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Ethical leadership has long been a topic of interest in the ethics and com
pliance com

m
unity and 

a pointed research focus at the Ethics &
 C

om
pliance Initiative. Past research conducted in the 

U
nited States and at m

ultinational organizations has consistently show
n that: 

 �Ethical leadership is a critical factor in driving dow
n ethics and com

pliance risk;

 �Leaders have a “rosier” view
 of the state of w

orkplace integrity, and often have m
ore 

positive beliefs than em
ployees further dow

n the chain of com
m

and; and

 �The quality of the relationship betw
een supervisors and reports goes a long w

ay in 
determ

ining w
hether em

ployees report w
orkplace integrity issues to m

anagem
ent.  

The G
lobal B

usiness Ethics Survey allow
ed us to test these ideas in a m

ore global sphere, to see 
if these trends held on different continents and in vastly different cultures. W

e learned that w
hen 

it com
es to ethical leadership and its im

pact on w
orkplace integrity, our 13 G

B
ES countries w

ere 
far m

ore sim
ilar than different. Key trends w

ere (nearly) universal, w
hich gives us renew

ed confi-
dence about their applicability in num

erous regions and cultures. 
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W
H

AT IS ETH
IC

A
L LEA

D
ER

SH
IP?

Ethical leadership is a dem
onstrated com

m
itm

ent to prom
oting and upholding w

orkplace in-
tegrity and organizational standards and values. D

raw
ing from

 B
row

n, Treviño and H
arrison’s 

ethical leadership scale (20
0

4) and previous EC
I research, G

B
ES investigated several behav-

iors characteristic of ethical leaders:
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ETH
IC

A
L LEA

D
ER

SH
IP is linked to significant reductions in ethics and com

pliance risk

�
Top m

anagers play a critical role in reducing
pressure to com

prom
ise standards and

low
ering the rates of observed m

isconduct
and retaliation against reporters.

�
W

hen em
ployees think their supervisors

are ethical, they are far m
ore likely to

report m
isconduct they observe.

TO
P M

A
N

A
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S’ C
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M
ITM
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T TO

 W
O

R
K

PLA
C

E IN
TEG

R
ITY

 is related to 
em

ployee retention. 

SEN
IO

R
 LEA

D
ER

S A
R

E N
O

T D
O

IN
G

 A
S W

ELL A
S TH

EY
 TH

IN
K

 TH
EY

 A
R

E
 w

hen it 
com

es to conveying both their ow
n and the organization’s com

m
itm

ent to w
orkplace integrity.

�
N

on-m
anagem

ent em
ployees are far less

likely to give top m
anagers high m

arks for
ethical leadership than top m

anagers give
them

selves.

�
In addition to being less positive about the
ethical leadership of their top m

anagers

and supervisors, non-m
anagem

ent 
em

ployees are also a) less aw
are of the 

ethics and com
pliance resources available 

and b) less likely to find their organization’s 
E&

C
 program

s valuable and effective.

M
O

ST EM
PLO

Y
EES G

IV
E TH

EIR
 LEA

D
ER

S H
IG

H
 M

A
R

K
S for talking about the 

im
portance of w

orkplace integrity, and m
any believe leaders set a good exam

ple. U
nfortunately, 

the data reveal that a troubling num
ber of w

orkers see leaders blam
e others w

hen things go 
w

rong. Past EC
I research dem

onstrated that w
hen leaders talk about ethics but do not m

odel 
them

 it can be w
orse than if they said nothing at all; w

hen it com
es to w

orkplace integrity, 
leaders’ hypocrisy can fuel em

ployees’ cynicism
. This is troubling because tim

es of crisis are 
characterized by heightened sensitivity, w

hich have a profound im
pact on em

ployees’ beliefs 
about top m

anagers.
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Recom
m

endations for O
rganizations

 �Rem
ind leaders at all levels of their potential to positively im

pact their organization and 
em

ployees’ com
m

itm
ent to ethical conduct and w

orkplace integrity. B
e particularly m

indful 
of not just talking about the im

portance of w
orkplace integrity, but also providing a good 

exam
ple—

especially w
hen things go w

rong.

 »Provide m
essaging tools and com

m
unication resources to senior leaders to m

ake 
it easier for them

 to consistently m
ake w

orkplace integrity a key priority in their 
com

m
unications and interactions.

 »D
uring challenging tim

es, be m
indful of the im

pact on both leaders and em
ployees. B

e a 
resource to senior leaders w

ho need support, w
hile also rem

inding m
anagem

ent of the 
opportunity to serve as exem

plars and to dem
onstrate the im

portance of a com
m

itm
ent 

to w
orkplace integrity.

 �O
vercom

m
unicate to em

ployees about the E&
C

 resources available to them
 and explore 

w
here resources are underutilized, ineffective, or lacking.

 »U
se pulse surveys to get a better sense of em

ployees’ aw
areness of E&

C
 resources.

 »Keep your code fresh in em
ployees’ m

inds by releasing it in different form
s (e.g., hard 

copy, online, an app), and w
ork w

ith other functions (H
R, health and safety) to also 

m
arket your m

essage and resources.

 �B
e proactive about supporting reporters and keeping them

 inform
ed, especially w

hen 
they are m

ost likely to feel vulnerable to retaliation.

 »Periodically check back w
ith reporters to ensure that they feel safe and supported, and 

coordinate w
ith H

R and reporters’ m
anagers to see if there have been any changes or 

updates in status, w
hich could be signs of retaliation.

 »A
sk your case m

anagem
ent system

 provider to em
bed rem

inders about periodic check-
ins w

ith reporters to ensure that they feel safe and supported. 
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Ethical leadership has long been a topic of interest in the ethics and com
pliance com

m
unity and 

a pointed research focus at the Ethics &
 C

om
pliance Initiative (EC

I). B
ased on our research find-

ings in the N
ational B

usiness Ethics Survey® and w
ork w

ith practitioners at U
.S. and m

ultinational 
organizations, w

e found tim
e and again

1 that:

 �Ethical leadership is a critical factor in driving dow
n ethics and 

com
pliance risk.

 �Leaders have a “rosier” view
 of the state of w

orkplace integrity, 
and often have m

ore positive beliefs than em
ployees further 

dow
n the chain of com

m
and.

 �Supervisors are the “first line of defense” w
hen it com

es to 
the reporting of ethics issues. The quality of the relationship 
betw

een supervisors and reports goes a long w
ay in 

determ
ining w

hether em
ployees report w

orkplace integrity 
issues to m

anagem
ent.

The G
lobal B

usiness Ethics Survey™ allow
ed us to test these ideas in a m

ore global sphere, to 
see if these truism

s held on different continents and in vastly different cultures. 

They did. W
hen it com

es to ethical leadership and its im
pact on w

orkplace integrity, our 13 G
B

ES 
countries w

ere far m
ore sim

ilar than different. Key trends w
ere (nearly) universal, w

hich gives us 
renew

ed confidence about their applicability in num
erous regions and cultures. 

1. For exam
ple, see: Ethics Resource C

enter. (2014). Ethical Leadership: Every leader sets a tone. Arlington, VA: ERC
.

IN
TR

O
D

U
C

TIO
N

Key trends w
ere 

(nearly) universal, 
w

hich gives 
us renew

ed 
confidence about 
their applicability in 
num

erous regions 
and cultures.

A
B

O
U

T G
B

ES

EC
I’s G

lobal B
usiness Ethics Survey™ is a rigorous, m

ulti-country inquiry into w
orker conduct and 

w
orkplace integrity. The G

B
ES™ provides insight into w

orkplace ethics in both public and private 
sector organizations. See M

ethodology (page 30) for m
ore inform

ation.

G
B

ES C
O

U
N

TR
IES

B
razil

C
hina

France

Japan

M
exico

Russia

G
erm

any

India

Italy

South Korea

Spain

U
nited Kingdom

 

U
nited States
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Ethical leadership is a dem
onstrated com

m
itm

ent to prom
oting and upholding w

orkplace 
integrity and organizational standards and values. D

raw
ing from

 B
row

n, Treviño and 
H

arrison’s ethical leadership scale (20
0

4) and previous EC
I research, G

B
ES investigated 

several behaviors characteristic of ethical leaders:

W
H

AT IS TO
P M

A
N

A
G

EM
EN

T?

The G
B

ES survey instrum
ent defined “Top m

anagem
ent” as “the m

ost senior 
executives at your organization, including C

hief Executive O
ffi

cer (C
EO

), President, 
C

hief Financial O
ffi

cer, C
hief A

dm
inistrative O

ffi
cer, C

hief O
perating O

ffi
cer, G

eneral 
C

ounsel, etc.”

LEG
EN

D
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P M
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T C
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EM
PLO

Y
EE RETEN

TIO
N

Red text and graphics throughout the report denote conditions and findings that are 
linked to higher ethics and com

pliance risk; green text and graphics denote conditions 
that are linked to reduced ethics and com

pliance risk.
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Ethical leadership is linked to significant reductions in ethics and 
com

pliance risk and increased em
ployee engagem

ent.

Ethics and com
pliance risk is the potential harm

 caused by a violation of w
orkplace integrity. A

t 
EC

I, w
e look at ethics and com

pliance risk through the lens of four related indicators: 

ETH
IC

S &
 C

O
M

PLIA
N

C
E R

ISK
 FA

C
TO

R
W

H
Y

 IT M
ATTER

S

Pressure to com
prom

ise 
organizational standards, policy,  
or the law

Pressure is a leading indicator of m
isconduct. 

W
here there is pressure to com

prom
ise 

standards, m
isconduct is far m

ore likely to occur.

O
bserved m

isconduct in the 
w

orkplace

M
isconduct puts the organization at serious 

reputational, financial and legal risk. It also 
creates a negative w

ork environm
ent, decreasing 

em
ployee engagem

ent and intent to stay at the 
organization.

Rate of reporting m
isconduct  

w
hen observed

W
hen m

anagem
ent is aw

are of an issue it can be 
m

itigated. Problem
s that go unreported, how

ever, 
cannot be addressed and can w

orsen.

Retaliation experienced as a 
result of m

aking a report

Retaliation is a form
 of m

isconduct and is 
indicative of a toxic environm

ent that fosters 
m

isconduct.

 O
ur findings m

ake clear that—
stronger ethical leadership equates to reduced ethics and com

-
pliance risk and increased likelihood that organizations w

ill keep valued em
ployees.

 �In every country w
e surveyed, w

hen top m
anagers show

 a com
m

itm
ent to w

orkplace 
integrity, pressure to com

prom
ise standards is less w

idespread and the rate of observed 
m

isconduct is low
er.

 �In m
any countries, reporting of observed m

isconduct is m
ore com

m
onplace w

hen there is 
ethical leadership. Retaliation follow

s a sim
ilar positive trend in seven of 13 G

B
ES countries. 

 �In 11 G
B

ES countries, em
ployees’ intent to stay is linked to w

hether they believe their top 
m

anagers are ethical leaders.
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U
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 C

O
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O
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N
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A
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D
S. 

If top m
anagem

ent show
s stronger com

m
itm

ent to 
w

orkplace integrity then few
er em

ployees experience 
pressure to com

prom
ise standards.

If top m
anagem

ent show
s w

eaker com
m

itm
ent to 

w
orkplace integrity then m

ore em
ployees experience 

pressure to com
prom

ise standards.
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R
E TO
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 ✓
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R
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 ✓
M

E
X

IC
O

 ✓
C

H
IN

A
 ✓

R
U

S
S

IA
 ✓

FR
A

N
C

E
 ✓

S
O

U
T

H
 KO

R
E

A
 ✓
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D
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U

N
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E
D
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E

S
 ✓
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N

R
ESEA

R
C

H
 C

O
N

N
EC

TIO
N

For m
ore inform

ation on the pow
er of 

leadership and leading strategies in 
organizations, see the B

lue R
ibbon Panel 

report Principles and Practices of H
igh-

Q
uality Ethics &

 C
om

pliance Program
s, 

specifically H
Q

P3 and its Supporting 
O

bjectives and Practices, available at:  
ethics.org/blue-ribbon

For detailed inform
ation about top 

m
anagem

ent and pressure, please see 
A

ppendix A
 (p. 19).
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If top m
anagem

ent show
s stronger com

m
itm

ent to 
w

orkplace integrity then few
er em

ployees observe 
m

isconduct. 

If top m
anagem

ent show
s w

eaker com
m

itm
ent to 

w
orkplace integrity then m

ore em
ployees observe 

m
isconduct.

ETH
IC

A
L LEA

D
ER

SH
IP &

 M
ISC

O
N

D
U

C
T

TR
U

E FO
R

 ✓
B

R
A

Z
IL

 ✓
M

E
X

IC
O

 ✓
C

H
IN

A
 ✓

R
U

S
S

IA
 ✓

FR
A

N
C

E
 ✓

S
O

U
T

H
 KO

R
E

A
 ✓

G
E

R
M

A
N

Y
 ✓

S
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LY

 ✓
U

N
IT

E
D

 S
TA

T
E

S
 ✓

JA
PA

N

For detailed inform
ation about top 

m
anagem

ent and observed m
isconduct, 

please see A
ppendix B (p. 20).
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TO
P M

A
N

A
G

ER
S C

A
N

 K
EEP R

ETA
LIATIO

N
 A

G
A

IN
ST  

R
EPO

RTER
S LO

W
ER

. 

If top m
anagem

ent show
s stronger com

m
itm

ent to 
w

orkplace integrity then few
er em

ployees experience 
retaliation for reporting m

isconduct w
hen observed.  

If top m
anagem

ent show
s w

eaker com
m

itm
ent to 

w
orkplace integrity then m

ore em
ployees experience 

retaliation for reporting m
isconduct w

hen observed. 

ETH
IC

A
L LEA

D
ER

SH
IP &

 R
ETA

LIATIO
N

TR
U

E FO
R

 ✓
B

R
A

Z
IL

 ✓
M

E
X

IC
O

 ✓
C

H
IN

A
RU

SSIA
 ✓

FR
A

N
C

E
SO

U
TH

 KO
REA

G
ERM

A
N

Y
SPA

IN
 ✓

IN
D

IA
U

N
ITED

 KIN
G

D
O

M
 ✓

ITA
LY

 ✓
U

N
IT

E
D

 S
TA

T
E

S
JA

PA
N

For detailed inform
ation about top 

m
anagem

ent and retaliation, please see 
A

ppendix C
 (p. 21).

A
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H
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TO
P M

A
N

A
G

ER
S PLAY

 A
 C

R
ITIC

A
L R

O
LE IN

 IN
SPIR

IN
G

 EM
PLO

Y
EES TO

  
STAY

 W
ITH

 TH
E O

R
G

A
N

IZATIO
N

.

If top m
anagem

ent show
s stronger com

m
itm

ent to 
w

orkplace integrity then m
ore em

ployees intend to 
stay on for five years or m

ore or until retirem
ent. 

If top m
anagem

ent show
s w

eaker com
m

itm
ent to 

w
orkplace integrity then m

ore em
ployees intend to 

leave in the next year. 

ETH
IC

A
L LEA

D
ER

SH
IP &

 EM
PLO

Y
EE R

ETEN
TIO

N

TR
U

E FO
R

 ✓
B

R
A

Z
IL

 ✓
M

E
X

IC
O

 ✓
C

H
IN

A
 ✓

R
U

S
S

IA
 ✓

FR
A

N
C

E
SO

U
TH

 KO
REA

 ✓
G

E
R

M
A

N
Y

 ✓
S

PA
IN

 ✓
IN

D
IA

 ✓
U

N
IT

E
D

 K
IN

G
D

O
M

 ✓
ITA

LY
 ✓

U
N

IT
E

D
 S

TA
T

E
S

JA
PA

N

For detailed inform
ation about top 

m
anagem

ent and retention, please see 
A

ppendix D
 (p. 22).
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A
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W
hen it com

es to reducing ethics and com
pliance risk, G

B
ES findings also reveal the 

critical role that supervisors play. U
sually, 2 em

ployees w
ho observe m

isconduct and 
choose to report it go to their supervisors first. The likelihood that an em

ployee w
ill 

report (to their supervisors or elsew
here) rises w

hen their supervisor acts as an ethical 
leader. This trend held in every country surveyed as part of the G

B
ES. Supervisors are 

m
anagem

ent’s m
ost effective resource for ensuring that w

orkplace integrity issues 
surface so that they can be resolved.

W
H

EN
 EM

PLO
Y

EES TH
IN

K
 TH

EIR
 SU

PERV
ISO

R
S A

R
E ETH

IC
A

L, TH
EY

 
A

R
E FA

R
 M

O
R

E LIK
ELY

 TO
 R

EPO
RT M

ISC
O

N
D

U
C

T TH
EY

 O
B

SERV
E.

Supervisor com
m

itm
ent to w

orkplace integrity raises 
reporting.

Lack of supervisor com
m

itm
ent to integrity low

ers 
reporting.

2. In 9 of 13 G
BES countries, the m

ajority of em
ployees reported to their direct supervisor first, w

ith a G
BES m

edian of 51 percent.

SU
PERV

ISO
R

S &
 R

EPO
RTIN

G

R
ESEA

R
C

H
 IN

SIG
H

T
A

 lack of reports does not 
necessarily equate to a 

lack of problem
s. M

anagers 
w

ho are open to hearing 
bad new

s from
 em

ployees, 
w

hether it is about 
w

orkplace m
isconduct or 

business concerns, are ones 
to w

hom
 em

ployees w
ill 

choose to speak up w
hen 

the need arises.

TR
U

E FO
R

 ✓
B

R
A

Z
IL

 ✓
M

E
X

IC
O

 ✓
C

H
IN

A
 ✓

R
U

S
S

IA
 ✓

FR
A

N
C

E
 ✓

S
O

U
T

H
 KO

R
E

A
 ✓

G
E

R
M

A
N

Y
 ✓

S
PA

IN
 ✓

IN
D

IA
 ✓

U
N

IT
E

D
 K

IN
G

D
O

M
 ✓

ITA
LY

 ✓
U

N
IT

E
D

 S
TA

T
E

S
 ✓

JA
PA

N

For detailed inform
ation about  

supervisors and reporting, please see 
A

ppendix E (p. 23).
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In term
s of prom

oting and supporting 
w

orkplace integrity, m
any top m

anagers are 
not doing as w

ell as they think they are.
O

ur data show
 that ethical leadership is critical for reducing 

ethics risk. U
nfortunately, leaders need to do a better job of 

dem
onstrating both their ow

n and the organization’s com
m

itm
ent 

to w
orkplace integrity. 

In seven G
B

ES countries, top m
anagers are significantly m

ore 
likely to give them

selves high m
arks for ethical leadership than 

non-m
anagem

ent em
ployees give them

. A
lso, in all 13 countries, 

non-m
anagem

ent em
ployees are least likely to view

 supervisors 
as ethical leaders and top m

anagers are m
ost likely to. In addition 

to being less positive about the ethical leadership of their top 
m

anagers and supervisors, non-m
anagem

ent em
ployees are also 

a) less aw
are of the ethics and com

pliance resources available 
and b) less likely to find the E&

C
 program

 effective. 

LEA
D

ER
S’ EX

PER
IEN

C
ES D

IFFER
 FR

O
M

 
EM

PLO
Y

EES’

W
H

O
 A

R
E N

O
N

-M
A

N
A

G
EM

EN
T 

EM
PLO

Y
EES?

The G
B

ES survey asked 
em

ployees w
hether they 

considered them
selves to 

be top m
anagem

ent, m
iddle 

m
anagem

ent, first-line direct 
supervisors, or not m

em
bers 

of m
anagem

ent. “N
on-

m
anagem

ent em
ployees” are 

self-designated.

R
ESEA

R
C

H
 IN

SIG
H

T

Leaders should not assum
e that their em

ployees are aw
are of or feel com

fortable using the 
E&

C
 resources available to them

. 

 �O
vercom

m
unicate about the strategies and tools available to em

ployees. 

 �Take the tim
e to learn w

hat em
ployees do and do not choose to utilize and w

hy. 

 �Evaluate the effi
cacy of your E&

C
 resources using both qualitative and quantitative 

m
ethods, so you have a sense of gaps and strengths, w

here to m
ake im

provem
ents 

and how
.

ETH
IC

A
L LEA

D
ER

S
H

IP
 A

R
O

U
N

D
 TH
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O

R
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C
om

pared to top m
anagem

ent em
ployees, non-m

anagem
ent em

ploy-
ees are less im

pressed by their leaders’ com
m

itm
ent to w

orkplace 
integrity and the organization’s E&

C
 program

. 

C
ountries W

here Top M
anagers H

ave “Rosier” V
iew

s 
Than N

on-m
anagem

ent Em
ployees A

bout…

C
ountry

Top 
M

anagem
ent’s 

C
om

m
itm

ent 
to W

orkplace 
Integrity

Their 
Supervisor’s 
C

om
m

itm
ent 

to W
orkplace 

Integrity

A
vailability 
of E&

C
 

Resources

Effectiveness 
of E&

C
 

Program
s

B
razil

✓
✓

C
hina

✓
✓

✓

France
✓

✓
✓

✓

G
erm

any
✓

✓
✓

India
✓

✓
✓

Italy
✓

✓
✓

✓

Japan
✓

✓
✓

✓

M
exico

✓
✓

✓

Russia
✓

✓
✓

✓

South Korea
✓

✓
✓

✓

Spain
✓

✓
✓

U
nited Kingdom

✓
✓

✓

U
nited States

✓
✓

✓

LEA
D

ER
S’ EX

PER
IEN

C
ES D

IFFER
 FR

O
M

 
EM

PLO
Y

EES’

For detailed inform
ation about em

ployee perceptions of top m
anagem

ent, supervisors, E&C
 

resources, and their organizations’ E&C
 program

s, please see A
ppendices F (p. 24), G

 (p. 25), 
H

 (p. 26), and I (p. 27) respectively.
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M
ost em

ployees agree that top m
anagers say and act as if w

orkplace 
integrity m

atters; how
ever, w

hen things go w
rong top m

anagers are 
less likely to dem

onstrate ethical leadership.
In every G

B
ES country, a m

ajority of em
ployees agree that top m

anagers talk about w
orkplace 

integrity and the im
portance of doing the right thing. In 11 of 13 G

B
ES countries, 3 a m

ajority of 
em

ployees believe their top leaders set a good exam
ple. It is w

orth noting that in eight of 13 
countries, significantly m

ore em
ployees believe top m

anagem
ent talks about w

orkplace integrity 
than sets such an exam

ple. (Interestingly, in C
hina, the reverse is true.) This trend is w

orrisom
e 

because past EC
I research dem

onstrated, w
hen leaders talk about ethics but do not m

odel them
 

it can be w
orse than if they said nothing at all; w

hen it com
es to w

orkplace integrity, leaders’ 
hypocrisy can fuel em

ployees’ cynicism
.

Exploration of other em
ployee beliefs is even m

ore disconcerting. The data reveals that few
 

leaders actively avoid blam
ing others and a troubling num

ber of w
orkers see leaders actually 

blam
e others w

hen things go w
rong. This is especially problem

atic because tim
es of crisis are 

particularly critical for shaping em
ployees’ beliefs about top m

anagers (for m
ore inform

ation 
visit ethics.org/ethical-leadership).

W
hen challenges arise, it is natural for leaders to w

ant to right the ship as quickly as possible 
and m

ove on. N
evertheless, it is im

portant for em
ployees to see not only that problem

s are 
addressed, but that leaders have also taken the tim

e to understand w
hy. W

hile never pleasant, 
problem

s and crises are also unique opportunities for leaders to focus on organizational values 
and to send a clear and pow

erful m
essage to em

ployees about the im
portance of accepting 

responsibility and acting w
ith integrity.

3. In South Korea, the results round to 50 percent, but technically are not a m
ajority of responses.

ETH
IC

A
L LEA

D
ER

SH
IP IN

 A
C

TIO
N

ETH
IC

A
L LEA

D
ER

S
H

IP
 A

R
O

U
N

D
 TH

E W
O

R
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11
 ©

 2017 Ethics &
 C

om
pliance Initiative



M
ost em

ployees give their leaders high m
arks for talking about the 

im
portance of w

orkplace integrity; few
er see them

 setting a good 
exam

ple.

Top M
anagem

ent TA
LKS 

A
bout the Im

portance of 
W

orkplace Integrity

Top M
anagem

ent Sets a 
G

ood EX
A

M
PLE of  

W
orkplace Integrity

B
razil*

84%
75%

C
hina

84%
91%

France
56%

55%

G
erm

any*
58%

52%

India
89%

88%

Italy*
70%

55%

Japan*
70%

62%

M
exico*

83%
79%

R
ussia*

70%
55%

South Korea*
62%

50%

Spain*
58%

49%

U
nited Kingdom

69%
68%

U
nited States

76%
77%

 < 50 percent of em
ployees (red text)

*=significantly m
ore em

ployees say top m
anagem

ent talks vs. sets an exam
ple of w

orkplace integrity.

ETH
IC

A
L LEA

D
ER

SH
IP IN

 A
C

TIO
N

For detailed inform
ation about em

ployee beliefs about top m
anagem

ent conduct, please see 
Appendix J (p. 28). 
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Em
ployee view

s of top m
anagem

ent are far less positive w
hen things 

go w
rong; few

 em
ployees believe top m

anagem
ent avoids blam

ing 
others and m

any agree that leaders do blam
e others.

Top M
anagem

ent 
TA

LKS A
bout the 

Im
portance of 

W
orkplace Integrity

Top M
anagem

ent 
Sets a G

ood 
EX

A
M

PLE of 
W

orkplace Integrity

Top M
anagem

ent 
D

oes N
O

T B
LA

M
E 

O
TH

ER
S W

hen 
Things G

o W
rong

B
razil

84%
75%

32%

C
hina

84%
91%

40%

France
56%

55%
35%

G
erm

any
58%

52%
37%

India
89%

88%
26%

Italy
70%

55%
30%

Japan
70%

62%
36%

M
exico

83%
79%

39%

Russia
70%

55%
26%

South Korea
62%

50%
25%

Spain
58%

49%
23%

U
nited Kingdom

69%
68%

29%

U
nited States

76%
77%

42%
 < 50 percent of em

ployees (red text)

*=significantly m
ore em

ployees say top m
anagem

ent talks vs. sets an exam
ple of w

ork.

ETH
IC

A
L LEA

D
ER

SH
IP IN

 A
C

TIO
N

For detailed inform
ation about em

ployee beliefs about top m
anagem

ent behaviors, please 
see A

ppendix K (p. 29).
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Em
ployees B

elieve Top M
anagem

ent Talks A
bout W

orkplace Integrity  
and Sets a G

ood Exam
ple—

U
ntil Things G

o W
rong

M
ED

IA
N

 Percent of Em
ployees W

ho A
gree that Top M

anagem
ent... 

70
+30

70%
62

+38
62%

32
+68

32%

TA
LKS A

bout the Im
portance 

of W
orkplace Integrity

Sets a G
ood EX

A
M

PLE of 
W

orkplace Integrity
D

oes N
O

T  
B

LA
M

E O
TH

ERS

In four of 13 G
B

ES countries, nearly half said that top m
anagem

ent blam
es others w

hen things go 
w

rong. In every G
B

ES country, m
ore than one in four held such a belief. 4

It is w
orth noting that, in nearly every

5 G
B

ES country, em
ployees w

ho believe top m
anagem

ent 
blam

es others are m
ore likely to intend to leave the organization im

m
inently, i.e., in the next 12 

m
onths or less. A

lso, em
ployees in 11 of 13 G

B
ES countries

6 w
ho believe top m

anagem
ent does 

not blam
e others are m

ore likely to plan on staying for the long haul—
at least five years or until 

retirem
ent.

4. For detailed inform
ation about em

ployee beliefs about top m
anagem

ent blam
ing others, please see Appendices J (p. 28) 

and K (p. 29).
5. Japan and South Korea do not follow

 this pattern.
6. C

hina and Japan do not follow
 this pattern

ETH
IC

A
L LEA

D
ER

SH
IP D

U
R
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 C
R
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N
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ETH
IC

A
L LEA

D
ER

SH
IP D

U
R

IN
G

 C
R

ISES

U
N

ITED
 STATES

37%

M
EX

IC
O

38%

B
RA

ZIL
43%

IN
D

IA
50%

RU
SSIA

47%

FRA
N

C
E

35%

G
ERM

A
N

Y
37%

ITA
LY

37%
U

N
ITED

 
KIN

G
D

O
M

47%

C
H

IN
A

32%

SO
U

TH
 

KO
REA

41%JA
PA

N
29%

SPA
IN

48%

M
any Em

ployees See Top M
anagem

ent  
B

LA
M

E O
TH

ER
S W

hen Things G
o W

rong

ETH
IC

A
L LEA

D
ER

S
H
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R
O

U
N

D
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O

R
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C
O

N
C

LU
SIO

N
 &

 R
EC

O
M

M
EN

D
ATIO

N
S

B
y utilizing G

B
ES data w

e learned that the pow
er of ethical leadership is m

ore universal than 
culture-bound. Top leaders can be agents for change w

ho set the tone for their organizations 
and send pow

erful m
essages about their organization’s com

m
itm

ent to w
orkplace integrity. 

Local leadership and supervisors can create sm
aller m

icrocultures w
here m

istakes and 
challenges are learning opportunities to be faced and addressed instead of problem

s to be 
feared and sw

ept under the rug.

O
ur data reveal that leaders, on the w

hole, are doing w
ell but could be doing even m

ore—
especially in how

 they react w
hen things go w

rong. The picture is not as rosy as m
any leaders 

believe it to be, both in term
s of w

orkers’ beliefs about leaders’ com
m

itm
ent to w

orkplace 
integrity and the quality of the E&

C
 resources afforded to them

. Lack of ethical leadership and 
ineffective E&

C
 resources put organizations at risk and drive dow

n w
orkers’ engagem

ent and 
intent to stay at the organization. 

Taken together, our research into ethical leadership uncovered several key next steps for 
organizations:

 �Rem
ind leaders at all levels of their potential to positively im

pact their organization and 
em

ployees’ com
m

itm
ent to ethical conduct and w

orkplace integrity. Their actions and 
attitudes m

ake an enorm
ous difference. B

e particularly m
indful of not just talking about 

the im
portance of w

orkplace integrity, but also providing a good exam
ple—

especially 
w

hen things go w
rong. Tim

es of challenge and crisis are particularly im
portant for 

shaping em
ployee perceptions of leadership. 7 

 »Provide m
essaging tools and com

m
unication resources to senior leaders to m

ake 
it easier for them

 to consistently m
ake w

orkplace integrity a key priority in their 
com

m
unications and interactions.

 »D
uring challenging tim

es, be m
indful of the im

pact on both leaders and em
ployees. 

B
e a resource to senior leaders w

ho need support, w
hile also rem

inding 
m

anagem
ent of the opportunity to serve as exem

plars and to dem
onstrate the 

im
portance of a com

m
itm

ent to w
orkplace integrity.

 �O
vercom

m
unicate to em

ployees about the E&
C

 resources available to them
 and explore 

w
here resources are underutilized, ineffective, or lacking. 

 »U
se pulse surveys to get a better sense of em

ployees’ aw
areness of E&

C
 resources. 

The survey itself w
ill also serve as a com

m
unication vehicle.

 »Keep your code fresh in em
ployees’ m

inds by repackaging and re-releasing it in 
different form

s, e.g., hard copy, online, an app.

 »W
ork w

ith other functions (H
R, health and safety) to distribute your m

essage and 
resources.

7. For m
ore inform

ation about how
 em

ployees form
 beliefs about their leaders, please see ethics.org/ethical-leadership
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 �B
e proactive about supporting reporters and keeping them

 inform
ed, especially w

hen 
they are m

ost likely to feel vulnerable to retaliation. Reporters are likely to feel particularly 
susceptible and be m

ore sensitive after going to m
anagers. 

 »Supervisors can support em
ployees and prom

ote a positive reporting experience 
by being particularly m

indful of how
 actions and attitudes—

even those w
hich are 

unrelated to the report—
m

ay be perceived by the reporter. 

 »M
ake extra efforts to connect w

ith the reporter in case he/she perceives retaliation and 
to com

m
unicate that the report m

ade a difference. To learn m
ore about the im

portance 
and im

pact of procedural justice, go to: ethics.org/procedural-justice-presentation

 »Periodically check back w
ith reporters to ensure that they feel safe and supported and 

that they and their careers are not adversely im
pacted by their courageous decision to 

speak up. A
lso coordinate w

ith H
R and reporters’ m

anagers to see if there have been 
any changes or updates in status for the reporter, w

hich could be signs of retaliation.

 »A
sk your C

M
S (C

ase M
anagem

ent System
) provider to em

bed rem
inders about 

periodic check-ins w
ith reporters to ensure that they feel safe and supported. Include 

in the rem
inders a brief explanation about w

hy m
onitoring is so im

portant.

 �Provide support system
s for leaders at all levels, and top m

anagers in particular. 
Leadership carries w

ith it great opportunity, but also heightened responsibility, pressure, 
and oftentim

es isolation. 

 »Train m
iddle m

anagers and new
er m

anagers on the im
portance of ethical leadership, 

as w
ell as strategies for com

m
unicating the im

portance of w
orkplace integrity, 

protecting potential victim
s of retaliation, behaviors that encourage speaking up and 

actions that could (even unintentionally) be perceived as being retaliatory.

 »Support top m
anagers w

ho are at risk because they face a unique set of challenges. 
B

y nature of their position, senior leaders usually have few
er peers and people they 

can turn to for advice and support--especially internally. Encourage them
 to develop 

supportive relationships w
ith internal and external colleagues.

Past EC
I research has show

n that ethical leadership plays an im
portant role in driving dow

n 
ethics and com

pliance risk. The G
B

ES confirm
s this and extends the findings to m

ultiple 
countries throughout the w

orld. These findings provide another rem
inder of the value of ethical 

leadership and a call to action for leaders to prom
ote w

orkplace integrity.
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C
ountry-by-C

ountry C
om

parison of Rates of Pressure to C
om

prom
ise 

Standards for W
eaker vs. Stronger Top M

anagem
ent C

om
m

itm
ent to 

W
orkplace Integrity

PR
ESSU

R
E TO

 
C

O
M

PR
O

M
ISE 

STA
N

D
A

R
D

S

W
eaker top m

anagem
ent 

com
m

itm
ent to w

orkplace 
integrity

Stronger top m
anagem

ent 
com

m
itm

ent to w
orkplace 

integrity

B
razil

53%
39%

C
hina

29%
13%

France
36%

19%

G
erm

any
28%

15%

India
50%

26%

Italy
28%

16%

Japan
20%

8%

M
exico

19%
6%

Russia
37%

24%

South Korea
25%

12%

Spain
12%

6%

U
nited Kingdom

30%
8%

U
nited States

32%
11%
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C
ountry-by-C

ountry C
om

parison of Rates of O
bserved M

isconduct 
for W

eaker vs. Stronger Top M
anagem

ent C
om

m
itm

ent to W
orkplace 

IntegrityO
B

SERV
ED

 
M

ISC
O

N
D

U
C

T

W
eaker top m

anagem
ent 

com
m

itm
ent to w

orkplace 
integrity

Stronger top m
anagem

ent 
com

m
itm

ent to w
orkplace 

integrity

B
razil

52%
31%

C
hina

44%
26%

France
40%

21%

G
erm

any
33%

15%

India
49%

28%

Italy
40%

22%

Japan
18%

10%

M
exico

45%
20%

Russia
52%

27%

South Korea
31%

21%

Spain
25%

11%

U
nited Kingdom

37%
14%

U
nited States

41%
18%
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D
IX

 B
: O

B
SER

V
ED

 M
ISC

O
N

D
U

C
T

A
N

D
 W

H
Y

 IT M
A

TTER
S

  ©
 2017 Ethics &

 C
om

pliance Initiative
20



C
ountry-by-C

ountry C
om

parison of Rates of Retaliation A
gainst 

Reporters for W
eaker vs. Stronger Top M

anagem
ent C

om
m

itm
ent to 

W
orkplace Integrity

R
ETA

LIATIO
N

 A
G

A
IN

ST 
R

EPO
RTER

S

W
eaker top m

anagem
ent 

com
m

itm
ent to w

orkplace 
integrity

Stronger top m
anagem

ent 
com

m
itm

ent to w
orkplace 

integrity

B
razil

45%
21%

C
hina

45%
11%

France
42%

9%

G
erm

any
50%

43%

India
78%

64%

Italy
39%

23%

Japan
33%

37%

M
exico

39%
18%

Russia
31%

41%

South Korea
39%

27%

Spain
43%

44%

U
nited Kingdom

64%
59%

U
nited States

63%
30%
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C
ountry-by-C

ountry C
om

parison of Rates of Intent to Stay for W
eaker 

vs. Stronger Top M
anagem

ent C
om

m
itm

ent to W
orkplace Integrity

 

EM
PLO

Y
EE IN

TEN
T 

 TO
 STAY

W
eaker top m

anagem
ent 

com
m

itm
ent to w

orkplace 
integrity

Stronger top m
anagem

ent 
com

m
itm

ent to w
orkplace 

integrity

Less than 1 
year

5 years or 
m

ore/U
ntil 

retirem
ent

Less than 1 
year

5 years or 
m

ore/U
ntil 

retirem
ent

B
razil

84%
49%

16%
51%

C
hina

66%
45%

34%
55%

France
88%

66%
12%

34%

G
erm

any
95%

63%
5%

37%

India
75%

54%
25%

46%

Italy
87%

65%
13%

35%

Japan
74%

62%
26%

38%

M
exico

81%
43%

19%
57%

Russia
88%

66%
12%

34%

South Korea
88%

77%
12%

23%

Spain
93%

74%
7%

26%

U
nited Kingdom

86%
60%

14%
40%

U
nited States

84%
46%

16%
54%
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C
ountry-by-C

ountry C
om

parison of Rates of Reporting of O
bserved 

M
isconduct W

eaker vs. Stronger Supervisor C
om

m
itm

ent to 
W

orkplace Integrity

R
EPO

RTIN
G

 O
F 

M
ISC

O
N

D
U

C
T W

H
EN

 
O

B
SERV

ED

W
eaker supervisor 

com
m

itm
ent to w

orkplace 
integrity

Stronger supervisor 
com

m
itm

ent to w
orkplace 

integrity

B
razil

49%
79%

C
hina

25%
72%

France
45%

73%

G
erm

any
42%

65%

India
72%

86%

Italy
51%

78%

Japan
43%

85%

M
exico

51%
74%

Russia
24%

62%

South Korea
28%

79%

Spain
35%

60%

U
nited Kingdom

55%
87%

U
nited States

61%
84%
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C
ountry-by-C

ountry M
anagem

ent-Level C
om

parison of Em
ployee 

B
eliefs A

bout Strength of Top M
anagem

ent’s C
om

m
itm

ent to 
W

orkplace Integrity

B
ELIEV

E TO
P 

M
A

N
A

G
EM

EN
T 

D
ISPLAYS ETH

IC
A

L 
LEA

D
ER

SH
IP

N
ot a 

m
em

ber of 
m

anagem
ent

First-line 
direct 

supervisor
M

iddle 
m

anagem
ent

Top 
m

anagem
ent

B
razil

38%
40%

46%
42%

C
hina

48%
51%

54%
49%

France
24%

37%
32%

54%

G
erm

any
28%

27%
30%

31%

India
38%

42%
37%

44%

Italy
27%

29%
45%

42%

Japan
31%

24%
30%

60%

M
exico

43%
38%

55%
62%

Russia
22%

25%
36%

47%

South Korea
17%

28%
20%

35%

Spain
21%

23%
26%

41%

U
nited Kingdom

30%
30%

32%
28%

U
nited States

45%
38%

45%
43%
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C
ountry-by-C

ountry M
anagem

ent-Level C
om

parison of Em
ployee 

B
eliefs A

bout Strength of Their Supervisor’s C
om

m
itm

ent to 
W

orkplace Integrity

B
ELIEV

E SU
PERV

ISO
R

 
D

ISPLAYS ETH
IC

A
L 

LEA
D

ER
SH

IP

N
ot a 

m
em

ber of 
m

anagem
ent

First-line 
direct 

supervisor
M

iddle 
m

anagem
ent

Top 
m

anagem
ent

B
razil

47%
52%

66%
78%

C
hina

43%
53%

68%
76%

France
26%

46%
35%

70%

G
erm

any
41%

46%
44%

69%

India
50%

59%
72%

81%

Italy
30%

48%
47%

66%

Japan
35%

53%
48%

74%

M
exico

55%
63%

71%
87%

Russia
32%

33%
49%

72%

South Korea
17%

29%
32%

54%

Spain
43%

48%
61%

77%

U
nited Kingdom

46%
58%

61%
93%

U
nited States

61%
63%

67%
94%

A
PPEN

D
IX

 G
: EM

PLO
Y

EE LEV
EL O

F B
ELIEFS 

A
B

O
U

T SU
PER

V
ISO

R
S

ETH
IC

A
L LEA

D
ER

S
H

IP
 A

R
O

U
N

D
 TH

E W
O

R
LD

25
 ©

 2017 Ethics &
 C

om
pliance Initiative



C
ountry-by-C

ountry M
anagem

ent-Level C
om

parison of Em
ployee 

A
w

areness of E&
C

 Program
 Resources

A
W

A
R

EN
ESS O

F  
A

LL E&
C

  
PR

O
G

R
A

M
  ELEM

EN
TS*

N
ot a 

m
em

ber of 
m

anagem
ent

First-line 
direct 

supervisor
M

iddle 
m

anagem
ent

Top 
m

anagem
ent

B
razil

28%
31%

40%
52%

C
hina

23%
30%

42%
54%

France
13%

20%
24%

29%

G
erm

any
9%

14%
21%

24%

India
29%

44%
46%

44%

Italy
21%

31%
38%

50%

Japan
21%

36%
39%

32%

M
exico

31%
39%

39%
57%

Russia
11%

15%
27%

27%

South Korea
18%

23%
32%

31%

Spain
28%

36%
29%

52%

U
nited Kingdom

29%
35%

41%
54%

U
nited States

35%
52%

39%
53%

*C
om

prehensive E&
C

 program
s include six key program

 elem
ents

8: w
ritten standards of ethical 

w
orkplace conduct; training on the standards; organizational resources that provide advice about 

ethics issues; a m
eans to report violations confidentially or anonym

ously; perform
ance evalua-

tions of ethical conduct; and system
s to discipline violators.

8. EC
I m

easures these six elem
ents, w

hich are outlined in C
hapter Eight of the Federal Sentencing G

uidelines M
anual.
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C
ountry-by C

ountry M
anagem

ent-Level C
om

parison of Em
ployee 

B
eliefs A

bout Eff
ectiveness of O

rganization’s E&
C

 Program

D
O

 N
O

T A
G

R
EE W

ITH
 

A
N

Y
 E&

C
 PR

O
G

R
A

M
 

EFFEC
TIV

EN
ESS 

M
EA

SU
R

ES*

N
ot a 

m
em

ber of 
m

anagem
ent

First-line 
direct 

supervisor
M

iddle 
m

anagem
ent

Top 
m

anagem
ent

B
razil

4%
3%

1%
2%

C
hina

23%
11%

6%
1%

France
22%

11%
13%

7%

G
erm

any
18%

11%
7%

5%

India
8%

0%
1%

0%

Italy
11%

4%
1%

0%

Japan
24%

14%
6%

4%

M
exico

3%
1%

0%
0%

Russia
16%

7%
8%

1%

South Korea
22%

9%
8%

6%

Spain
10%

7%
2%

3%

U
nited Kingdom

14%
7%

4%
2%

U
nited States

8%
8%

3%
1%

*EC
I m

easures six hallm
arks of an organization w

ith an effective ethics and com
pliance program

: 
freedom

 to question m
anagem

ent w
ithout fear; rew

ards for follow
ing ethics standards; not re-

w
arding questionable practices, even if they produce good results for the organization; positive 

feedback for ethical conduct; em
ployee preparedness to address m

isconduct; and em
ployees’ 

w
illingness to seek ethics advice.
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C
ountry-by-C

ountry C
om

parison of Em
ployee Perceptions of Top 

M
anagem

ent’s Ethical Leadership B
ehaviors

Top M
anagem

ent 
TA

LKS A
bout the 

Im
portance of 

W
orkplace Integrity

Top M
anagem

ent 
Sets a G

ood 
EX

A
M

PLE of 
W

orkplace Integrity

Top M
anagem

ent 
D

oes N
O

T B
LA

M
E 

O
TH

ER
S W

hen 
Things G

o W
rong

B
razil

84%
75%

32%

C
hina

84%
91%

40%

France
56%

55%
35%

G
erm

any
58%

52%
37%

India
89%

88%
26%

Italy
70%

55%
30%

Japan
70%

62%
36%

M
exico

83%
79%

39%

Russia
70%

55%
26%

South Korea
62%

50%
25%

Spain
58%

49%
23%

U
nited Kingdom

69%
68%

29%

U
nited States

76%
77%

42%
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 K
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SH

IP 
D

U
R

IN
G
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R

ISIS
C

ountry-by-C
ountry C

om
parison of W

hether Em
ployees B

elieve Top 
M

anagem
ent B

lam
es O

thers W
hen Things G

o W
rong

EM
PLO

Y
EES’ PER

C
EPTIO

N
S: 

TO
P M

A
N

A
G

EM
EN

T B
LA

M
ES O

TH
ER

S W
H

EN
 TH

IN
G

S G
O

 
W

R
O

N
G

.

A
gree

N
either agree nor 

disagree
D

isagree

B
razil

43%
25%

32%

C
hina

32%
28%

40%

France
35%

31%
35%

G
erm

any
37%

26%
37%

India
50%

25%
26%

Italy
37%

33%
30%

Japan
29%

35%
36%

M
exico

38%
24%

39%

Russia
47%

27%
26%

South Korea
41%

35%
25%

Spain
48%

28%
23%

U
nited Kingdom

47%
24%

29%

U
nited States

37%
21%

42%
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M
ETH

O
D

O
LO

G
Y

D
ata collection for the G

lobal B
usiness Ethics Survey™ (G

B
ES™) w

as perform
ed through online 

panels. 

D
ata collection took place from

 N
ovem

ber 30 – D
ecem

ber 31, 2015. Surveys w
ere conducted in 

the native language of each of the 13 countries selected by EC
I for surveying. C

ountries surveyed 
include B

razil, C
hina, France, G

erm
any, India, Italy, Japan, M

exico, Russia, South Korea, Spain, the 
U

nited Kingdom
 and the U

nited States.

Participants in the G
B

ES w
ere 18 years of age or older, currently em

ployed at least 20 hours per 
w

eek and w
orking for an organization that em

ploys at least tw
o people. Respondents from

 the 
private, public and not-for-profit sector w

ere included. A
 total of 1,000 responses w

ere collected 
in each country (except the U

nited States, for w
hich 1,046 responses w

ere collected), for a grand 
total of 13,046 responses in the G

B
ES data set.

A
 cap w

as placed on each country’s data collection based on a respondent’s organization size. 
N

o m
ore than 500 responses per country w

ere accepted from
 respondents w

ho w
orked in 

organizations w
ith few

er than 1,000 em
ployees, allow

ing for a range of organization sizes to be 
represented w

ithin the data.

D
ata w

ere w
eighted for analysis by age and gender to best approxim

ate the dem
ographics of the 

em
ployed population

9 w
ithin each country. The m

argin of error for each country’s data is +/- 3.1 
percent at the 95 percent confidence level.

D
ifferences exist betw

een the G
B

ES and prior N
B

ES m
ethodologies, thus com

parisons betw
een 

data cannot be m
ade.

In this report, m
edians rather than averages are used to represent a single “global num

ber” for 
the G

B
ES. A

 m
edian value represents the point at w

hich half the values of a given set are higher 
and half the values are low

er; m
edians are m

ore resistant to the im
pact of outliers in a set of 

values than averages. G
iven w

ide variation betw
een G

B
ES countries on a num

ber of m
etrics and 

the lim
ited num

ber of countries selected w
hich reflect only a portion of a truly “global” w

orkforce 
snapshot, m

edians w
ere selected for use in analysis as the w

ay to best represent the overall 
picture of the data collected.

For m
ore inform

ation about m
ethodology, please em

ail EC
I’s Research Team

 at 
research@

ethics.org
.

9.The U
nited States Bureau of Labor Statistics defines a person as em

ployed “if they did any w
ork at all for pay or profit

during the survey reference w
eek. This includes all part-tim

e and tem
porary w

ork, as w
ell as regular full-tim

e, year-round
em

ploym
ent.” http://w

w
w

.bls.gov/cps/cps_htgm
.htm

#concepts. For m
ore inform

ation about sources of dem
ographic data,

please em
ail research@

ethics.org.
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