethical’ than
sportsmanship as the key tenants are:
• Winning is everything
• It’s only cheating if you get caught
• It’s the referees job to catch wrongdoing and athletes and
coaches have no inherent responsibility to follow the rules
• The ends always justify the means.
Examples of which are:
• Undertaking personal fouls to gain an advantage
• Faking a foul or injury
• Taunting or intimidating an opponent
• The use of performance - enhancing behaviour
• A coach lying about an athlete’s performance.
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How prepared are we to bend the rules to
succeed and reward success - to ensure
that talent is not lost and to have the
opportunity to win?

Taking gamesmanship to the next level; NASCAR the American
stock car racing drivers have an unwritten rule “If you aren’t
cheating’ you aren’t competing” 1 and consequently not winning.
Sportsmen and women compete to win, ethical losers are just
that – losers.
Those who excel at the golden rule – ‘the rule of reciprocity’ may
gain the respect of their opponent and lose the game. On this
the American football coach Vince Lombardi once observed,
“Show me a good loser and I’ll show you a loser” 2.

In a recent ‘Today’ programme covering the IAAF drug scandal,
elite UK athletes were asked whether they would ‘take a pill if it
enhanced their performance to winning levels’. It might surprise
you, but 50% said they would - even if there were health effects.
The UK’s wealth management industry’s ultimate aim was
(arguably) to maximise profits, ‘thus the compensation
mechanisms were designed to link performance and pay
resulting in giving financial professionals the incentive to
behave like unprincipled salesmen.’ 3
When a team or a business manager uses questionable tactics to
create an advantage is this using all opportunities,
gamesmanship or is it cheating?

Reward and Retain your Best Talent (at all costs?)
From a business context, surely it is right to want to offer
employees an advantage over competitors and indeed
colleagues - after all competition drives performance and
delivers results? For example, the reward systems used by
financial institutions (as above) may have changed, however the
underlying theme remains the same: reward and retain your
best talent, if you don’t, someone else will find an approach.
Financial Service institutions are often blamed for having
unethical practices but these systems are evident in many other
sectors - after all, it’s just gamesmanship?

Let’s illustrate some examples of gamesmanship in business:
• An individual ‘forward billing’ for work not yet undertaken
in order to achieve bonus pay-out
• Metrics are manipulated to avoid the attention of superior
managers or bodies
• Metrics are manipulated because people feel the measures
used are inappropriate or unjust
• The line manager revising performance scores to overcome
a forced distribution curve
• Making performance look worse than it is to argue for
increased resources
• Making performance look better than it is where income is
based on activity or outcomes.

On a lighter note, but arguably no less gaming the system: In a
computer sciences course at John Hopkins University, the
grading curve was set by giving the highest score on the final
an A and then adjusting the scores accordingly. Students
calculated that if they all boycotted the final exam, then the
highest score would be a zero, and so everyone would get an A.
They attended the exam, but refused to complete the paper
and consequently all got an A grade.
Those who bend or ignore the rules are often the first to justify
their actions as a matter of fairness. If they believe they have
some natural disadvantage in the market place or sports field
and by enhancing their performance or finding ways to
circumnavigate restrictive rules, they’re simply levelling the
playing field.

Continued overleaf...
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GAMING PERFORMANCE MANAGEMENT AND PAY

From a business context, surely it is right to want to offer employees an
advantage over competitors and indeed colleagues - after all competition
drives performance and delivers results?

Gaming the System

Playing Within the Rules

In sport, we build and introduce systems and processes to
ensure a high degree of consistency, fairness and transparency;
be that goal line technology, instant replay or biological
passports. In the business world, we can apply the ‘ten tests’
which includes testing for gaming, i.e. ‘will measures encourage
any undesirable behaviours?’ and consistency ‘is performance
consistent whenever or whoever measures?’4. However
situations arise where these ‘constraints’ work against us or
indeed we seek or need to game the system. Performance and
reward systems offer rigour and objectivity, however,
‘exceptions, special cases’ apply, consequently performance
ratings are negotiated or manipulated - otherwise we risk
losing valuable talented individuals who deliver business
success. So what can drive us to game the system?

Monetary incentives do result in extremes of behaviour be that
by manager or employee. Whilst there is evidence of wrong
doing and miss-selling associated with reward and performance
mechanisms, almost any link between performance and pay
could lead to ethical issues.

“If we even believe the other person might cheat or seek an
advantage, we’re more likely to do the same. We get this ‘everybody
else is doing it’ mentality, and think ‘this gives me the recourse to
sort of balance things”, Schweitzer says 5.
Take the case of Lance Armstrong, he was convinced that his
competitors were taking performance enhancing products and
consequently did the same in order to be competitive – very
successfully as it happens. Many of his racing peers have now
been found out and are similarly banned from competition –
therefore he was right to level the playing field wasn’t he? After
all, he didn’t just want to be a sportsman. He wanted to win.

So, in the world of work, are we diminishing our chances to
recruit, retain and reward the best talent? Will organisations fail
to succeed if we try to enforce individuals to play within both the
letter and spirit of the rules?
Arguably measures can be used in order to create an
environment where integrity and ethical behaviour is seen to be
valued. Measures could be constructed so as not to
unintentionally incentivise individuals (which counts against
integrity), also such measures could counterbalance the
commercial pressures that are often associated with reward
mechanisms. What is valued by the organisation? Simply profit
at all costs or more responsible, sustainable and collaborative
forms of behaviour?
However, are we being inconsistent? On the one hand we
preach ethics and value ‘integrity’ yet on the other we teach that
gamesmanship is just part of the game and is an acceptable way
to gain competitive business advantage.
Look at the reward system of any institution and perhaps this
will give us an insight as to where they place their values. Is it
ethical or is it gamesmanship or a bit of both? Would it not be
prudent, as Mark Goodridge points out, to look a little more
closely at the drivers of integrity in the organisation?

chris.legge@oecam.com

1.
2.
3.
4.
5.
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Junior Johnson, NASCAR driver
Vince Lombardi – American football coach
“Change rewards culture to fix the integrity minefield - John Authers FT.com/companies
“Survival of the Fittest: measuring performance in a changing business environment”(Mike Kennerley & Andy Neely, 2003)
“Friend & Foe: When to Cooperate, When to Compete, and How to Succeed at Both” Maurice Schweitzer & Adam Galinsky (2015
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Superman vs. the Bad Apple
by TONI MARSHALL

Superman once said: “There is a right and wrong in the
universe and that distinction is not hard to make”. The words
of an idealist? - most definitely.
Within organisations, ‘right’ and ‘wrong’ often become blurred. As my
colleague Chris Legge argues in his article, the blurring of right and wrong is
all good ‘gamesmanship’, a necessity to ensure organisations remain
competitive in a market place where all organisations bend the rules to some
degree or another. Evidence suggests that many organisations will actually
encourage rule breaking by employees, even outside of what society would
consider ‘ethical’. A recent report by the Institute of Leadership Management
found that 9% of employees feel that they are actually encouraged to break
the rules to the point of breaking the law during their careers.1 And this is
despite the risk of significant financial impact if the customer finds out about
unethical practices... Starbucks suffered its first drop in UK sales when it
became public knowledge that they were being investigated for tax
avoidance.
So how can you assess whether individuals in your organisation are behaving
in the ‘right’ way?

Doing the Right Thing: a Matter of Perspective
The construct of ethical behaviour is of course a matter of perspective,
influenced by social and organisation norms. The ‘right thing’ from one
person’s perspective, may not be ‘right’ from another’s. This can make it
particularly difficult for organisations that need to change their current
ethical standards. Despite these difficulties, there are organisations where
the need to do the right thing and act in the interest of the greater good is a
strategic imperative. This can be due to either the type of work they do or
because the potential for negative public image is too costly. For example,
organisations in the Health sector must ensure they go beyond the
consideration of commercial benefits, to consider the ‘greater good’ and quite
literally the lives of others. The ethical standards in these organisations must
be at a higher level of alignment to the social norms of what is considered
ethical. An HR specialist working in the financial sector, recently explained to
me that the major difficulty which the sector faced, after the banking
scandals hit, was a need for a wide overhaul in ethical culture and mind-set not an easy task when behaviour has become ingrained for so long!
Continued overleaf...
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SUPERMAN VS. THE BAD APPLE

Organisations Need Superman !

How do you find Superman?

So what can be done to implement a new ethical organisation
world order? How do you start to realign the organisational
standards of ethics with the social standards? Bringing the
focus back to Superman, one way is to look at those you are
recruiting and introduce a cadre of ‘Superman’ (or woman)
leaders. This type of leader remains socially ethical in their
perceptions, has the internal morality to maintain their beliefs
and is impenetrable to the negative influences of others. In
addition, they remain capable of adapting their beliefs and
behaviours to understand when the rules no longer remain the
‘right thing’ to do.

The key to this question is to understand what actually creates
ethical behaviour in individuals.

The introduction of such individuals needs to be widespread
into the key stakeholder roles within a business. This may
sound like ethical leadership, and this undoubtedly plays a
part, but the key here is the continued ethical behaviour and
the resistance to becoming embedded in the current ethical
norms of an organisation. With this in mind, finding a
‘Superman’ needs to go beyond simply looking for an
individual who is currently ethical, but also considers their
personal drivers and resilience to withstand the potential
detrimental influence of others in the future. My colleague
Paolo Moscuzza picks up on how a ‘toxic culture’ can affect
leadership behaviour in his article.

Building New Ethical Standards
Changing ethical behaviours in an organisation is difficult.
There are many influencing factors that need to be considered,
but the behaviour of those individuals in key roles of influence
is a good place to start. This is because employees will model
behaviour of key leaders within a workforce and the
perception of ethical behaviour in leaders has been linked to
the increase of ethical behaviour of their direct reports.
Therefore introducing a Superman may prove instrumental in
building a new ethical standard.
The introduction of a Superman needs to go beyond one
person at the top of the organisation. To save Superman from
being over-powered by the current behaviours, there needs to
be support of others with the same impenetrable mind-set
and standards. Ensuring that ‘bad apples’ do not remain in
roles that have high levels of internal and external influence is
particularly important, as this can prove particularly
detrimental.
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The ‘Person-Situation Interactionist’ model by Trevino2,
suggests that ethical behaviours are created through the
combination of individual and situational aspects. This model
highlights the critical role that personal resilience and
supporting ethical interventions play in ensuring the success
of the introduction of Superman.
Let’s look at Person and Situation in turn:
Person: Methods and tools for assessing personality for
ethical behaviours and integrity are widespread. Many
organisations already use such tools in an attempt to predict
integrity and high level of ethics in their new recruits. These
tools focus on self-report and predisposition to predict
behaviour. They are often underpinned by the five-factor
model of personality, and base their predictions on specific
aspects of personality which are positively associated with
behaving ethically, such as; empathy; consciousness and
humility. Essentially they identify the extent to which an
individual will consider the outcomes of their actions on others
and society as looking for signs of a principled conscious.
Such tools can be highly reliable from a statistical perspective,
but is that enough? What makes a Superman better than any
other employee? After all, most of us accept that it is highly
unlikely that employees will go into work with the intent to
behave unethically or break the rules. While the personality
tools consider an individual at the present time, with their prior
experiences and knowledge of the world guiding their
behaviour, they fail to consider the new organisational world
they will become exposed to.

Ensuring that ‘bad apples’ do not
remain in roles that have high levels
of internal and external influence is
particularly important
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Situation: Factors within the organisation such as; culture, the
type of work carried out and reward and recognition
programmes will also guide the extent to which someone
behaves ethically. The personality tools focus on an
individual’s ability to consider the outcomes of their actions,
what impact their actions will have on others, and societies
perception of them. They show limited consideration of the
external influences that will also influence behaviour.
As Trevino highlights, ethical behaviour is strongly influenced
by external factors. It is not enough to simply recognise the
current temperament of a person or to consider their previous
actions. Instead, both of these aspects need to be taken into
account with the addition of a deep understanding of the new
environment they will experience and how they will interact
with it.
A Superman will show a high level of internal resilience and
bravery that will allow them to withstand the temptation to
integrate themselves into the current ethical culture. They will
remain committed to their internal drivers and their
understanding of societies social norms, rather than succumbing
to what is likely to be the easier option of integrating themselves
to pacify the expectations of their new peers.
The ERCONIC™ interview technique is an enhanced profiling
process which allows the internal and external aspects of
Trevino’s model to be explored, in order to predict an
individual’s potential for being a Superman. Personal history,
semi-structured interviews and personality profiling allows a
deep rooted understanding of a person’s character strengths,
what ignites drive and motivation in their past and present
lives, resulting in the ability to effectively predict their
behaviours in a new culture. In this instance the emphasis
would also include a deep understanding to the new culture
and map the individual’s drivers and resilience to the
requirements of a specific organisation.

Employees will model behaviour of key leaders
within a workforce and the perception of
ethical behaviour in leaders has been linked to
the increase of ethical behaviour of their direct
reports. Therefore introducing a Superman
may prove instrumental in building a new
ethical standard.
Key considerations for finding a Superman:
1. An organisation needs to have a good understanding of their
current ethical standards and a clear picture of what ethical
behaviours they need for the future. Cultural audits will give
clarity in this area and provide valuable data when assessing for
a Superman.
2. A structural review of the organisation to identify the key roles
that require a Superman. It is not enough to simply introduce a
Superman at the top. Their positive influence needs to be
cascaded throughout the organisation. Organisations need to
identify which roles are able to produce the greatest influence
and have high internal and external visibility.
3. Align the most relevant interventions to speed up the culture
change and help save Superman. Modelling of behaviour is a
strong start point for increasing overall ethical behaviour in an
organisation but why make their job more difficult than it has to
be? Support your Superman with appropriate reward and
recognition initiatives and recruitment processes at all levels.
Once the ethical standards of the organisation have begun to
change, the assessment of individual for their current level of
ethical behaviour will be more effective and should be used
across all roles within the organisation.

toni.marshall@oecam.com

1. Added Values: the importance of Ethical Leadership" research by Institute of Leadership & Management and Business in the Community (2013)
2. Linda Klebe Trevino. "Ethical Decision Making in Organizations: A Person-Situation Interactionist Model The Academy of Management Review". Vol. 11, No. 3 (Jul., 1986), pp. 601-617
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Organisation Effectiveness Cambridge (OE Cam LLP) is a specialist firm of business psychologists and consultants
who maximise the effectiveness of individuals, teams and organisations.
We believe that organisational effectiveness can only be improved through tackling the ‘hard’ with the ‘soft’. We
view your organisation from multiple perspectives – the behavioural, the structural, the cultural and the economic
so that we get to the essence of your challenge and deliver bespoke, feasible and sustainable solutions.
Our clients span industry sectors and international boundaries and include: AB Foods; AB Agri; BBC; Body Shop; City
& Guilds; The Coal Authority; Coller Capital; Connect Group; Daiichi Sankyo; E.ON, Department of Health; Green King;
Internet Watch Foundation; Odeon Cinemas; Primark; PRS for Music; Ryder; Simmons & Simmons; SuperGroup; Terra
Firma; Travis Perkins, University of Cambridge.
We see organisation effectiveness as a combination of organisation development and talent management:

Talent Management
• Executive Assessment - we identify “disruptive talent” and deliver individual and team assessments to give you
confidence to make strategic people investments, including succession planning, recruitment and pre/post
M&A due diligence
• Leadership Development – we define and build leadership capability to deliver your strategy. We create
learning experiences that impact the bottom line and facilitate executive teams for performance improvement
and business growth
• Executive Coaching – we have considerable experience of coaching senior managers, often in quite sensitive
situations. Through our work we know and understand the business environment, the cultures and the business
pressures. This enables us to relate to demands and uncertainties often felt in post, across different sectors,
disciplines and organisations
• Performance Management and Reward – we create the processes and skills for managers to set objectives and
measures and ensure that feedback is constructive and that achievements are properly recognised and
rewarded.

Organisation Development
• Board Development - we review and develop board effectiveness and work with executive teams on governance
and organisational impact
• Organisation Design – we create aligned, accountable and agile organisations by assessing how coherent your
organisation is now and developing options for where and how it can be improved
• Organisation Improvement - we analyse before delivering interventions that will make the business work as
intended, build collaboration and communities whilst retaining accountability and performance. We work with
teams to grow businesses, build your strategy, increase capability and implement change
• Culture Audit and Development - we change cultures to become more innovative, customer centric and
performance orientated. Using both quantitative and qualitative tools we can assess organisational and
leadership culture; compare and contrast cultural synergies, variances and determine the extent of cultural
‘entropy’. We develop systems, processes and capability to deliver cultural change.
We are a boutique consultancy, which means that your experience with us will be a personal one. We will invest the
effort to get to know you and your organisation to jointly deliver the outcome you are seeking. We are proud to be
an employee-owned company.
For more information please visit www.oecam.com or call us on +44 (0)1223 269009.
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