Building Integrity
and Reducing Corruption
in Defence

A Compendium of Best Practices

AR NATO 7
N OTAN T




CONTENTS

Part | INITOAUCTION ...ttt febssenas 1
Chapter 1 The COrrUPLION CUISE.....c.cviuririieiieiesieieissestsisiss st ss s s rese e nesenns 3
Chapter 2 A Strategic Approach to Building Integrity and Reducing Corruption in Defence...13
Chapter 3 NATO and the Evolution of the Building Integrity Initiative...........cccorveecenervrnirines 22
Chapter 4 National Approaches in Support of Building Integrity and Reducing Corruption

N DEIBNCE ...ttt 31
Part Il Corruption Risks and Vulnerabilities in Defence............coooovvvievvcvvinceinns e, 41
Chapter 5 PersonNel PONCIES. .......vvvuerireeiiiicreisnise et sssess s 43
Chapter 6 Defence Budgeting and Financial Management .........ccoovvvveieneveisnnssreennnnnens 57
Chapter 7 Defence ProCUIEMENL .........ccuiuiiieieieiiierre st s s 72
Chapter 8  OffSEt ATANGEMENLS ......ccviieiereieeieiesrt et 86
Chapter 9  Opportunities and Risks with Outsourcing, Privatization and Public-Private

Partnerships in DEENCE ... 99
Chapter 10 Utilisation of Surplus Equipment and Infrastructure ...........cccoevvveveveeviiierceieenns 112
Chapter 11 The Involvement of Defence Personnel and Assets in Economic Activities.......... 124
Chapter 12 Integrity Issues Related to Military Operations...........ccoevververeerereienreersnrerennnn, 135

Chapter 13 Combating Defence-related Corruption in Countries with Unresolved
Territorial Disputes of Frozen ConflictS.........ccovveeiiiiinninnnineeesies s 148

Part [l Building Integrity and Reducing the Corruption Potential

in Defence EStabliSNMENtS ... e 163
Chapter 14 The Importance of Integrity BUIldiNg .........ccccovreevvivinniiienseessees e 165
Chapter 15 Regqulatory FrameEWOIKS .........cccvieiurierireriseiesssseisiss s ssss s ssreseenes 172
Chapter 16 The HUMaN in the LOOP. .....ccveierireiieiieeieisisist s seessese s 193
Chapter 17 The Role 0f GOVEIMMENL.........ccciiiieirieeierieesr s 205
Chapter 18 The Role of Parliaments and Audit OffiCeS ......cvvvrireveviiisini e 222
Chapter 19 The Role of Ombudsperson INSEULIONS.........cccccereieeeirsire e 234
Chapter 20 The Defence Industry as an Ally in Reducing Corruption ...........cccocovveeviveercrnieenns 250
Chapter 21 The Role of Civil Society and the Media .........cccovvrieennieisinisesseeee s 261

Vii


User
Highlight


Vili Building Integrity and Reducing Corruption in Defence: A Compendium of Best Practices

Chapter 22 The Role of International OrganiSations..........c.cceeeereeineisesesssnis e 281
Part IV Implementing Integrity Building Programmes........cccoovveivvvnninnieeiniinens v 297
Chapter 23 Making Change HapPeN ......c.ccierirenieisesssisrsstss s 299
Chapter 24 Cultural Awareness in Implementing Integrity Building Programmes.................... 312
ANNEX 11 SEleCted RESOUICES ......cuvirieeciriieirireiei ettt bbb 323
Annex 2: Tl International Defence and Security Programme...........ccccocoveveiereeieerersnnnnns 327

ANNEX 3: ADDIEVIALIONS ...vovviviiieeceieie ettt sttt ettt st sttt ettt e st be st b sesbereerereas 329



Chapter 16
The Human in the Loop

Whatever the legislative and organisational framework, it is people who make up the
defence establishment. The fundamental objective, therefore, of anti-corruption efforts
in defence is to influence human behaviour: to promote professional and ethical be-
haviour and discourage the use of public office for private gain. Chapter two set out
two approaches to doing that. The first dissuades corrupt action by increasing the
moral cost or “moral burden” of corruption. The second aims to deter corruption by in-
creasing the perceived risks, through a combination of increasing the probability of
detection and increasing the probability of punishment. Three specific tools were intro-
duced to help achieve these goals: building integrity, increasing transparency and im-
proving accountability.

This chapter will expand on these approaches and tools. In considering how best to
understand and influence the actions of particular individuals, it will consider the driv-
ers of behaviour as well as the broader organisational contexts in which those drivers
exert their influence. It will also consider how organisations can best reinforce positive
ethical and professional behaviours, as well as discourage unethical behaviour. Fi-
nally, it will consider how to help shape the organisational environment in which indi-
viduals make ethical decisions.

Drivers of Human Behaviour

Behaviour encompasses all human actions or, in scientific terms “the combination of
observable and describable responses of an agent to internal and external stimuli.”
Ethical actions are a subset of overall behaviour. Behaviour can be conscious or sub-
conscious, overt or covert, voluntary or involuntary, and include any externally visible
action that a person can take like talking, moving and expressing emotion. Behaviour
is conditioned both by internal drivers (within the person) and by the environment. In-
ternal drivers include heredity, knowledge, personality, attitude, values, abilities and
needs. Environmental drivers include social drivers (derived from other people), physi-
cal drivers (climate, topography, infrastructure, objects) and events.

Specific behaviours are humans’ effort to influence our environment to meet our
needs. These needs are manifested in our consciousness as desires but described
scientifically in both their conscious and unconscious forms as “drivers.” The conse-
quences, both intentional and unintentional, of behaviours create feedback, either di-
rectly, through our perception that a need was (or was not) met, or through social cues
— the messages we receive from other people. That feedback then becomes an exter-
nal driver influencing subsequent behaviour. Feedback is reinforced through consis-
tency and can be internalized, for example through the adoption of societal norms.

193
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Behaviours often have unintended positive or negative consequences, which can
be in relation to the need targeted, as well as tangential or completely separate areas.
Perceiving feedback in these latter circumstances may be difficult, since the logical
connection between the behaviour and the feedback may not be so obvious. For ex-
ample, on receiving a prestigious award, a person may accurately perceive that it was
the result of many hours of voluntary after-hours work. Yet the same person may not
perceive that co-workers resent the award and fear the expectation that they, too,
should put in unpaid overtime.

All needs are not created equal. In the mid-twentieth century, psychologist Abra-
ham Maslow noted that certain needs, when unmet, are more powerful drivers of be-
haviour than others. When humans are thirsty, we look for water before we search for
food; when hungry, the search for food overshadows concerns about job satisfaction;
when feeling insecure (physically, emotionally, financially) we find it difficult to focus on
realizing our full human potential through “self-actualisation.” Maslow suggested a five-
layer “hierarchy of needs” in which it was essential to meet the needs of each lower
layer before proceeding to higher ones.t Once lower order needs are met, however,
they lose relevance as drivers of behaviour and the person increasingly looks to meet
higher order needs. Maslow’s hierarchy is still widely used today and is worth a closer
look (see Figure 16.1 for a graphical representation). The hierarchy includes the
following elements:

Physiological

The need for oxygen, food, water and a relatively constant body temperature are the
most compelling. This layer also includes the need to be active, to rest, to sleep, to
eliminate wastes, to avoid pain and to have sex. If deprived of these needs, they take
first place in a person’s search for satisfaction.

Safety/Security

When immediate physiological needs are satisfied and no longer drive behaviour, the
need for safety and security awakens. This includes protection of our physical bodies
and our health, as well as the resources that we rely on to meet our physical needs
into the future. These can include material resources like money and property, social
resources like family and employment, or even a more general desire for structure, or-
der and limits.

Love/Belonging

When the need for physiological well-being and safety/security are satisfied, people
become more aware of feelings of loneliness and alienation. These are manifestations

1 First set out in Maslow's paper “A Theory of Human Motivation,” Psychological Review 50:4
(July 1943): 370-396.
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orality,
creativity,
spontaneity,
problem solving,
lack of prejudice,
acceptance of facts
self-esteem, confidence,
achievement, respect of others,
Esteem respect by others

Love/belonging / friendship, family, sexual intimacy \

____________ security of: body, employment, resources,
Safety morality, the family, health, property

Self-actualization

Figure 16.1: Maslow’s Hierarchy of Needs.2

of a need for love, affection and belongingness (in the same way that hunger is a
manifestation of the need for food) and are met by friendship, sweethearts, affection-
ate relationships and the sense of community. It involves expressing feelings for oth-
ers, receiving their feelings for us and having a sense of belonging.

Esteem

When needs identified in the first three layers are satisfied, people focus on their de-
sire to feel respected and valuable. Maslow identified two forms of this need. The first
form is satisfied by expressions of respect from others, leading to feeling of status,
recognition, appreciation, attention, reputation, dignity and even dominance (validated
by others’ submission). Maslow considered this to be a lower form of meeting the need
for esteem because it is dependent on the actions of others. The second form is self-
respect, including feelings like confidence, competence, achievement and self-reli-
ance. Maslow considered this the higher form because it is less dependent on actions
by other people.

Self-Actualisation

When all lower needs are satisfied, people focus on their need for “self-actualisation” —
that is, the desire to express their unique abilities and role as an individual: “A musi-

2 Janet A. Simons, Donald B. Irwin and Beverly A. Drinnien, Psychology — The Search for Un-
derstanding (New York: West Publishing Company, 1987).
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cian must make music, an artist must paint, and a poet must write.” The responses
needed to meet these needs include creativity, self-awareness, ethics and seeking
knowledge. In practice, the application of these responses is highly individualistic, in
contrast to the clear and fairly universal responses needed to meet needs in the lower
four levels.

Understanding the basic dynamics of human behaviour—drivers, behaviour, con-
sequences and feedback—is important to effective management and leadership.
Maslow's hierarchy of needs provides a valuable additional tool to differentiate be-
tween and understand the various needs that drive workplace behaviour. It can also
help in the design and targeting of anti-corruption efforts. For example, traditional de-
terrence efforts act at the level of security by threatening loss of pay, position, or free-
dom for those caught in corrupt activity. But these risks may have a reduced deterrent
value for those individuals who today feel secure; with their attention focused on higher
levels of needs—like relationships or esteem—they may be poorly attuned to risks at
the level of security (until they become immanent). For such individuals, deterrents that
put at risk relationships or reputation might prove more effective. The same can be
said about efforts to build integrity, which in its pure “Kantian” form is most relevant to
only that small portion of the population that is focused on moral self-actualisation. In
sum, both deterrents and rewards should be designed to appeal to a wide cross-sec-
tion of needs.

The Organisational Context

Before looking in more detail at promoting ethical behaviour, we will consider the or-
ganisational context in which that behaviour takes place. Traditionally, discussions of
organisations begin with a structural diagram, move on to responsibilities and interre-
lationships, and then address key processes. The human element is often underrepre-
sented. More useful for the purposes of countering corruption is an organisational be-
haviour approach, which focuses on systemic analysis of the interrelationship between
individuals, groups, the organisation itself and the social system inside and around it.
Some selected aspects of such an analysis are addressed below.

Individual behaviour, seen from the perspective of the relationship to the organisa-
tion, falls into three dimensions. A first dimension is task performance: the sets of ac-
tivities and results that must be performed to produce the desired outputs. In most or-
ganisations, this dimension receives the most managerial attention, with the principle
issue being the motivation of individuals and teams to increase efficiency and effec-
tiveness. A second dimension is ethical performance: ensuring that activities are per-
formed in a way that meets standards of ethics. At a minimum, this should be the
standard of legality; ideally, it also includes efforts to live according to societal values
of right and wrong. This dimension is the central focus of anti-corruption efforts, as well
as compliance efforts more widely. The third dimension is contextual performance: ac-
tivities that fall outside strict task performance but contribute to the effectiveness of co-
workers, groups, or the organisation — that is, the broader context in which an individ-
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ual works. This dimension is often somewhat neglected yet it represents an important
long-term investment in shaping the organisational and cultural environment in which
tasks are done and ethical choices made.

It is useful to note that anti-corruption efforts are but a piece of a wider ethical envi-
ronment. Ethical issues are a part of daily business, even where there is little corrup-
tion. Common unethical behaviour includes cutting corners on quality control, covering
up incidents, abusing or lying about sick days, deceiving customers and putting inap-
propriate pressure on co-workers. Surveys indicate that those who engage in unethical
behaviour most often cite causes linked to management: pressure to meet budgets
and quotas, weak leadership, insufficient resources, workload and lack of recognition.
Personal financial problems come near the bottom of the list.

Personality consists of stable patterns of behaviour expressed over time. Personal-
ity is multi-faceted and varied; yet in terms of the way people accommodate to work,
there are only three principle organisational personality orientations. These are:

e Organisationalist. Strong identification with the organisation for which they
work; seek organisational rewards and advancement as important measures
of success.

e Professional. Strong identification with the substance of work, rather than the
organisation for which they do it.

e Indifferent. Identification is more focused on things outside of work.

For any given person, these factors coexist in a state of balance, with one usually
dominant. They are a key driver of commitment. Other organisational commitment
factors include continuance (the job is better than what else is out there), identity
(strong belief in common goals and values) and normative (social pressures).

These personality-related factors have direct relevance to anti-corruption pro-
grams. Firstly, efforts to build integrity can gain important “psychological allies” if they
are focused on positive changes that are aligned with organisational personality ori-
entation. By focusing on a positive agenda of improving the organisation or task per-
formance, rather than simply increasing the “moral burden” of corrupt action, a greater
number of individuals can be mobilized to achieve positive systemic results — with the
positive “secondary” side affect of reducing corruption. Such efforts will be most effec-
tive if they address a variety of the drivers of commitment—organisational loyalty,
dedication to task performance, job security, ideology or social pressures—thus ap-
pealing to the widest possible group of officials.

Organisational issues can have a significant impact on individuals’ susceptibility or
resistance to corruption, as well as the success of integrity building efforts. These in-
clude issues such as structure and responsibilities, coordination and the decision-
making processes. They also touch on motivational efforts and organisational culture,
which will be addressed in later sections.

Structure is one of the characteristics of an organisation most visible from the out-
side and is—probably not coincidentally—one of the favourite targets for change in the
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name of reform. Without addressing the merits of any particular structure, several hu-
man factors are worth mentioning. First, whatever the structure, it is important that re-
sponsibilities are clearly delineated, without overlap or gaps. This helps avoid unnec-
essary confusion and conflict, particular at the level of managers — a group of individu-
als that are often naturally competitive and protective of perceived prerogatives. Effec-
tive division of responsibilities can also help build integrity by ensuring that multiple
stakeholders, each with a distinct institutional perspective and mandate, are involved
in decision making. For example, in the area of personnel management, separate staff
elements should be responsible for determining personnel requirements for strategic
planning to develop human resources, for real-time career management for individual
personnel and for program assessment. Similarly, in the area of procurement, sepa-
rate staff elements should be responsible for requirements, planning, contracting and
audit. This creates a system of natural checks and balances.

Effective mechanisms for horizontal coordination are vital for ensuring integrity and
transparency. The coordination system should allow all stakeholders to share common
information, make assessments based on their various institutional perspectives and
openly discuss these with their peers in order to build bottom-up solutions. Information
should flow freely, ideally using a system that “pushes” it to all relevant stakeholders.
Regular inter-departmental meetings help ensure transparency; in their absence, co-
ordination is done through more opaque informal mechanisms. It can help coordination
and increase transparency if staff elements with closely related functions have a com-
mon senior sponsor (e.g. deputy minister). On the other hand, elements conducting
oversight (e.g. audit departments, inspector generals) should not have a common
senior sponsor with elements for which they are responsible.

Human factors also play an important role in ensuring integrity of decision making.
Participants in decision-making processes should be clearly identified and they should
have clear direction regarding legitimate inputs, desired outputs and decision criteria.
Decision makers should disclose conflicts of interest, recusing themselves when ap-
propriate, and provide transparency on their finances. Box 16.1 shows UN guidelines
on conflict of interest for public officials.

Motivating Ethical Behaviour

Motivating sustained performance is a key managerial task in any organisation. The
principle challenge in doing this is aligning organisational interests—task, ethical and
contextual performance—with the needs of individuals for physiological satisfaction,
security, belonging, esteem and self-actualisation. Motivation is best done through a
combination of positive feedback mechanisms, such as:

e Praise, recognition and respect (which meet the need for esteem);

e Team-building, loyalty and good communication (which help build a sense of
belonging);
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Box 16.1. UN Guidelines on Conflict of Interest for Public Officials

II. Conflict of Interest and Disqualification

Public officials shall not use their official authority for the improper advancement of their own or
their family's personal or financial interest. They shall not engage in any transaction, acquire
any position or function or have any financial, commercial or other comparable interest that is
incompatible with their office, functions and duties or the discharge thereof.

Public officials, to the extent required by their position, shall, in accordance with laws or ad-
ministrative policies, declare business, commercial and financial interests or activities under-
taken for financial gain that may raise a possible conflict of interest. In situations of possible or
perceived conflict of interest between the duties and private interests of public officials, they
shall comply with the measures established to reduce or eliminate such conflict of interest.

Public officials shall at no time improperly use public moneys, property, services or informa-
tion that is acquired in the performance of, or as a result of, their official duties for activities not
related to their official work.

Public officials shall comply with measures established by law or by administrative policies in
order that after leaving their official positions they will not take improper advantage of their pre-
vious office.

Source: United Nations, UN International Code of Conduct for Public Officials, Annex, A/IRES/51/59, 82nd
plenary meeting (12 December 1996).

¢ Financial incentives (which meet the need for security and provide resources
relevant to activities that meet higher level needs); and

e Advancement (which contributes to a sense of esteem and self-actualisation).

Motivation is increased when feedback is regularly repeated in response to good
performance. Significantly, all of the motivators listed above are positive. Used rarely,
negative reinforcement can discourage negative behaviours but it loses effectiveness if
used too frequently. Negative reinforcement also has serious side affects in terms of
morale and motivation, and only very limited usefulness in motivating positive perform-
ance. This underlines again the importance of a positive approach to countering cor-
ruption, using constructive feedback to link integrity, transparency and accountability to
positive organisational and personal agendas.

Systemic corruption is an indication that an organisation’s motivation mechanisms
have failed and no longer provide sufficient prospects for individuals in the organisa-
tion to meet their needs. If the organisation is unable to provide a warm work environ-
ment or a wage sufficient to put food on the table then workers will call in absent rather
than freeze and steal rather than starve. If the chain of command is unable to prevent
threats and bullying from senior soldiers, servicemen will seek security by accommo-
dating with these groups, even if the price of accommodation includes participation in
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corrupt or other criminal behaviour. If the system is unpredictable and disorderly, indi-
viduals will trust their career development to patrons and friends, rather than the per-
sonnel department. If there is weak corporate identity, individuals will develop their
sense of belonging in informal groups within the organisation. If the public esteem for
the armed forces is low, then the value of “honest service” as a vehicle for esteem is
diminished and the value of economic success “at any cost” comes to the fore. Finally,
if the system is sufficiently dysfunctional, even dedicated professionals might see no
alternative to illegal (but in their view ethical) action in order to get the job done.

The challenge, therefore, for building integrity in systems with entrenched corrup-
tion is not just motivating ethical behaviour; rather, it is helping re-establish functioning
motivation mechanisms in a way that will re-align individual and organisational incen-
tives (see Box 16.2 for suggested guidelines). This requires particular attention to the
issue of organisational culture.

Organisational Culture

In addition to structures, regulations and processes, each institution has its own or-
ganisational culture. This is “the way business is done here” — a pattern of shared ba-
sic assumptions and approaches that the group considers valid for meeting internal
tasks and relating to external actors. It is actively taught to new members of the group
as the correct way to perceive and act on those issues. It consists of three layers:

Box 16.2. Guidelines for Establishing Motivational Mechanisms

1. Establish clear expectations for performance in all areas: task, ethical, contextual. Publish
clear policies and standards; establish a code of conduct for civil and military officials.

2. Establish procedures that are clear, accurate and work smoothly. Assessment, promotion
and assignment procedures are seen as fairness issues and should be high on the agenda.
Introduce incentives targeted to individuals at various levels on Maslow's hierarchy.

3. Train managers in the new policies and procedures. Make it clear that the goal is improving
quality and performance by doing business in new, more effective ways.

4. Build ownership in efforts to create a new, functioning system through personal commitment
by leadership, including frank (closed-door) discussions with civil and military managers and
unit visits.

5. Use information efforts to reach out to servicemen, defence officials and the public. Out-
reach to families can be an important tool in acceptance of the new standards (and any resul-
tant loss of income).

6. Have clear, proportional sanctions for violations. Conserve resources by focusing on admin-
istrative punishment for procedural violations, rather than criminal proceedings. Nevertheless,
a few well-publicized (and well-deserved) cases of punishment early will raise awareness of
the new expectations.

7. Regularly review progress with all major stakeholders.
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e Those visible to the outside world, including the way the organisation pre-
sents itself in facilities, furnishings and dress codes, as well as how it con-
ducts its external interactions;

e The professed internal culture, including mission statements, slogans, codes
of conduct and personal values widely expressed throughout the organisa-
tion;

e Tacit assumptions, which are unseen and assumed, not generally identified in
everyday interactions inside the organisation; some “unspoken rules” may
exist subconsciously, and others may be taboo (or discussed only during
smoke breaks).

While the first level can be observed, and the second identified through surveys
and interviews, it is difficult for outsiders (including new leadership) to understand cul-
ture at the third level. This is one of the reasons why organisational culture is the most
difficult organisational attribute to change, outlasting organisation, processes, leader-
ship and all other physical attributes of the organisation. Another reason for its resil-
ience is that organisational culture is driven by the personality of the managers in what
is known as the dominant coalition — the group of effective and essential managers
and leadership that collectively control the organisation’s resources and set its goals.

Organisational culture is found not only in the formal organisation but also in the
informal organisation — the unofficial working and social relationships that exist in par-
allel with every formal organisation. The informal organisation has several important
functions:

e Perpetuate the group’s cultural and social values;
¢ Provide social status and satisfaction through close personal interaction;
e Promote communication among members about management actions;

e Provide social control by influencing and regulating behaviour inside and out-
side the group.

Informal organisations exhibit high resistance to change; they seek to perpetuate
the values and lifestyle that they hold in common and have effective social control
tools to maintain conformity inside the group and coordinate the group’s external influ-
ence. Where the informal organisation intersects with the dominant coalition, resis-
tance to change can become powerfully entrenched.

Organisational Culture and Motivation: Friend or Foe?

Organisational culture is nested in an iron triangle of formal organisation, informal or-
ganisation and the dominant coalition, giving it a powerful effect on influencing behav-
iour. When an employee meets the same assumptions and approaches in daily busi-
ness, in social interactions and in contact with senior managers, these are quickly as-
similated as social norms and become an internal driver of behaviour.
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Where this culture remains predominantly ethical and professional, it can be har-
nessed by leadership as a powerful driver for positive behaviour. Positive social tools
to reinforce behaviour that builds integrity can include peer awards, publication of arti-
cles or mention at senior level meetings. Negative tools can include peer review
boards, naming and shaming, social shunning and dismissal/suspension. In order to
be effective, however, the group must perceive ownership of these tools, and that they
are being wielded in the interest of the group and its social norms.

In situations where corruption has become the norm, the role of organisational
culture may not be so positive. Corruption networks form their own informal organisa-
tion(s). In cases of extreme systemic dysfunction, defence professionals many have
turned to these informal networks to achieve results that the official organisation could
not — even in professional matters. Indeed, through corruption and influence peddling,
the informal organisation may have been able to consistently provide stronger and
more consistent behaviour incentives than the formal system. The result can be a de
facto shift in the “dominant coalition” to the informal organisation; in effect, institutional
capture by a shadow elite.

In this case, reform-minded leadership will be faced with an organisational culture,
propagated through powerful informal networks, that actively encourages corrupt be-
haviour. If not addressed, it risks undermining all other changes; structures and proc-
esses will change, but not “the way business is done here.” A number of strategies
have been developed to overcome this resistance (Box 16.3 provides an example).

Efforts to change organisational culture can consume enormous resources in terms
of leadership time and significantly disrupt the organisation’s daily operations. In coun-
tries where corruption is endemic in society, defence leadership will face additional
challenges in creating a culture with norms that differ from society at large. In deter-
mining their level of ambition for cultural change, a key question for leadership is
whether a critical mass of senior managers (who form much of the dominant coalition)
will support the effort. Without their clear support, or the ability to find supportive and
competent replacements, other scarce resources like leadership time and political
capital will likely prove insufficient to push through broad cultural transformation
throughout the entire defence establishment.

A two-level approach can help moderate the level of ambition without abandoning
the goal of cultural change. On one level, an extensive information campaign ensures
that new standards of behaviour and new deterrents are understood throughout the
entire defence structure. Paired with modest enforcement efforts, the goal of this effort
is to have a real (but likely modest) quantitative reduction in corruption. At the same
time, working with a small group of professionals, a more intensive effort has the goal
of qualitatively transforming “the way things are done” in one area of the defence es-
tablishment. Success in this area can become a model for others and can also provide
a supply of committed personnel with relevant experience who can act as internal
change agents in other parts of the defence system.
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Box 16.3. Organisational Culture Change Strategy

Changing organisational culture is a long-term project. At a minimum, employees need time to
get used to new ways of doing business. In companies with a very strong and specific culture,
there will likely be strong resistance. The following guidelines for cultural change can serve as
a basis on which to develop an implementation strategy:

Formulate a clear strategic vision
A clear vision of the firm’s new strategy, shared values and behaviours is needed to provide
the impulse and direction for implementing cultural change.

Display top-management commitment
Cultural change must be led from the top, since the willingness of senior management to
change is a prerequisite for success and an important indicator for the rest of the organisation.

Model cultural change at the highest level

Senior management's commitment to change must be noticeable in new values and behav-
iours that model those to be introduced in the rest of the company. It is also useful for man-
agement to show continuity of current culture in a way that calms fears about radical change.

Modify the organisation to support organisational change
This could be a minor adjustment to accommodate a new element of culture or a shift to a dif-
ferent model (e.g. autocratic to collegial) to help drive change.

Select and socialize newcomers and terminate deviants
Modifying organisational membership can help implement cultural change; people can be se-
lected and terminated based on their fit with the new culture.

Develop ethical and legal sensitivity
Change in people’s rights, roles and responsibilities may have ethical and legal implications.

Source (adapted from): Thomas G. Cummings and Christopher G. Worley, Organisation Development
and Change, 8th Ed. (Thomson South-Western, 2005).

Within the civilian defence ministry, logical areas for such a targeted effort include
policy departments, audit departments or a selected cadre of reform-minded mid-level
and senior managers. Within the armed forces, operational officers with international
experience may have the right attitude and position to link ethical behaviour to a mili-
tary ethos that considers integrity to be an important component of operational
success.

A useful concept to support such an intensive effort is the idea of a community of
practice. This is a group of people who share a profession and actively interact to ex-
change relevant knowledge. By sharing knowledge and social interaction, they natu-
rally develop a sense of joint enterprise—the thing that binds them together—and cre-
ate their own informal organisation. This can help counterbalance the influence of cor-
rupt informal organisations and provide a mechanism for introducing cultural change
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even if there is insufficient support by mid-level managers. The group’s informal inter-
actions also help its members build social capital that is useful for task fulfilment and
career advancement. Box 16.4 provides some guidelines on developing a successful
community of practice.

Box 16.4. Cultivating a Successful Community of Practice

A community of practice succeeds depending on its purpose and objective, as well as the in-
terests and resources of its members. These seven actions can help a community of practice
be successful:

e Welcome and cultivate members with different levels of participation, forming a core
(leadership) group, an active group and a peripheral group;

e Find and nurture a regular rhythm for the community; members should regularly
meet, reflect and evolve;

e Combine familiarity and excitement; offer both expected and innovative learning op-
portunities;

e  Develop both public and private community spaces;

o Create opportunities for open dialogue within as well as with outside perspectives;
e  Focus on the value of the community and provide explicit opportunities to discuss it;
e Design the community to evolve naturally.

Source: Etienne Wenger, Richard McDermott and William M. Snyder, Cultivating Communities of Practice
(Boston, MA: Harvard Business Press, 2002).

Summary

Even in systems with high levels of corruption, most people face the question “to be or
not to be corrupt” relatively rarely. On the other hand, they make a myriad of daily de-
cisions that influence the corruption climate by impacting integrity, transparency or ac-
countability. Motivating those constructive decisions should be the principle objective
of anti-corruption efforts. This will be most successful when individual, organisational
and social interests align and receive positive reinforcement. Individual needs should
be targeted with full understanding of their diversity and the hierarchy in which they
operate. Organisational needs can be supported by ensuring clear institutional respon-
sibilities, effective horizontal coordination and decision-making integrity. If an organi-
sation’s culture is ethical, it can serve as a powerful motivator, mobilizing social feed-
back across formal processes, the informal organisation and the managerial group. If
organisational culture is not ethical, then its transformation becomes a top priority for
defence leadership; unchanged, it will undermine all other reforms. This is a long-term
effort but can be achievable with political will, ingenuity in developing allies inside the
system and patience.
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