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ABSTRACT. This paper documents the development
and implementation of an ethically valid code of ethics in
a newly formed national professional organization. It
describes the experience and challenges faced by the
National Association of Senior Move Managers (NASMM)
and its leaders as they worked to establish ethics as an
organizing framework early in its evolution. Designed by
the investigators and supported by the NASMM Board,
the process took place over a 2 year period and more than
130 people participated. It provides a model for code
development that is both practical and grounded in the-
ory. Although the content of a code of ethics (the
“product”) provides guidance to organizational members
in the conduct of everyday business, especially when they
face ethically challenging situations, how the code is
developed (the “process”) influences its ethical validity.
Few published cases document an organization’s experi-
ence developing a code, and this is the first case, to our
knowledge, that provides a first-hand longitudinal
account of an effective code development process.
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In the past decade, criminal behavior by senior
managers at large corporations like Enron, Adelphia,
World Com and Tyco have, at once, engaged and
shocked academics, professionals, and the general
public. In response to, what seems to be, an explo-
sion of unethical behavior in both the for profit
and not-for-profit sectors, within government and
business, higher education and religious institutions,
organizations have added new positions to lend
legitimacy and a public face to their efforts to sup-
port ethical behavior. The acronym, CEO, has taken
on new meaning with the creation of the title, ““chief
ethics officer,” and, in some corporations, rules of

conduct and behavior have been subsumed under
the more traditional area of “‘risk management.”
Even as cases of unethical behavior appear in news
headlines, organizations of all types continue to
adopt codes of ethics and promote them in the arena
of public opinion. However, a written code of
ethics, no matter how carefully designed and con-
structed, is only one component of an organization’s
ethics program, and its presence is not sufficient to
prevent unethical behavior — as experience, unfor-
tunately, has borne out time and time again.
Lencioni (2002) argues that the rapid increase in
adoption of codes of ethics reflects a
and that in many firms, values ““...too often stand for
nothing but a desire to be au courant or, worse still,

‘values fad”

politically correct” (p. 114). Moreover, a formal
code — often simply a sheet or two of paper — must
be embedded in an ethical culture if the goal is to
guide the actions of organizational members who
confront ethically challenging situations.

At the same time, a large body of literature has
sprung up around codes of ethics (e.g., Cleek and
Leonard, 1998; Cressey and Moore, 1983; Kaptein,
2008; Peterson and Krings, 2009; Schwartz, 2002,
2005; Stevens, 2008; Verbos et al., 2007; Webley
and Werner, 2008); however, the process of code
development remains understudied in contrast to
work that examines code content and effectiveness.
Kaptein (2008) and others (e.g., Cleek and Leonard,
1998; Davis, 2000; Frankel, 1989; Kaptein, 2004;
Verbos et al., 2007) argue for more integrated study
of codes as “products” and the “processes” used to
develop and embed them. We take the position that
there is not a distinct boundary between process and
product — it is a permeable one and organizations
must recognize that the code development process
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heavily influences the product and its effectiveness.
Thus, we agree with the call to “...couple the code
with the coding process” (Helin and Sandstrom,
2007, p. 261) through rigorous examination of codes
that goes beyond individual dimensions of con-
tent and effectiveness to assess its ethical validity
(Newton, 1994).

This paper addresses the construction of a living
code of ethics for a newly established national pro-
fessional organization, the National Association of
Senior Move Managers (NASMM). The NASMM
experience provides a rich model for organizations
that seek to develop an ethically valid code and to
“embed a good code well” (Kaptein, 2008, p. 7). To
our knowledge, it is the first published account of a
code development process built on Newton’s (1994)
three principles of participation in development,
validity in content, and authenticity of leadership.
We begin with an overview of the senior move
management industry, one of the so called “silver
industries” that developed over the past decade in
response to the specialized needs of the growing
senior market. To provide a context for the discus-
sion, we situate the NASMM experience in the
literature on the development of corporate and
professional codes of ethics; and we explain the
process used to develop the code in conjunction
with the majority of association members at two
annual NASMM meetings. We highlight the impor-
tance of identifying core organizational values in the
construction of a code, the need for a process
grounded in group consensus, and present a sample
of activities in which the membership participated to
arrive at the elements of the code.

Senior move management: a growth
industry and a new professional association

The connection between business and aging is not
new. Apart from long term care, the number and
types of businesses targeting older adults are suffi-
ciently large and varied that they can be categorized
into these groups: those that market anti-aging
products to the sub-set of seniors who resist the
physical manifestations of aging; those that target
older adults seeking “lifestyle’” products and services;
and, finally, those, like AARP, that provide a myriad
of benefits — ranging from political lobbying to car

insurance — to the older consumer through mem-
bership organizations (Dennis, 2004). In the United
States, long term care has the longest, most dynamic
and, perhaps, the gloomiest history of the various
industries linked to aging. With the nursing home as
the end point on the continuum of care, the long
term care industry provides health and social services
to an older adult market that seldom wants, but often
needs and purchases its services. Beginning in the
mid-twentieth century as the US economy became
more industrialized, as more and more workers
began to relocate from the farm to the city, as family
size decreased, and after social security legislation
was enacted, older adults who needed supportive
care found their way to small board and care homes,
the vanguard of what eventually grew into the long
term care industry as we know it today.

In the past decade, a number of new and/or
re-tooled industries emerged as the US population has
aged, life expectancy has increased, and the popu-
lation bubble of baby boomers approaches the aging
phase of life. Senior move management is a “silver
industry,” that is, one of a number of businesses that
“create, produce, market, and sell goods and services
to older people” (Cutler, 2004, p. 6). With increased
life expectancy, spawned by advances in medicine,
science and technology, has come the expansion, not
only of long term care for seniors, but also of new
living arrangements — 55-plus communities, assisted
living, and continuing care retirement communities.
Increases in women’s labor force participation
combined with the social mobility of families, the
traditional informal caregivers to aging relatives,
means that adult children are frequently unavailable
to assist their parents in downsizing and moving to
new quarters. Nonetheless, children are often di-
rectly involved in the decision to relocate their
parent and to engage the services of a senior move
manager.

In response, a new occupational role emerged in
the mid-1990s to fill the void — senior move man-
agement. Firms in this industry are usually small,
local, independent organizations owned and oper-
ated by enterprising entrepreneurs who take a
“hands on” approach to every facet of operations. As
competition grew from within and outside the
industry, a few owners began to franchise their
business (Novack, 2004). Nearly all senior move
management companies offer an array of pre-move
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(sorting, packing, contracting with moving com-
pany, disposing of unwanted items via sales, auction,
or trash removal, involving adult children in plan-
ning, etc.) and post-move services (unpacking,
designing floor plans, set up, picture hanging, etc.).
In addition, many senior move managers develop
specialized knowledge about the social and emo-
tional aspects of aging, especially those connected to
“moving a lifetime” of accumulated assets and
memories.

Leaders of the senior move management industry,
its youth notwithstanding, moved quickly to estab-
lish a professional trade organization. The National
Association of Senior Move Managers (NASMM)
was founded in October 2002 when 22 people
representing 16 companies — mainly on the east coast
—met in Virginia to develop a mission statement and
strategy for the fledgling organization. Its mission
then and now is:

...to facilitate the physical and emotional aspects of
relocation for older adults, to increase industry
awareness, to establish a national referral network, to
enhance the professional competence of members, and
to promote the delivery of our services with com-
passion and integrity (NASMM, 2009).

Only a year after its founding, with an active
governing board in place, and a membership that
had tripled, NASMM leaders had already turned
their attention to developing an organizational code
of ethics. Although NASMM'’s founders did not use
the phrase “ethically valid Code of Ethics,” it was
clear from the start that their motivation to develop a
code was consistent with Paine’s (1994) advocacy of
an “‘integrity strategy’” (p. 111), one that views
“ethics as a driving force enterprise
(p- 111)...the governing ethos of an organization’
(p- 107). A primary goal of the NASMM founders
was to develop a code that reflected “...a set of

of an

fundamental, strategically sound beliefs” (Lencioni,
2002, p. 116) that “would set the industry apart from
others” (M. Novack, personal communication), mak-
ing it what Lencioni terms “aggressively authentic”
(p- 115). NASMM’s leadership intended to influence
the nascent industry’s ethical stance, not just that of
the individual entrepreneurs, by “...setting new and
progressive standards that are challenging, proactive
and that inspire other organizations to follow...”
(Kaptein, 2008, p. 61). Its founding President

believed that “...establishing the code was important
to establishing the industry” (M. Novack, personal
communication). Achieving this goal required a
blending of process and product as the NASMM
code of ethics evolved.

Codes of ethics: an overview

History shows that the development of codes of
ethics in corporate America is cyclical and reactive,
generally responding to gross misconduct, with early
codes skewed toward an emphasis on legalistic
content with the objective of constraining employee
behavior (Benson, 1989; Cressey and Moore, 1983;
Henderson, 1982; Helin and Sandstrom, 2007;
Rezaee et al.,, 2001; Stevens, 2008; Wood and
Rimmer, 2003). Global bribery scandals in the 1970s
led to the first sustained period of code develop-
ment. Activity subsided somewhat after the passage
of the Foreign Corrupt Practices Act in 1977, but
increased again in reaction to headline-grabbing
scandals in the financial industry in the mid-1980s,
and the 1991 Federal Sentencing Guidelines as
revised in November, 2004 (Ethics Resource Center,
2009). Even today, widespread adoption of codes of
ethics continues by organizations (e.g., Kaptein and
Wempe, 1998), professional associations (e.g., Davis,
2000; Gotterbarn, 1999; Peterson and Potter, 2004;
Shaw and Tarvydas, 2001) and occupational groups
(e.g. National Association of Geriatric Care Man-
agers, 2004).

Despite a burgeoning literature in business ethics,
no standard conceptual framework exists that incor-
porates a uniform definition of a code, consensus
about its purpose, content, process of development
and implementation, or use and impact (Frankel,
1989; Kaptein, 2004; Stevens, 2008). Until the late
1990s, conceptual and empirical work focused almost
exclusively on the narrow area of code content.
Descriptive studies of the proliferation of codes in
various industries (e.g., Adams et al., 2001; Farrell and
Farrell, 1998; Kaptein, 2004; Long and Driscoll, 2008;
Rezaee et al., 2001; Wotruba et al., 2001) and con-
ceptual analyses of different types, including profes-
sional and corporate codes of ethics, credos, and codes
of conduct dominated the literature (e.g., Farrell etal.,
2002a; Frankel, 1989; Nijhot et al., 2003).
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While attention to code content continues, a
significant body of work on code eftectiveness
emerged over the past decade (e.g., Cleek and
Leonard, 1998; Farrell et al., 2002b; Helin and
Sandstrom, 2007; Peterson and Krings, 2009). There
is broad consensus that the existence of a code does
not reveal anything about why it was developed or
whether it is effective, and empirical findings on
effectiveness are mixed (Farrell et al., 2002b; Kaptein
and Schwartz 2008; Schwartz, 2005). In their early
study, Cressey and Moore (1983) pointed out that
there is no practical way to assess effectiveness, and
25 years later, there has been little progress (e.g.,
McKinney and Moore, 2008; Valentine and Barnett,
2002). Much of the research on this topic fails to
control for characteristics of the code itself, e.g.,
content or the larger culture in which the code is
embedded (Joseph, 2003). Mixed findings in studies
of code effectiveness may be due, in part, to the
absence of consensus on a definition of a code and its
core elements, as well as inconsistent methodologies.
Although some have attempted to impose a post hoc
analytic framework on one or more of these
dimensions (e.g., Frankel, 1989; Gaumnitz and Lere,
2004; Hosmer, 1994; Kaptein 2004; Kaptein and
Schwartz, 2008; Kaptein and Wempe, 1998; Sch-
wartz, 2002, 2005; Wood and Rimmer, 2003), more
dissensus than consensus exists, and the debate rages
on.

A few researchers have attempted to distinguish
rule-oriented or compliance-based ethics programs
from those that are values-based. These studies are
limited because they rely exclusively on attitudes and
employee perceptions (Stansbury and Barry, 2007;
Trevino et al., 1999). Findings from this literature
demonstrate that while positive outcomes are asso-
ciated with compliance-based ethics programs (e.g.,
higher levels of ethical awareness, reporting of mis-
conduct, employee integrity, and lower levels of
perceived misconduct), positive effects are stron-
ger in organizations with values-based programs
(Weaver and Trevino, 1999).

In the past 20 years, scholars (e.g., Kaptein and
Wempe, 1998; Rezace et al., 2001; Trevino et al.,
2000) have begun to emphasize the need for a more
proactive approach to code development, which
encompasses creation, implementation and admin-
2002).
development remains the most understudied area in

istration  (Schwartz, Nonetheless, code

the literature on codes of ethics and virtually no
empirical work on this topic exists aside from a few
limited case studies (Farrell et al., 2002a; Frankel,
1989; Gotterbarn, 1999; Kaptein and Schwartz,
2008; Kaptein and Wempe, 1998; Nijhof et al,
2003; Sinclair, 1998). Schwartz (2002, 2005) criti-
cizes the widespread assumption that codes are prima
facie ethical, while Kaptein and Schwartz (2008)
argue that knowing how a code was developed is a
prerequisite to measuring its effectiveness. Accord-
ing to Schwartz (2002), analysis of code content
has been truncated because studies generally ignore
the process of development. His thinking has
evolved from an earlier view, espoused by others
(e.g., Schwartz, 2000) that is highly critical of
codes because so many emphasize compliance with
authoritarian rules without regard for the content of
those rules. Schwartz (2000) recognized that business
organizations can try “‘...to create an environment...
where employees can be comfortable in choosing to
do what they believe is the right thing to do...far
more arduous then [sic] creating an ethical code...”
(p- 182). He argues that to achieve this condition,
organizations must not rely solely on rules-based
code content; rather, they must invest in a process
that begins with values. Schwartz’s argument agrees
with Maclntyre’s (2006) position that ““...knowing
which rule to apply in which situation and being
able to apply that rule relevantly are not themselves
rule-governed abilities. Knowing how, when, where
and in what way to apply rules is one central aspect
of phronesis/prudential [italics in original]” (p. 164).
Aristotle defines phronesis (“‘practical wisdom”) as
an intellectual virtue (350 B.C./1999) and Nyberg
(2008) explains that it refers to ““...the ethically
good action a practical wise person would take
(p- 589) and requires that members of a community
be encouraged to critically question written and
unwritten rules of conduct. Nyberg’s (2008) argu-
ment is similar to others who urge that codes of
ethics can only achieve their fundamental purpose —
to guide employees to make ethically desirable
choices — when they are situated in an ethical culture
that allows the content of a code to be questioned.

Schwartz (2005) cautions that continued research
on codes of ethics without a theoretical foundation is
fruitless. He advocates, and we agree, that the
appropriate framework is one based on Newton’s
construct of ethical validity (1994) introduced nearly
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20 years ago to describe why some codes succeed
and others fail. Newton urges that managers shift
from a focus on ‘“dead rule to living dialogue”
(1994, p. 86) as they strive to develop an ethically
valid code — similar to what Frankel (1989) describes
as a living code of ethics — that considers both
process and product.

For a code to achieve ethical validity, and realize
the potential to be a living document, the code
development process must be participative, the
content must be values-based, and leaders must be
authentic ethical managers who facilitate code
development, are committed to ‘“‘doing the right
thing” (Rezaee et al., 2001, p. 173), and who
employees perceive as both moral persons and moral
managers (Trevino et al., 2000). Only when a code
satisfies these principles can it become a living eth-
ically valid document, recently defined by Verbos
et al. (2007) as:

...a central, distinctive and enduring characteristic of
the organization...It encompasses the cognitions of
members about acting ethically within their organi-
zational roles, a profound feeling that ethical action is
not only right, but the only way to act within the
organization, and members’ ethical behavior within
the organizational context...It is posited to be the
result of the multiplicative interaction of authentic
leadership, aligned organizational processes and ethical
organizational culture (pp. 20, 22).

The NASMM experience, the focus of the rest of
this article, provides a model for organizations that
want to take a proactive stance towards their ethics
programs by approaching the task of developing or
revising a code of ethics as an integrated strategy that
blends process and product.

A map of the process

NASMM’s code development process closely
adhered to Newton’s (1994) framework that includes
participation, content validity and authenticity of
leadership as the three essential dimensions of ethical
validity. According to Newton, the first principle,
participation, entails three phases: examination of
one’s own conscience, discovery of community
consensus by testing individual perceptions against
those of others, and collective decisions regarding

which perceptions belong in the final code. From
pre-conference planning through the 2 year period of
code design and drafting, NASMM involved its entire
membership in a process that closely mirrored these
three phases and more than met the spirit of New-
ton’s call for full participation.

The principle of participation requires that the
whole organization commit to development of a
code and contribute to the process of deliberation

13

because ““...the real value of the code does not lie in
the finished product...but in the process by which it
all came to be” (Newton, 1994, p. 87). The finished
product’s content must, according to the validity
principle, be values-based and consistent with ethical
principles. Webley and Werner (2008) emphasize
that content must address the appropriate range of
issues likely to face employees, and Lencioni (2002)
stresses that code content that is authentic must set
the organization apart from competitors and reflect
what really is, even if it is controversial. Codes fail to
meet the test of content validity when they do not
reflect the issues that arise in the organization’s
markets. Without full participation of organizational
members, issues may not be captured, resulting in a
product that is less useful as a guide for behavior as
well as one that employees may view as irrelevant to
their own experience. Not only were NASMM
members full participants in the code development
process, they provided experiential data as the source
of the code’s content. Even before the first confer-
ence, NASMM'’s leaders viewed achieving content
validity as important in setting the industry apart. As
the first step toward content validity, NASMM
members submitted examples of ethically challeng-
ing situations that arose in the course of everyday
business. Therefore, the lived experience of senior
move management was integral to the content
validity of the NASMM code.

Newton’s (1994) principle of authenticity in code
development states that leaders must commit to the
promotion of ethical behavior, not some other
instrumental goal, such as improving the public
image of the organization or deterring illegal
behavior. Leaders must infuse this ethos throughout
code development and the implementation process.
In fact, NASMM founders did just that. Strong and
repeated emphasis was placed on constructing a
living code of ethics, developed by those whose
behavior would be guided by it and re-visited from
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time to time as the industry standards changed, as
growth occurred, as membership categories expanded,
and as the organization was otherwise transformed.
In all workshops at both conferences, NASMM
leadership was present but each individual had a
single voice and every voice was equal. NASMM’s
approach to the code design ““[spoke] volumes about
what kind of culture the management team wan-
tled]” (Webley and Werner, 2008, p. 410). In other
words, the means that are used to achieve the end
product of a code of ethics sets in motion the
building of an ethical culture (Etzioni, 1990).

Drawing the map of the process

In the summer of 2003, NASMM’s president took
the lead by recruiting the authors to conduct
workshops on ethics at the association’s first annual
conference. Acting on the founders’ collective pre-
mise that ethics take a central role in defining the
senior move management industry, she told us that
they believed it was important to “...define our
values...because our work dealt with [vulnerable]
seniors” (M. Novack, personal communication).
Lencioni (2002) distinguishes core values from three
other types of values: aspirational, permission-to-
play, and accidental. As a young organization in a
new industry, NASMM wanted to identify those
deeply ingrained principles that were already guiding
members’ actions — what Lencioni terms core values.
However, in their effort to influence the emerging
industry, NASMM’s leaders also sought to identify
aspirational values — those that were not universally
seen as core values but that would be needed to
succeed in the future. To accomplish their goal of
achieving a values-based code of ethics, and to begin
building an ethical culture in which members felt
engaged and committed rather than controlled —
what Adler and Borys (1996) term an enabling cul-
ture — the stated goal of that first conference was to
identify a set of values that were relevant to working
with the senior population.

The NASMM leadership designated 2 three-hour
ethics workshops at its first annual conference as
plenary sessions and expected all 68 participants to
attend, demonstrating a clear commitment to ethics.
A vyear later, two half-day plenary sessions on code
development took place at the second annual

NASMM conference. The number of participants
grew from 68 to more than 130, all of whom engaged
in a series of activities that used the outcomes of the
initial conference as the foundational blocks for
developing a values-based code. In preparation for
the 2003 conference, we worked with the NASMM
leadership to obtain a detailed history of the organi-
zation, its vision and mission; a summary of board
activities; a description of the membership and its
geographic distribution; a sample of ethical problems
in senior move management; and, an agreement on
the expected outcome of the workshops. From the
opening session of the first NASMM conference to
the final workshops the next year, activities were
designed to foster open discussion about members’
own perceptions about ethics as well as to reach
consensus on the core values that should guide
everyday actions in local markets. In both confer-
ences, participants ultimately reached consensus. In
the 2003 meeting, a set of values was developed that
became the “input” or starting point for the 2004
meeting. In the 2004 meeting, agreement was
reached on a draft code of ethics that articulated
NASMM'’s core values and principles of behavior.

Ethics building: what’s underneath? the 2003 workshops

The initial set of workshops in 2003 included time
spent providing background and a context for
developing a code since participants were, for the
most part, entrepreneurs with a diverse demographic
profile with little or no prior exposure to gerontol-
ogy or the field of ethics. We opted for a more
structured, didactic approach to conceptual and
foundational topics related to the development and
use of codes with which participants were generally
unfamiliar, but they were introduced with an exer-
cise or example intended to engage the audience.
We used a variety of approaches and techniques
throughout the course of these sessions, incorpo-
rating them into individual, small, and large group
activities. The key instructional areas of the 2003
workshops fell into four broad categories: the con-
tent of an ethics program and the code’s place within
it; code benefits, limitations, and unintended con-
sequences; the significance of clarifying and articu-
lating the organization’s core values; and, finally, a
framework for developing the code. We stressed
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organizational requirements for a successful code
development process as well as reasons why orga-
nizations and professions develop codes.

Drawing on the previously cited literature on
codes of ethics (e.g., Adams et al., 2001; Frankel,
1989; Gaumnitz and Lere, 2002; Schwartz, 2002),
we opened the first session by addressing the
meaning of a code, the organizational interests that
it serves, and its role in fomenting an ethical orga-
nizational culture. For instance, as a preface to the
discussion of the meaning of a code, a copy of the
“Preamble” to the code of ethics of a major,
unidentified corporation was distributed. Using this
example as a reference, we emphasized that codes
can be construed as one or more of the following: a
public statement of an ethical position, a guide for
behavior or principles that guide conduct of a
profession or an organization. We cited the Pre-
amble as one example of how a corporation uses a
ethical
While the general consensus among

113

code to present a public statement of its
position.”
participants was that the Preamble was a well-craf-
ted, value-laden declaration, they were surprised to
learn that it was the prologue to Enron’s Code of
Ethics. On its face, Enron’s code appeared to have
content validity but was deficient on at least one of
the essential criteria for ethical validity. The Enron
example provided a basis for a discussion of a
“living” code of ethics, one that was embedded in
the organization’s culture and internalized by
members, as an ideal form. While many definitions
of a code of ethics have been posited, we used
Frankel’s (1989) definition to guide the NASMM
membership as they worked through the code
development process:

A professional code of ethics is perhaps its most visible
and explicit enunciation of its professional norms. A
code embodies the collective conscience of a profes-
sion and is testimony to the group’s recognition of its
moral dimension (p. 110).

In accord with Newton’s (1994) principle of par-
ticipation, one of the first reflective exercises in the
workshop required participants to consciously and
deliberately reflect on their industry experience and
to write a personal account of an ethical dilemma in
their professional work and how it was resolved. This
activity helped participants consider their own

definition and perception of ethics, and to recognize
that there is not always agreement on what constitutes
an ethical dilemma, though they exist in all human
organizations. The debriefing discussion illustrated
teaching points, and assisted the group in identifying
points of difference and areas of agreement.

Prior to the workshops, and in consultation with
the NASMM President and selected members, we
developed 19 brief scenarios reflecting common,
everyday situations that senior move managers con-
front. Selected scenarios are shown in Table I.
Working in small groups, participants were asked to
re-evaluate this list of ““dilemmas” with the goal of
moving toward agreement on whether each issue
contained an ethical dimension, and if so, how
they would respond. The list of questions shown in
Table I aided discussion. Then, each group was asked
to identify the core value(s) at stake for each situation
that the group defined as ethically problematic. This
exercise generated a preliminary list of core values, the
first step in clarifying the organizational values on
which the code would ultimately be based.

The road to the code: the 2004 workshops

The major goal of the 2004 workshops was to
develop a draft code of ethics using the results from
the 2003 values identification exercises as the starting
point. The workshop design was even more inter-
active than in 2003 with a continued emphasis on
participation in the development process. The thrust
of the 2004 meetings was to sustain participation and
to develop a code whose content met the criteria for
validity as described by Newton (1994).

During the year between the two conferences, we
compiled and analyzed the results of exercises from the
first conference, and reviewed the literature on pro-
fessional codes of ethics, categorizing the array of
values into three clusters. The first cluster contained
key values identified by all small groups (Table III,
Section A), and emerged from reflection on and dis-
cussion of the series of ethically challenging situations
that move managers routinely confront. The second
cluster of values (Table III, Section B) contained those
identified by at least one but not all sub-groups. The
third cluster of values (Table III, Section C) contained
those identified by our literature review.
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TABLE 1

Selected examples of scenarios faced by senior move managers

You conclude that the client has significant mental impairment after the contract has been signed.

You are asked by family members to “lie” to the older person regarding fees, disposal of belongings, etc.

The client offers you a gift. The gift is one she intends to throw away. Is it ethical to purchase items from the client?

The client confides that she has a serious health issue and asks you not to disclose the information to the marketing person

at the facility where she plans to move.
You accept referral fees from vendors, movers, etc.

TABLE II

Questions for evaluating ethical content of everyday
situations

Whose problem is it?

Who else is aftected by it?

Why is it a problem?

What conflicts, pressures are connected to the dilemma?
What are the parties trying to do or resist doing?

The 33 values shown in Table III are conceptu-
ally, clinically and philosophically distinct and pro-
vided a useful starting point for the 2004 workshops.
However, some of them are synonymous in com-
mon usage and meaning; therefore, the first task was

to replace related, overlapping, or synonymous val-
ues with a term that captured their overall essence.
The second task was to obtain a manageable core set
of values. Small groups were instructed to review
and consolidate the list. For example, “hard work”
might encompass both the values of diligence and
dedication. Analysis of the results of this small group
exercise showed that all groups combined compas-
sion, concern, empathy, and caring into one
category, and honesty, integrity, fairness, and trust-
worthiness into another. Competence, quality, and
due care were assigned to a third category, and so
on. Using this method, a reduced set of values was
generated, providing the basis for further pruning
the list.

TABLE III

Identifying core values for the organization

A. Common to groups

B. Not common to groups

C. Values identified in the literature

Honesty Compassion
Respect Caring
Integrity Dignity
Quality Fairness
Neutrality Concern
Responsibility Transparency

Self determination
Empathy

Self definition as a professional

Independence
Responsibility to stakeholders
Accountability

Obligation to the profession
Trust

Confidentiality
Competence

Cooperation

Equality

Due care

Advocacy

Collaboration

Openness

Legal compliance

R eliability

Citizenship

Recognition to others

Civility
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Once the number of values was reduced, a new
list was created and an iterative voting process was
initiated. This list of consolidated values was posted,
and small groups then discussed, selected, and rank-
ordered the five values that most closely reflected the
“ethic” of the NASMM members. As a result, some
values dropped off the list entirely, further con-
densing it. With each step in the values clarification
process, consensus grew until a final slate of values
was assembled and posted for individual voting.
Within a large group format, each participant was
allotted five votes to allocate among the list of
remaining values. This process produced a final,
limited set of ten values, shown in Table IV, on
which principles of behavior were developed. At this
point, drafting the code began in earnest.

Using the SHRM Tool Kit (SHRM, 2001) as a
reference, each small group was assigned one of the
ten core values in Table IV, and instructed to: write
a one- to two sentence statement of the principle that
reflects the core wvalue; articulate guidelines for
behavior based on the principle; and summarize an
ethical dilemma relevant to the value and statement of
principle, indicating an appropriate behavioral re-
sponse. In this context, a core principle was defined
as a statement of a basic truth, concept or motivating
force that addresses appropriate conduct for the
organization. Statements could also contain the
rationale underlying the principle i.e., why it was
critical to NASMM’s overall mission. We defined
guidelines as criteria for decision making, unique
to NASMM’s environment. Finally, experiential,
rather than hypothetical, examples of ethical chal-
lenges facing senior move managers were included as

TABLE IV
Final set of core values for NASMM

Integrity

Compassion

Advocacy

Responsibility
Professionalism

Legal compliance
Accountability
Respect/dignity
Competence

Obligation to the profession

concrete illustrations that clarify the guidelines.
Table V contains a sample of the output generated
by the group for two of the core values, responsi-
bility and advocacy. Results of this group exercise
were collected, reviewed, and edited and assembled
into one document which was presented to the
membership prior to the end of the conference as a
draft code of ethics for NASMM. '

The final workshop required participants to ana-
lyze a sample portfolio of codes of ethics drawn from
the professional and trade organizations of various
industries and professions, and to evaluate codes of
ethics of four professional organizations, representing
disparate industries, on both content and form (Air
Line Pilots Association, 2004; National Association
of Geriatric Care Managers, 2004; National Associ-
ation of Insurance and Financial Underwriters, 2004;
National Society of Genetic Counselors, 2004).
Specifically, groups were instructed to identify two
strengths and weaknesses of each code. This exercise
demonstrated that codes differ in the depth and
scope of the behavior addressed, in the number and
type of principles that are delineated and values that
are invoked, in the degree to which their content
captures issues specific to a given profession, and in
length, format, and language (Gaumnitz and Lere,
2004). Most importantly, the evaluation brought
home the reality that no code is perfect (Gotterbarn,
1999; Valentine and Barnett, 2002). At the close of
the conference, we gathered the output of this
exercise and constructed the draft code based on the
values, core principles and guidelines for behavior
that the groups developed. The draft code was
presented to the membership at the closing session
and submitted to NASMM’s Board. The Board then
appointed an Ethics Task Force to review the results
and finalize the code of ethics over the next year in
consultation with the membership.

The NASMM code development process exem-
plifies Lencioni’s (2002) ideal ‘“‘values initiative”
(p- 114). His work, published just prior to NASMM’s
code development process began, argues that the
process that guides a values initiative must aim to
achieve meaningful values as its “product.” His
argument is similar to those advanced by Newton
(1994), Schwartz (2002, 2005), and Kaptein (2008).
The process must be owned by participants, pref-
erably ““...small teams that include the CEO, any
founders who are still with the company, and a

3
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TABLE V

Developing core principles and guidelines for behavior

Core value

Responsibility

Advocacy

Core principle

Behavioral guidelines

Sample situation

Sample solution

Senior move managers
have an obligation to
apply their expertise for
the benefit of their cli-
ents and their families.
Because moving is con-
sidered to be one of
life’s primary stressors,
especially for seniors,
senior move managers
endeavor to build a
partnership with clients
using the following
guidelines:

Clearly communicate,
in writing, the scope of
services that will and
will not be provided as
well as financial
arrangements.
Communicate the
NASMM Code of Eth-
ics to our clients,
employees, referring
organizations and ser-
vices to which we refer.
Fulfill obligations agreed
upon according to pro-
tessional standards.

A senior move manager
is meeting with a client
and tried to discuss the
financial arrangements
for services and get
paperwork signed, but
they are brushed off.

As a responsible senior
move manager you po-
litely refuse to begin the
work until you have a
signed agreement

Senior move managers
should advocate for se-
niors in transition be-
cause of our knowledge
of the physical and
emotional effects of
moving. We should
advocate for our col-
leagues and the profes-
sion to better serve all
seniors.

Recognize the limits of
our knowledge and
competence in any gi-
ven situation.

Refer out to profes-
sionals with the knowl-
edge needed for
situations for which we
are unable to advocate

properly.

‘While meeting with a
senior our knowledge
and observation indi-
cated that the senior
may not be moving to
an appropriate environ-
ment

Contact the appropriate
social service agency

handful of employees” (Lencioni, 2002, p. 116) — members confront in everyday life, if needed, ““...be
exactly the approach used by NASMM. Code tough, if not downright controversial” (p. 115), and
content must reflect an organization’s core values set the organization apart from competitors.

and be authentic, that is, reflect the issues that The NASMM code meets these criteria as well.
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The development process must not be rushed and
should be sustained over time. NASMM’s careful
attention to process over a 2 year period and the
leadership’s efforts to sustain ethical behavior as a
core characteristic of the senior move management
industry clearly speaks to this requirement. Finally,
NASMM’s founders set out on the code develop-
ment process not only to formulate a values-based
code of ethics that emerged from member partici-
pation, but to embed ethical behavior in the every-
day life of its member businesses (Kaptein, 2008).
Lencioni (2002) says that the latter goal has been
achieved when “From the first interview to the last
day of work, employees should be constantly re-
minded that core values form the basis for every
decision the company makes” (p. 117). Whether or
not the goal of embedding the code has been
achieved is a question that can only be answered by
continued research on the NASMM experience.

Discussion

The construct of ethical validity, originally proposed
by Newton (1994) and extended by Schwartz (2002,
2005), provides a practical and theoretically sound
model for organizations that envision a valid, living
code of ethics as an integral part of a comprehensive
ethics program. Developing it is a time- and labor-
intensive process akin to the development of a
mission statement, requiring a proactive values-based
approach by leaders who are themselves committed
to building an ethical culture as well as input and
buy-in from all organizational members. Codes
should not be imposed by top management nor
should they be developed in isolation by an ad hoc
group — even one internal to the organization.
Achieving ethical validity is more likely when broad
participation is sought and encouraged, when dissent
is valued in the consensus building process, and
when there is recognition of the importance of
process as well as product. Not only can organiza-
tions with long, distinguished — or tarnished — rep-
utations benefit from a living code to establish or
enhance an ethical culture, new organizations can
use it to begin building a comprehensive ethics
program. In effect, we argue not only in support of
an ethically valid code development process, but for
an ethically valid ethics program. Such a program

would be characterized as one in which members
continue to participate in periodic review and
revision as experience with the code accumulates,
where ethical behavior is supported by formal and
informal systems and policies and in which ethics
permeates everyday life, and where leaders demon-
strate a reliable and visible commitment to ethics.
Achieving a code of ethics that is “living” requires
leaders to invest time, resources and effort in an
ethically valid code development process, and per-
haps more importantly, to do so for the right reasons.
In contrast to other organizations whose misconduct
has been highlighted by the news media, the
NASMM experience provides a model of proactive
ethical leadership. As far back as Cressey and Moore’s
(1983) classic analysis, many early codes focused on
preventing behavior that went “against the firm”
rather than on behavior supporting the public
interest. History has repeatedly proven that the mere
presence of a code does not prevent unethical, or
even, illegal behavior — there are many examples of
what Petersen and Krings (2009) call “‘toothless
tigers” (p. 510). Whether in for profit or not for-
profit enterprises, the stated goal of a code of ethics is
to influence behavior; however, understanding why
codes vary in effectiveness may become clearer
through an examination of how proactive the man-
agement team was in the development process.
Some codes result from external pressure, as was
the case for the student loan giant, Sallie Mae, that
announced in 2007, after a 35-year history, its intent
to develop a code of conduct in reaction to the New
York Attorney General’s investigation into kickback
schemes (Basken and Field, 2007; Hermes, 2008;
Oftice of the New York State Attorney General,
2007). Some codes serve as symbols to satisfy
stakeholders and improve public image (Stevens
et al.,, 2005), as in the case of the now-defunct
Allegheny Health, Education and Research Foun-
dation (AHERF), a Pittsburgh-based corporation
that in the 1990s became the largest statewide, not-
for-profit, integrated health care delivery system in
the country. Although the local and regional media
in Pennsylvania regularly reported the personal
excesses of AHERF senior executives, their raiding
of hospital and educational endowments, and the
accumulation of enormous debt that eventually re-
sulted in the largest non-profit bankruptcy in US
history (Burns et al., 2000), AHERF’s story didn’t
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receive as much national play time as the Enron,
Adelphia, and World Com collapses. Like Enron, on
its face, the AHERF code was a written behavioral
guide to be envied, comprehensive yet specific with
regard to expected behavior. The content of both
codes laid a strong moral foundation for employee
conduct, but neither was sufficient to protect
employees, stockholders, and others from the eco-
nomic and social consequences of unethical behavior
(Sims and Brinkmann, 2003).

The need for a proactive approach to code
development has long been recognized in the liter-
ature. Building on earlier work (Bowman, 1990;
Rohr, 1989), Rezaee et al. (2001) distinguish be-
tween a proactive approach that centers on gener-
ating trust by emphasizing values and behaviors such
as respect for others, responsiveness to people, and
matters pertaining to equality, freedom, and justice,
and a reactive one that emphasizes legal and
administrative controls to temper misconduct. The
corporate debacles described previously underscore
the fact that when codes are developed for the
“wrong’’ reasons and when the development process
fails to involve employees, is not values-based, and
lacks authentic leadership, the code will become a
“lifeless’, useless artifact.

The importance of process and product

Few published accounts provide empirical evidence
in support of a proactive approach to code devel-
opment that carefully considers both process and
product. Our position is that there is not a distinct
boundary between them — it is a permeable one and
organizations must recognize that the process of
code development heavily influences the product.
Therefore, we take issue with the implication that
Peterson and Krings (2009) draw from their review
of the literature that
impact on behavior, they must be detailed and
straight-forward” (p. 504). This narrow view stands
in stark contrast to our position that considering only
code content, in effect, divorces the code from the
process that led to its formulation, and thus from the
organization, its members and the stakeholders it is

...1f codes are to have an

intended to serve. We assert that while content is
certainly important, unless its developmental process
is values-based, participative, and led by ethical

managers, it is much less likely to be effective. In
addition, an ethically valid process contributes to
organizational culture building where people have
an awareness of values, implicit values are made
explicit, and everyday behavior is more likely to be
positively impacted because the formal code is
owned by the members and used to guide choices
(Kaptein, 2008; Newton, 1994; Paine, 1994; Sch-
wartz, 2002, 2005; Webley and Werner, 2008).

Identifying organizational values

Clarifying the core values of the organization is a
necessary prerequisite to formulating a code, and is a
time-consuming process likely to require several
iterations before agreement on a core set of values
can be reached. The size of the organization will
have some bearing on its approach to values iden-
tification since the objective is to obtain wide par-
ticipation without overburdening or derailing the
process. Nonetheless, taking the necessary time to
develop a workable strategy to clarify values is fun-
damental. Failure to formulate and promulgate val-
ues that guide an organization — whether it proceeds
to develop a code or not — increases the likelihood
that organizational members will rely on personal
value systems to resolve ethical problems in the
workplace. These personal values and the resulting
behaviors may or may not conflict with organiza-
tional values, leaving decisions about ethical conduct
to chance (Cirka and Messikomer, 2006; Messiko-
mer and Cirka, 2008). Even when a code’s devel-
opment process adheres to the criteria for ethical
validity, managers must remember that sustaining a
culture where ethics is a governing ethos requires
the support of formal and informal structures and
policies.

The role of leadership

A proactive approach requires managerial involve-
ment at a minimum and, ideally, visionary leadership
(Sinclair, 1993) throughout the development process
and beyond to be successful. While it may not be
unique, the NASMM experience provides a model
of a balanced emphasis on process and product, and
demonstrates the critical role that leadership plays in



Constructing a Code of Ethics 67

building an ethical organizational culture. The
impetus to take what Rezaee et al. (2001) refer to as
the “high road,” can only be provided by enlight-
ened managers who have a commitment to “do the
right thing.” In fact, Trevino et al. (2000) imply that
the position of chief executive officer should be
co-terminus with the position of chief ethics officer.
Ethical leadership, they claim, rests on employees’
perception of top management as both moral persons
and moral managers who have the responsibility to
communicate — from the top down — the organi-
zation’s values, “‘the glue that holds things together”
(Trevino et al. 2000, p. 128). NASMM’s leadership
was the force behind the decision to construct its
code, and, participated fully in its development.
After the final code was approved and posted on the
NASMM website (P. Guild, personal email corre-
spondence), its founding President extended the
commitment by developing an on-line training
module in ethics for members (M. Novack, personal
communication). In addition, ethics sessions have
been featured at every annual conference since the
code was written. NASMM’s continued attention to
its code, at least through these activities, demon-
strates the leadership’s desire to live the stated values
by walking the talk (Urbany, 2005) and the com-
mitment that Sinclair (1993) argues is essential to
building an ethical culture.

Stakeholders

Senior move management is embedded in a collec-
tion of industries that serve the aging population.
NASMM’s stakeholders include their members as
well as their clients, older adults who are moving and
family members who are often involved in the
relocation process. Senior move managers routinely
collaborate with providers of related moving services
such as national and local moving companies and
those that facilitate disposal of personal belongings
such as auction houses, antique and second-hand
dealers, and trash haulers. Another stakeholder group
includes the array of for profit and non-profit senior
housing organizations, as many of NASMM'’s clients
relocate to assisted living facilities, nursing homes
and continuing care retirement communities.
Ideally, participants in this code development
process would represent all significant stakeholder

groups. NASMM draws its members nationally;
however, each entrepreneur deals with an array of
local vendors in various geographic regions, making
complete stakeholder participation impossible.
Although local stakeholder interests were consid-
ered, their physical presence and direct participation
were not part of code development. Both moving
companies and senior living corporations have be-
gun to diversify into senior move management,
becoming competitors as well as stakeholders. As a
result, NASMM members would more likely resist
their direct involvement in a code development
process because although senior move managers
frequently partner with these vendors, they are
increasingly competing in the same markets. Inviting
current or potential competitors into a code devel-
opment process would provide access to proprietary
information.

Finally, the initial decision to develop a code of
ethics and to dedicate large blocks of time to that
effort at the first two NASMM conferences was a
Board level decision, with strong direction coming
from the association’s founding President. While no
one openly objected and everyone was actively in-
volved, no attempt was made to gain consensus on
its purpose. As the NASMM code evolves, increased
stakeholder participation beyond membership may
be considered. Time and geographic distance both
contributed to a development process that was
intermittent during the code formulation period.
Dispersed members meant that the most intense
code development work occurred during the two
conferences in order to obtain maximum participa-
tion. During the time between the first and second
conference, NASMM'’s attention to the code waned
as planning for the 2nd conference was delegated to
the authors.

A code as one element of an ethics program

A “living” code requires the organization to be
reflective and self-critical, and to evaluate, on a reg-
ular basis, collective and individual values and
behavior against code principles. NASMM’s code of
ethics and the process used to develop it serves as a
foundation for a comprehensive integrity strategy as
described by Paine (1994). The NASMM code
clearly communicates the association’s guiding values
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and its leadership remains personally committed.
Concrete evidence of this commitment, however,
must be assembled and analyzed as part of future
research. Anecdotally, NASMM members report that
they do rely on the code to guide decision making at
the local level; however, whether the association’s
existing formal systems and structures support and
reinforce their values remains unclear. Ethics work-
shops have been a part of every annual meeting
program since 2004 and a 2009 session focused
explicitly on beginning a review of the code content
and use by NASMM. However, the level of partici-
pation in these formal ethics education sessions is low
relative to the rapidly growing NASMM membership
and it 1s not known what training is provided by local
entrepreneurs to develop competencies, knowledge
and skills needed to make ethically sound decisions on
a day-to-day basis (Paine, 1994).

Ongoing self-evaluation is another part of a
comprehensive ethics program, and to be successful,
the process must be supported by systems and
structures that reinforce the organization’s values
(Paine, 1994). These include mechanisms for
reporting and review of ethical transgressions, dis-
cussion and review of ethical challenges and how
they were successtully or unsuccessfully managed,
capturing and dissemination of ethical learning,
socialization practices, and ongoing training to assess
and improve knowledge of the code and its use
(Wotruba et al., 2001).

Socialization practices are particularly important
since NASMM'’s rapid growth in membership cre-
ates, in effect, another stakeholder group that was
not involved in the values clarification/code devel-
opment process 5 years ago. NASMM'’s challenge is
similar to that facing other organizations where new
members join and old members leave. Nurturing the
allegiance of newcomers, new leaders and experi-
enced employees to the organization’s core values is
critical and requires formal systems. Such structures
include a process for periodic review of code content
and use, a forum for open discussion of dilemmas,
standardized reporting procedures, and strategies to
disseminate learning and best practices. Even a code
that was ethically valid in its infancy is likely to have
little tangible and positive influence on everyday
conduct without formal attention to these mecha-
nisms that help to sustain its original intent. This is a
tall order even in a large and stable organization,

let alone a loosely coupled collection of entrepre-
neurial businesses and an association that relies on
regular planned turnover in its leadership.

The role of participation in ethical validity

Newton (1994) and Schwartz (2002, 2005) both
emphasize that those who ultimately will use a code
must be involved in its development. Gaining
commitment to the code through engagement in
the development process is one reason why partici-
pation contributes to ethical validity, but not the
only reason. A key assumption in Newton’s and
Schwartz’s work is that participation in the process is
more likely to lead to moral behavior so long as the
process is lead by authentic leaders, and the resulting
code content achieves validity.

Values clarification can reveal deeply held values
previously unknown to the individual. Put another
way, the process enables the unconscious to be made
conscious, or the latent to become manifest. When a
value is challenged, the individual is called upon to
act. Participation in a code development process
allows individuals to anticipate their response to
ethical challenges that put the now conscious value
to a test. The experience of participants in activities
that enable them to engage in what Erikson (1980)
refers to as anticipatory pre-working provides an
opportunity to test their reactions in a safe envi-
ronment. Work in organizational justice documents
that when people believe that they have been given
voice in a decision process, they are more likely to
accept the final decision. Additionally, the concept
of automatic thought (Beck et al., 1987) in the field
of cognitive therapy, and Bem’s (1967) self-perception
theory are relevant here. Involvement in scenario-
building in the code drafting process can stimulate
participants to align their personal values with
those of the organization. In addition, this “dress
rehearsal” for managing ethical crises using the val-
ues in the code fosters ethical sensitivity by building
phronesis (Nyberg, 2008), and a behavioral reper-
toire that is more likely to become automatic.
Therefore, when everyday ethical issues arise, par-
ticipants are more likely to define the issue as an
ethical one and to act in an ethically responsible
manner consistent with the code. Participation of
members (and other stakeholders, when possible)
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augments trust in the organization because policies
and codes of conduct are not supra-imposed by
leadership or external “experts.”

The road beyond the code

NASMM’s leadership remains committed to ethics as
a governing ethos of their industry; however, they
recognize that rapid growth of the association to more
than 500 members in 2009 and an economic down-
turn can challenge that commitment. In response,
NASMM’s current leaders are continuing to collab-
orate with the authors in designing a research project
to evaluate the use and effectiveness of its code at the
national and local levels. Preliminary data gathered at
the 2009 annual meeting serves as the starting point for
astudy that will examine the kinds of ethical problems
NASMM members have encountered in their
everyday business operations, how or if the code of
ethics informed discussion about managing these sit-
uations, and to identify “ethical best practices” at the
association and entrepreneurial levels.

Our future research plan is consistent with the most
current thinking on code use (Kaptein and Schwartz,
2008; Nyberg, 2008; Paine, 1994). Petersen and
Krings (2009) recommend that research on the

“...pay
attention to the extent that ethical codes are integrated
into organizational every-day practice as well as to the
extent that an organization promotes a climate for
ethical behavior” (p. 511). These questions will guide
the next phase of our research as we explore further
the conditions under which an ethically valid code can
be sustained over time, as new members join, old
members leave, and the organization evolves.

influence of codes on behavior should

Note
' In Table V, the draft statement of core principles
suggests that senior move managers meet the needs of
two markets. For the principle of responsibility, an obli-
gation to serve ‘‘clients and their families” is made ex-
plicit. In contrast, the principle of advocacy focuses
exclusively on “seniors in transition.” In the final Code
of Ethics, NASMM takes a clear position that the first
duty of the senior move manager is to the “individual
in transition” (National Association of Senior Move

Managers 2009). This decision resulted from continuing
debate within the association about who is the primary
beneficiary of the senior move manager’s services irre-
spective of who is financing the relocation, the elder or
their children. We thank an anonymous reviewer for
suggesting that this tension is worth noting.

References

Adams, J. S., A. Tashchian and T. H. Shore: 2001, ‘Codes
of Ethics as Signals for Ethical Behavior’, Journal of
Business Ethics 29, 199-211.

Adler, P. S. and B. Borys: 1996, ‘Two Types of
Bureaucracy: Enabling and Coercive’, Administrative
Science Quarterly 41, 61-89.

Airline Pilots Association: 2004, ‘Code of Ethics’, http://
www.alpa.org/?tabid=270. Retrieved 7 Nov 2004.
Aristotle: 350 B.C./1999, Nichomachean Ethics, 2nd Edi-

tion (T. Irwin, Trans., Indianapolis, IN).

Basken, P. and K. Field: 2007, ‘Student-Loan Investigation
Sweeps up More Colleges’, (Electronic version). The
Chronicle of Higher Education, April 20, http://chronicle.
com/weekly/v53/133/33200101.htm. Retrieved 15
June 2009.

Beck, A. T., A.J. Rush, B. F. Shaw and G. Emery: 1987,
The Cognitive Therapy of Depression (Guildford Press,
New York, NY).

Bem, D. J.: 1967, ‘Self-Perception: An Alternative
Interpretation of Cognitive Dissonance Phenomena’,
Psychological Review 74(3), 183—-200.

Benson, G. C. S.: 1989, ‘Codes of Ethics’, Journal of
Business Ethics 8, 305-319.

Bowman, J. S.: 1990, ‘Ethics in Government: A National
Survey of Public Administrators’, Public Administration
Review 21, 453—459.

Burns, L. R., J. Cacciamani, J. Clement and W. Aquino:
2000, ‘The Fall of the House of AHERF: The Alle-
gheny Bankruptcy’, Health Affairs 19(1), 7—42.

Cirka, C. C. and C. M. Messikomer: 2006, ‘Caring for
Workers, Caring for Clients: Everyday Ethics in Assisted
Living’, in J. R. Deckop et al. (eds.), Ethics and Human
Resource Management, Part of the Series Ethics in Practice,
pp- 129-158 (Information Age, Charlotte, NC).

Cleek, M. A. and S. L. Leonard: 1998, ‘Can Corporate
Codes of Ethics Influence Behavior?’, Journal of Busi-
ness Ethics 17, 619—-630.

Cressey, D. R. and C. A. Moore: 1983, ‘Managerial
Values and Corporate Codes of Ethics’, California
Management Review 25(4), 53-77.


http://www.alpa.org/?tabid=270
http://www.alpa.org/?tabid=270
http://chronicle.com/weekly/v53/i33/33a00101.htm
http://chronicle.com/weekly/v53/i33/33a00101.htm

70 Carla Masciocchi Messikomer and Carol Cabrey Cirka

Cutler, N. E.: 2004, ‘Introduction’, Generations 28(4), 6-—7.

Davis, M.: 2000, ‘Report: Writing a Code of Ethics by
E-mail’, Science Communication 21(4), 392—405.

Dennis, H.: 2004, ‘Evolution of the Link Between
Business and Aging’, Generations 28(4), 8—14.

Erikson, E. H.: 1980, Identity and the Life Cycle (W.W.
Norton and Co., Inc., New York, NY).

Ethics Resource Center: 2009, ‘Federal Sentencing
Guidelines’,  http://www.ethics.org/erc-publications/
federal-sentencing-guidelines.asp. Retrieved 26 June 2009.

Etzioni, A.: 1990, The Moral Dimension: Toward a New
Economics (Free Press, New York, NY).

Farrell, B. J., D. M. Cobbin and H. M. Farrell: 2002a,
‘Codes of Ethics: Their Evolution, Development and
Other Controversies’, The Journal of Management
Development 21(2), 152-163.

Farrell, B.J., D. M. Cobbin and H. M. Farrell: 2002b, ‘Can
Codes of Ethics Really Produce Consistent Behav-
iours?’, Journal of Managerial Psychology 17(6), 468—490.

Farrell, H. and B. J. Farrell: 1998, ‘The Language of
Business Codes of Ethics: Implications of Knowledge
and Power’, Journal of Business Ethics 17(6), 587-601.

Frankel, M. S.: 1989, ‘Professional Codes: Why, How
and With What Impact?’, Journal of Business Ethics
8(2,3), 109-115.

Gaumnitz, B. R. and J. C. Lere: 2002, ‘Contents of Codes
of Ethics of Professional Business Organizations in the
United States’, Journal of Business Ethics 35, 35—49.

Gaumnitz, B. R. and J. C. Lere: 2004, ‘A Classification
Scheme for Codes of Business Ethics’, Journal of Busi-
ness Ethics 49, 329-335.

Gotterbarn, D.: 1999, ‘Not all Codes are Created Equal:
The Software Engineering Code of Ethics, a Success
Story’, Journal of Business Ethics 22, 81-89.

Helin, S. and J. Sandstrom: 2007, ‘An Inquiry into the
Study of Corporate Codes of Ethics’, Journal of Business
Ethics 75, 253-271.

Henderson, V. E.: 1982, ‘The Ethical Side of Enterprise’,
Sloan Management Review 23(3), 37-38.

Hermes, J. J.: 2008, ‘Despite a Settlement, Sallie Mae Still
Plays Host to College Student-aid Sites’, (Electronic
version), The Chronicle of Higher Education, http://
chronicle.com/weekly/v54/i32/32203701.htm. Re-
trieved 15 June 2009.

Hosmer, L. T.: 1994, ‘Strategic Planning as if Ethics
Mattered’, Strategic Management Journal (Summer Special
Issue) 15, 17-34.

Joseph, J.: 2003, National Business Ethics Survey: How
Employees View Ethics in Their Oiganizations (Ethics
Resource Center, Washington, DC).

Kaptein, M.: 2004, ‘Business Codes of Multinational
Firms: What Do They Say?’, Journal of Business Ethics
50, 13-31.

Kaptein, M.: 2008, The Living Code: Embedding Ethics into the
Corporate DNA (Greenleaf Publishing, Sheffield, UK).
Kaptein, M. and M. S. Schwartz: 2008, ‘The Effectiveness
of Business Codes: A Critical Examination of Existing
Studies and the Development of an Integrated Re-

search Model’, Journal of Business Ethics 77, 111-127.

Kaptein, M. and J. Wempe: 1998, ‘Twelve Gordian
Knots When Developing an Organizational Code of
Ethics’, Journal of Business Ethics 17, 853—869.

Lencioni, P. M.: 2002, ‘Make Your Values Mean
Something’, Harvard Business Review 80(7), 113-117.

Long, B. S. and C. Driscoll: 2008, ‘Codes of Ethics and
the Pursuit of Organizational Legitimacy: Theoretical
and Empirical Contributions’, Journal of Business Ethics
77, 173-189.

Maclntyre, A.: 2006, The Tasks of Philosophy, Vol. 1
(University Press, Cambridge, UK).

McDonald, G. and A. H. J. Nijhof: 1999, ‘Beyond Codes
of Ethics: An Integrated Framework for Stimulating
Morally Responsible Behavior in Organizations’,
Leadership & Organizations Development Journal 20(3),
133-146.

McKinney, J. A. and C. W. Moore: 2008, ‘International
Bribery: Does a Written Code of Ethics Make a Dif-
ference in Perceptions of Business Professionals?’,
Journal of Business Ethics 79, 103—111.

Messikomer, C. M. and C. C. Cirka: 2008, ‘Managing
Everyday Ethics in Assisted Living: A Research-Based
Case Analysis for the Classroom’, Geriatrics and Ger-
ontology Education 28(4), 199-228.

National Association of Geriatric Care Managers: 2004,
‘Pledge of Ethics’, http://www.caremanager.org/display
common.cfm?an=1&subarticlenbr=7. Retrieved 8 Nov
2004.

National Association of Insurance and Financial Under-
writers: 2004, ‘Code of Ethics’, http://www.naifa.org/
about/ethics.cfm. Retrieved 7 Nov 2004.

National Association of Senior Move Managers: 2009,
‘About NASMM: Code of Ethics’, http://www.
nasmm.org/codeofethics.pdf. Retrieved 26 June 2009.

National Society of Genetic Counselors: 2004, ‘Code of
Ethics’, http://www.nsgc.org/about/codeEthics.cfm.
Retrieved 4 Nov 2004.

Newton, L. H.: 1994, “The Many Faces of the Corporate
Code’, in L. H. Newton and M. M. Ford (eds.),
Taking Sides: Clashing Views on Controversial Issues in
Business Ethics and Society, 3rd Edition (Dushkin Pub-
lishing Group, Guildford, CT), pp. 81-88.

Nijhof, A., S. Cludts, O. Fisscher and A. Laan: 2003,
‘Measuring the Implementation of Codes of Conduct:
An Assessment Method Based on a Process Approach
of the Responsible Organization’, Journal of Business
Ethics 45, 65-78.


http://www.ethics.org/erc-publications/federal-sentencing-guidelines.asp
http://www.ethics.org/erc-publications/federal-sentencing-guidelines.asp
http://chronicle.com/weekly/v54/i32/32a03701.htm
http://chronicle.com/weekly/v54/i32/32a03701.htm
http://www.caremanager.org/displaycommon.cfm?an=1&subarticlenbr=7
http://www.caremanager.org/displaycommon.cfm?an=1&subarticlenbr=7
http://www.naifa.org/about/ethics.cfm
http://www.naifa.org/about/ethics.cfm
http://www.nasmm.org/codeofethics.pdf
http://www.nasmm.org/codeofethics.pdf
http://www.nsgc.org/about/codeEthics.cfm

Constructing a Code of Ethics 71

Novack, M.: 2004, ‘Moving Services Comes of Age:
Managing a Change of Residence for Older People’,
Generations 28(4), 48—49.

Nyberg, D.: 2008, ‘The Morality of Everyday Activities:
Not the Right, But the Good Thing to Do’, Journal of
Business Ethics 81, 587—598.

Office of the New York State Attorney General Andrew
M. Cuomo: 2007,
Announces Settlement with Sallie Mae Over its Stu-
dent Loan Practices (April 17 Press Release)’, http://
www.oag.state.ny.us/press/2007 /apr/aprlla_07 html.
Retrieved 17 June 2008.

Paine, L. S.: 1994, ‘Managing for Organizational Integ-
rity’, Harvard Business Review 72(2), 106—117.

Petersen, L. E. and F. Krings: 2009, ‘Are Ethical Codes of
Conduct Toothless Tigers for Dealing with Employ-

‘Attorney  General Cuomo

ment Discrimination?’, Journal of Business Ethics 85,
501-514.

Peterson, M. and R. L. Potter: 2004, ‘A Proposal for a
Code of Ethics for Nurse Practitioners’, Journal of the
American Academy of Nurse Practitioners 16(3), 116—124.

Rezaee, Z., R. C. Elmore and J. Z. Szendi: 2001, ‘Ethical
Behavior in Higher Educational Institutions: The Role
of the Code of Conduct’, Journal of Business Ethics 30,
171-183.

Rohr, J. A.: 1989, Ethics for Bureaucrats: An Essay on
Law and Values (Marcel Dekker, Inc., New York, NY),
pp. 60-65.

Schwartz, M.: 2000, “Why Ethical Codes Constitute an
Unconscionable Regression’, Journal of Business Ethics
23, 173-184.

Schwartz, M. S.: 2002, ‘A Code of Ethics for Corporate
Code of Ethics’, Journal of Business Ethics 41, 27—43.
Schwartz, M.: 2005, ‘Universal Moral Values for Cor-
porate Codes of Ethics’, Journal of Business Ethics 59,

27-44.

Shaw, L. R. and V. M. Tarvydas: 2001, ‘The Code of
Professional Ethics for Rehabilitation Counselors: A
Document that Makes a Difference’, Journal of Applied
Rehabilitation Counseling 32(Winter), 4, 3—4.

Sims, R. R. and J. Brinkmann: 2003, ‘Enron Ethics (Or:
Culture Matters More than Codes)’, Journal of Business
Ethics 45, 243-256.

Sinclair, A.: 1993, ‘Approaches to Organizational Culture
and Ethics’, Journal of Business Ethics 12, 63-73.

Sinclair, C.: 1998, ‘Nine Unique Features of the Cana-
dian Code of Ethics for Psychologists’, Canadian Psy-
chology 39(3), 167.

Society for Human Resource Management: 2001,
‘SHRM Toolkit: A Guide to Developing Your
Organization’s Code of Ethics’, http://moss07.shrm.
org/ TemplatesTools/Toolkits/Pages/default.aspx.
Retrieved 15 Sept 2003.

Stansbury, J. and B. Barry: 2007, ‘Ethics Programs and the
Paradox of Control’, Business Ethics Quarterly 17, 239—
261.

Stevens, B.: 2008, ‘Corporate Ethical Codes: Effective
Instruments for Influencing Behavior’, Journal of Busi-
ness Ethics 78, 601-609.

Stevens, J. M., H. K. Steensma, D. A. Harrison and P. L.
Cochran: 2005, ‘Symbolic or Substantive Document?
The Influence of Ethics Codes on Financial Executives’
Decisions’, Strategic Management Journal 26, 181-195.

Trevino, L. K., L. P. Hartman and M. Brown: 2000,
‘Moral Person and Moral Manager: How Executives
Develop a Reputation for Ethical Leadership’, Cali-
fornia Management Review 42(4), 128—-142.

Trevino, L. K., D. R. Weaver, D. G. Gibson and B. L.
Toffler: 1999, ‘Managing Ethics and Legal Compli-
ance: What Works and What Hurts’, California Man-
agement Review 4(2), 131-151.

Urbany, J. E.: 2005, ‘Inspiration and Cynicism in Values
Statements’, Journal of Business Ethics 62, 169—182.
Valentine, S. and T. Barnett: 2002, ‘Ethics Codes and
Sales Professionals’ Perceptions of Their Organiza-
tions’ Ethical Values’, Journal of Business Ethics 40, 191—

200.

Verbos, A. K., J. A. Gerard, P. R. Forshey, C. S. Harding
and J. S. Miller: 2007, ‘The Positive Ethical Organi-
zation: Enacting a Living Code of Ethics and Ethical
Organizational Identity’, Journal of Business Ethics 76,
17-33.

Weaver, G. R. and L. K. Trevino: 1999, ‘Compliance
and Values-Oriented Ethics Programs: Influences on
Employees’ Attitudes and Behavior’, Business Ethics
Quarterly 9, 315-335.

Webley, S. and A. Werner: 2008, ‘Corporate Codes of
Ethics: Necessary But not Sufficient’, Business Ethics: A
European Review 17, 405—415.

Wood, G. and M. Rimmer: 2003, ‘Codes of Ethics: What
are They Really and What Should They Be?’, Interna-
tional_Journal of Value-Based Management 16, 181-195.

Wotruba, T. R., L. B. Chonko and T. W. Loe: 2001,
“The Impact of Ethics Code Familiarity on Manager
Behavior’, Journal of Business Ethics 33, 59—69.

Carla Masciocchi Messikomer
Project Management Institute,
Newtown Square, PA, U.S.A.
E-mail: carla.messikomer@pmi.org

Carol Cabrey Cirka
Ursinus College,
Collegeville, PA, U.S.A.
E-mail: ccirka@ursinus.edu


http://www.oag.state.ny.us/press/2007/apr/apr11a_07.html
http://www.oag.state.ny.us/press/2007/apr/apr11a_07.html
http://moss07.shrm.org/TemplatesTools/Toolkits/Pages/default.aspx
http://moss07.shrm.org/TemplatesTools/Toolkits/Pages/default.aspx

	Constructing a Code of Ethics: An Experiential Case of a National Professional Organization
	ABSTRACT
	Senior move management: a growth industry and a new professional association
	Codes of ethics: an overview
	A map of the process
	Drawing the map of the process
	Ethics building: what’s underneath? the 2003 workshops
	The road to the code: the 2004 workshops

	Discussion
	The importance of process and product
	Identifying organizational values
	The role of leadership
	Stakeholders
	A code as one element of an ethics program
	The role of participation in ethical validity
	The road beyond the code

	Note
	References



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Gray Gamma 2.2)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (ISO Coated v2 300% \050ECI\051)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.3
  /CompressObjects /Off
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Perceptual
  /DetectBlends true
  /DetectCurves 0.1000
  /ColorConversionStrategy /sRGB
  /DoThumbnails true
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams true
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts false
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 149
  /ColorImageMinResolutionPolicy /Warning
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 150
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.40
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 149
  /GrayImageMinResolutionPolicy /Warning
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 150
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.40
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 599
  /MonoImageMinResolutionPolicy /Warning
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 600
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<

    /BGR <>
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /CZE <>
    /DAN <>
    /ESP <>
    /ETI <>
    /FRA <>
    /GRE <>

    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)
    /HUN <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /LTH <>
    /LVI <>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /POL <>
    /PTB <>
    /RUM <>
    /RUS <>
    /SKY <>
    /SLV <>
    /SUO <>
    /SVE <>
    /TUR <>
    /UKR <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
    /DEU <>
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [595.276 841.890]
>> setpagedevice


