[to the Right Thing

WHEM COMFROMTED WITH a sticky ethical situation,
moek profect managers know what they sheuld do. But
with deadlines looming and budget pressures increas-
ing. it can be tempting to bend the rules. And whils
magsive affairs such a2 the Enmon accounting scandal
get moet of the ink, it's usually nat the grandiose thizal
questions invelving significant safety o1 corruption
issues that cause most project professicnals to stumble,
Rather, it's the hundreds of subtle ethical dilemmas
project managers faca every day that eventually trip
them up.

Every s=emingly minor moral concsssion made to
pleass senior exacutives in the short term impaets the
long-term success of the project and its leader. When
making the ethical decision means going over budgst
or stretching cut the schedule, project managers face a
tough call—and they aften raly on the company’s srga-
nizational culture to decida in which dirsction to go.

Last January, PMI unveilad a revised Code of Ethics
and Professional Conduct. Thers is no ambignity It
cleatly states: “As practitionsrs of project management,
we are committed to doing what i right and honorabla’™

But the project management code of ethies i=nt
talked about as much as it is in other professions, and
that impacts its strength, says Alex Brown, PMF, pres-
idant of Real-Life Projects Inc., a consultancy in Balla
Maad, New Jersey, USA. “Dactors, lawyers and other
professions have a strong code of athics, well-known to
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thair clients, and ganarally those who break the ethical
coda are axpected to be cansured or have their license
ramovad.” he says T do not think project management
hag rizan to that lewel of ethical behavior yet. Many
preject managers have a strong sense of perscnal
ethics, but the lagal and crganizational structurs to
suppott a eade of ethics for project management is still
vary waak”

Mr. Brown worrias that in the absence of a well-
known and adhered-to cada, projedt managers are
forced to define their sthical path.

Mot everyone agraes. A code helps spall things out.
but project managers should know how te conduct
themsalves—with no excusas, zays Jerry Ball, consulting
preject manager for Entity Group Ltd., a business man-
agement consultancy in Wellington, New £saland.

Maost people know what the right dacizion is, and
they shouldn't require a separate set of rules for the
team o1 projact. “Ethics are sthics. I don't sae projact
management ethics as being something apart,” he
says. “A defined coda of conduct simply makes car-
tain aspects of sthical behavior explicit”

First, Do Mo Harm

{rrganizational culture can be a powarful foree for
good—or avil If upper management supports or
encourages unethical choices, that trickles down
through projacts and impacts evary project manager’s

FROM A PROJECT MANAGEMENT POINT OF
VIEW, YOU ONLY HAVE ONE OPPORTUNITY
TO GIVE UP YOUR INTEGRITY, AND THEN IT'S
REALLY HARD TO GET BACK.

—LaROY WAAD, PMF, PgMP, ESl, WaSHINGTON, DT, USa



ability ta make good decisicns, Mr. Brown says. “When
you lose sight of ethics, it grows ints the culturs littls
by little until you become an Enron,” ha says.

Although net all sthical missteps result in high-
profile corporate scandals, it can be a slippery slope.
“The project manager i= meant to be a parson of trust.”
Mr. Brown saye. “As soon as you start playing games to
make someons happy, you cross a line, and you can
loge that trust.”

Evan if project managers have good intentions,
small unathical decisions that offer quick-fix solutions
can have catastrophic long-term effacts on the projact.
the company and the individual, saye LeRoy Ward.
PMPF, PeMP, executive vice president of ESL a consul-
tancy in Washington, ILC., US4,

Even if everyone agrees to semething seem-
ingly minor. such as backdating contracts, it
usually backfires.

ETHICS IN ACTION

an years ago, Alex Brown,
T PMP, wae a brand-new project
manager at Automatic Data
Processing (ADP), a Rossland, Mew
Jarsay, USA-based global provider of
transaction processing and IT tools.
An important dient wanted the com-
pany tocreate & desktop software pro-
gram for stockbrokers, and Mr. Brown
was put in charge of the project. ADP
had promisad & delivery date, but Mr.
Brown knew early on that his team
could never meet the deadline. | was
young and new to management, but |
was worried and told my direct man-
ager about my concerns,” he says.
When his boss asked him to be
more specific, Mr Brown created a
spreadshest of the schedule. *Working
the schedule from that day and from
the promisad end-date, there was no
way to make all the work meet up in
the middle,” he says. *“The spresd-
shest showed that the real end-date
would be lste by many monthe.”
Even after reviewing Mr. Brown's
data, management =aid the promisad

date was too important to the client,
and told him he wae not allowed to
ghare these concarns.

“| was too new as a project man-
ager to be 100 percant sure of my
conclusions, but | personally falt dis-
honest telling the client the schedule
was on track,” he says. *| continuad
to manage the project, but | did not
meet directly with the dient about
the owerall scheduls any longer.
Whenaver questions about the and-
date came up, | referred tham to the
salesparson.”

[ EMEW IF | WAS GOING
TO BE A PROFESEIOMAL,
THEM | MEEDED TO BE
UPFRONT AND HOMNEST
ABOUT ANY SUSPICIONS
OR COMCERMS THAT | HAD.

Inthe and, the project was not deliv-
erad. The client’s contract had no
penalties, but Mr. Brown =ays the com-
pany didn't walk away unscathed.

“A0PF may have behawed ethically.
They might have just doubted rmy judg-
ment,” he admite. *In the end, though,
their relationship with a cliemt was
damaged. Sharing information more
fraely might have helped, and would
cartainty have been more ethical.”

Although the project was a failurs,
the experienca gawve Mr. Brown a
renewed confidence in his own
instincts, *| knew if | was going to be
a profeassional, then | needed to be
up-front and honest about any suspi-
cions or concems that | had,” he
says. “Withhaolding information and
giving optimist c estimates are uneth-
ical acts.”

He also notes that one of the most
important reasons for joining PRI and
other industry organizations was
because they offer an established code
of ethics. *l knewthat | would hawve had
better guidance about how to act in
that situation,” he saye. “A good code
of ethice not only helps the individual,
but it helps build the trust and
respactability of the whole profession.”
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[¥o the Bight Thing

OBMATISN AND
STIC ESTIMATES
AFIE UMNETHICAL ACTS.

—ALEX BROWN, PMFP, REAL-LIFE PROJECTS IMC.,
BELLE MEAD, NEW JERSEY, USA

“Frem a project management point of view, you
only have one opportunity to give up your integrity,
and then it’s raally hard to get back.” he =ays.

The challangs for project managers, Mr. Ward =ays,
is that they want to please everyone—and that can gat
them into difficult situations. “Project managers are an
optimistic bunch. They can easily convince thamselves
that they can achisve unrealistic poals,” he zays. “It's
not a matter of deliberate lying or a conspiracy. It's
more that they feel they can accomplish the geal i
they work like heck to maks it happen”

That's whare tha executive team and tha corporate
culturs come in ta play, Me. Brown saye. If the company
ambads its athical code into all of its dacisicn-making
and evaluation procassas, project managers will have
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tha support they need to make the right choices—and
to fass up when they ovar-extend themsslves.

Mr. Brown spent several years working as a project
manager at Merrill mch in New York. New York, TISA
In his first days at the company, he was introduced to its
five principlss: clisnt focus, tespect for the individual.
teamwotk, responsible citiwenship and intagrity. “Those
principles ware everywhers at Marrill Lynch, We lived
and breathed tham,” Mr. Brown says. Having the princi-
ples 50 clearly defined and referred to at all steps in the
project process made decision-making much  easier
“Thara were many timas when we would say, “We can’t do
this because it's not in line with cur principles.™ he adds,

That often meant not pursuing a project that had
short-term financial benefits when it put clients at
patential risk. “Part of the five principles was that we
did not pursue profits at all costs,” Mr. Brown says
“Ewen if thers was a short-term loss, it resulted in a
longterm gain through customer leyalty”

To Bribe or Not to Bribe

Ethical praject management ean get even trickier when
projects reside outside the country whers a company is
headquartarad. particularly if it’s an emerging market.
where corporate mles and local culture can clash,

“If a company doas buginess in another country, it
should be claar about what its stand is on ethically rourky
izsues,” Mr. Brown says, noting that bribery is an excellent
example. *In same eountries, it i= normal to affer gifts to
local autherities, to recaive permits or to gain support far
loal projects. The exscutive team needs to dacids ahead
of tims what team lzaders should do in thess stuations”

Whatevar the decision, it's crucial that employees,
particularly thase whi have been hired locally, under-
stand the company’s pesition and sxpectations abaut
hehavior “You need to be clear with amployees about
whether you allow bribery, and that you understand
the consequences of that decision.” Mr. Brown says



Most countries hava laws against bribery, and the PMI
Cosle of Ethics and Professional Canduet commits projact
practiticners to legal behaviar, says [hebra Misrsma, man-
ager, markst exploration and new business development
at MeadWestvaco, South Lea, Massachusatis, 34, She is
also chair of PMI= Cods of Ethics and Professional
Conduct Implementation Advisory Committee.

The bigger iesus i that bribery nules are not enforcad
consistantly in all countries. But that inconsistency neither
makes the practics legal or ethical China, for ssampls, is
often cited as a country whers bribery i accaptabla
behavicr. However, the country does have laws against the
practice, and Shanghai has vowed a growing nationwida
anti-eerruption drive, according to BEC News.

As with any isme of ethics, the topic is often not con-
ducive to tidy answers, and project professionals must
tackle these dilsmmas by thinking them through and con-
aulting the PMI cods or the company’s own policies or
help line. Ms. Miarsma says. They may also want to disoues
the issues with peers and supervisors, and ensure appre-

Ppriate legal advice is chiained.

Executive Ownership
The alter egoe of the ethical corporate culture is the
blame-hasad one, where pointing out problems, mak-
ing mistakes or missing deadlines can have nagativa
personal consequences, says Yuvara) Anandan, pro-
gram office head at Citibank. Athens. Gresce. At a
company in which someone must take the fall for svary
migtake, peapls learn to cut corners to avoid reprisal.
“The most commeon unethical behavior in project
management is the lack of ownership and blaming others
for mistakes,” he says. “It is very important to considar tha
impact of the crganization culturs, sthics and pricrities
and their influence on the project managamant rola’
Unsthical praject management behavior isn’t neces-
garily the result of inherently unprinciplsd project
managers. Rather, it often stems from a culture that

pits personal wall-baing against the good of the projact,
gays Terry Tanner, PMP. Ha's working for Fairfax.
Virginia, [USA-based Headstrong Consuliing Ine., on
contract as a workflow and imaging program manager
for investmant management giant OppanheimarFunds
Dhstributor Inc., Demver, Colarada, TSAL

If project managers are afraid of the pereonal consa-
quences of admitting mistakes, they'r2 more likely to hide
or minimize them, which is snormously counterproduc-
tive. “When executives waste time laying blame instead
af helping their team solve problems, it resulis in detri-
mental preject impacts and it's not gocd business,” he says.

The only way to create a culture whers project
managers can be completaly honest and make sthical
decizions for the good of the projact and stakehelders
iz if they're confident they will be supported from the
top. “If T have a problem, I shouldnt have to hide it
from the project stakeholders or sponsors. I should be
abla to go to them for halp,” Mr. Tanner says

He has worked at companies whers that wasnt the
raze, Project mistakes were coversd up and projects were
pushed through, even if they were flawed. At Oppen-
heimerFunde, his pragram executive, senior vics president
and CT0, Jim Bailey, is intimately imlwed with project
status, parficipating in weakly meetings with Mr. Tanner.
“Ha wants to hear the reality, not the spin,” Mr. Tanner
aays. I we do have an issue, we debee into it on the spet™

Te Mr. Bailey. this approach to problam-selving just
makes good business senss. “Why would any senior exee-
utive not want to know everything gaing on in their area
of responsibility?™ he asks. “You always have a plan. but
na ona can forecast the future. It's not a big deal to make
corrections along the way as long as you do not lose =ight
and stray from the initial objectives of the affort”

For example, when Mr. Tanner lost a team membar
who was key to mesting a milestene on a projact to
rato] the company’s index and document management
filenet system. he supgested bringing in a contractor. It
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—YLNARA] ANANDAMN, CITIBANE, ATHEME, GREECE

meant an added cost, but it was the right
thing ta da.

“I kmew, baged on my experiznee with
Jim, that if we have a problem, he will
foous on figuring out why it happened and
finding a resclution, not trying to detar-
mine whe's at fault,” Mr. Tanner says.

Ethical Infrastructure
Along with one-on-cne sxecutive sup-
port, thare are many formal tools and
processes that companies can imple-
ment to give employess puidance for
thair own ethieal behavior.

Mr. Ball has found a “contlict of inter-
ost register” to ba a halpful teol. The
business community in New Zealand,
where the total population is enly 4.1
millicn, is ralatively amall. =0 it’s common
for peopla to know potential supplisrs
through prior business dealings. The
register is used to formally record con-
flicts of interest—actual or percsived. It
normally containg basic information
such as date, a description of the situa-
tion. the parson’s nams, the naturs of the
pereeived conflict, an asssssment of the
actual degree of conflict and the decision
maile in response to the situation.

“It i not the operation of the mgiter
in itsalf that is important, rather that it
sends the message that high standards of
athizal behavior are axpectad at all
times,” Mr. Ball say=.

Companies should also offer ampley-

aes a formal fomum to diseuss sthical issues

on the job, beth to more clearly dafine
them and to report concerns, Mr. Anandan
eays. “Without it employees will use prace-
dent behavior that they obeerva from pesrs
and managers to establish guidalines for
their own behavior, ignoring the crganiza-
tion's gemeral practices,” he says

And that’s not always goad.

Mr. Anandan also recemmends teams
develap clearly dafined athical princi-
ples as thay relate to project outpats and
liahility, = there’s clarity from the
beginning about expactations. He affers
this example: “Honesty, professional
regponsibility and  accountability to
undertake the necessary tasks, to focus
an actions and isses, and to avoid deci-
sions with passible conflicts of intarast”

Having a defined set of project
management principles gives his team
a way to analyze important tasks and
decizions frem an ethical standpoint.
and te include and decument ethical
criteria that hava to be satisfied.

“Project management athics may not
fuarantes project sucesss, but behaving
unethically will almost certainly lead to
project failure,” Mr. Anandan says. “In
my own experience with project cost
and tims constraints, thics help to gain
trust and support among various stake-
holdars, and that contributes signifi-
cantly to snecess”

Sarah Fister Gale is a freclonce business
writer based in Chicago, Minois, S84
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