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Á Empowering 

responsible 

behaviour

Á values, targets, 

rules

Á Employees are 

trained to make 

sound ethical 

decisions.

Compliance versus Integrity: Why do people 

in organizations follow the rules of the game?

ÁAvoiding 

misconduct

Árules, 

instructions, 

controls

ÁEmployees are 

trained to 

understand the 

existing control 

system.

Compliance Integrity



Are compliance programs effective?

HSBC fines

Penalty 
Year Penalty in USD Fines for Primary & Secondary Offenses paid by HSBC in the USA and the UK

2011 10.007.000 insurance violation; investor protection violation

2012 2.301.250.000 toxic securities abuses, banking violation, anti-money-laundering deficiencies, economic sanction violation

2013 266.607.400
banking violation, mortgage abuses, wage and hour violation, consumer protection violation, economic 
sanction violation

2014 1.117.500.000
mortgage abuses, interest rate benchmark manipulation, toxic securities abuses, investor protection violation; 
foreign exchange market manipulation, banking violation

2015 825.000 consumer protection violation

2016 649.916.500
mortgage abuses, banking violation, Servicemembers Civil Relief Act, consumer protection violation, wage and 
hour violation, toxic securities abuses

2017 209.618.861 banking violation, False Claims Act and related

2018 893.400.000
fraud, investor protection violation, securities issuance or trading violation, toxic securities abuses, mortgage 
abuses

2019 203.000.000
investor protection violation, tax violations, False Claims Act and related, employment discrimination, banking 
violation, pension plan violation

2020 7.755.000 investor protection violation

2021 79.497.038 insurance violation; anti-money-laundering deficiencies, labour standards violation

Source: Compiled & updated on 19 May 22 using data from: https://violationtracker.goodjobsfirst.org/parent/hsbc . Figures in USD

https://violationtracker.goodjobsfirst.org/parent/hsbc


Whydo people NOT follow the rules?

Ą To protect organizationsagainstrule breaking
we needto understand why they break them



Imagine the typical 
white collar criminal



Fundamental 
Attribution Error Moral superiority illusion



Even prisoners are convinced that they are 
morally superior to the average person



Does your 
t-shirt 
influence 
your 
ŎƻƭƭŜŀƎǳŜǎΩ 
morality?

Gino, F., Ayal, S. & Ariely, D. 2009. Contagion and Differentiation in Unethical Behavior. 

The Effect of One Bad Apple on the Barrel. Psychological Science, 20 (3): 393-398



Do you remember 
your adventure in 
the hot air ballon?

Loftus, E. (2003) Our changeable 
memories: Legal and practical 
implications. Nature Review 
Neuroscience 4(3): 231ς234.



The myth of the bad apple



What is the pattern that connects? 



Inferno
a book project 
on corporate 
scandals



5ŀƴǘŜΩǎ ƴƛƴŜ ŎƛǊŎƭŜǎ 
of inferno reloaded. 
Welcome to 
corporate hell!

1. Ideologicaldistortion
2. Bad Bosses
3. UnrealisticGoals
4. Manipulative Language
5. Destructive Incentives
6. AmbiguousRules
7. PerceivedUnfairness
8. Dangerous Groups
9. SlipperySlope



1. Ideological distortion



«Weare doing 
DƻŘΩǎwork.» 

Jeff Skilling, Enron CEO



Harry Stonecipher, 
Boeing CEO in 2004

ά²ƘŜƴ ǇŜƻǇƭŜ ǎŀȅ L 
changed the culture of 
Boeing, that was the intent, 
ǎƻ ǘƘŀǘ ƛǘΩǎ Ǌǳƴ ƭƛƪŜ ŀ 
business rather than a 
great engineering firm. It is 
a great engineering firm, 
but people invest in a 
company because they 
ǿŀƴǘ ǘƻ ƳŀƪŜ ƳƻƴŜȅΦέ



2. Bad bosses



ά¢Ƙƛǎ ƛǎ bƻǊǘƘ YƻǊŜŀ Ƴƛƴǳǎ 
ǘƘŜ ŎƻƴŎŜƴǘǊŀǘƛƻƴ ŎŀƳǇǎέ
DER SPIEGEL, 18.8.2013

Martin 
Winterkorn, 

Volkswagen CEO 
2007-2015



άL ŘƻƴΩǘ ŎŀǊŜΦ ²Ŝ Ŏŀƴ 
ŎƘŀƴƎŜ ǇŜƻǇƭŜ ƛƴ ŀƴŘ ƻǳǘΧ 
The company is all that 
ƳŀǘǘŜǊǎΦέ 

9ƭƛȊŀōŜǘƘ IƻƭƳŜǎΩ ŀƴǎǿŜǊ 
to a head of department 
who warned against the 
24/7 work pace.



"I didn't see you in the lab when 
I went down at midnight last 
night. If you're not willing to do 
the work that's necessary, just 
ǎŀȅ ǘƘŜ ǿƻǊŘ ŀƴŘ ȅƻǳϥǊŜ ƎƻƴŜΗά

Ramesh Sunny Balwani, former 
COO of Theranos



"I will get the departures one 
way or another, through the 
ǿƛƴŘƻǿ ƻǊ ǘƘǊƻǳƎƘ ǘƘŜ ŘƻƻǊά

Didier Lombard, France Telecom

2007: 34 suicides 

2008-10: 62 suicides 
+ 41 attempts



Lance 
Armstrong 
motivating 
his team

άmotherfuckersέ 

άworthlessshitbagsέ



3. Unrealistic goals



Building a diesel filter in less than two years that 
reduces emissions by 2/3

https://www.nytimes.com/interactive/2015/business/international/vw-diesel-emissions-scandal-explained.html



άLǘ ǿŀǎ ǊƛŘƛŎǳƭƻǳǎΦ LΩŘ ōŜ ƻƴ ŎƭƛƳōǎΣ ǿƻǊƪƛƴƎ ŀǎ ƘŀǊŘ ŀǎ LΩŘ ŜǾŜǊ ǿƻǊƪŜŘΣ 
producing exactly the same power, at the same weight, and right alongside me 
would be these big-ŀǎǎŜŘ ƎǳȅǎΣ ŀƴŘ ǘƘŜȅΩŘ ōŜ ŎƘŀǘǘƛƴƎ ƭƛƪŜ ǿŜ ǿŜǊŜ ƻƴ ǘƘŜ 
ŦƭŀǘǎΗ Lǘ ǿŀǎ ŎƻƳǇƭŜǘŜƭȅ ŎǊŀȊȅΦέ

Former pro cyclist



ά{ŜǘǘƛƴƎ ǳƴǊŜŀƭƛǎǘƛŎ ŘŜŀŘƭƛƴŜǎ ŀƴŘ ŜȄǇŜŎǘŀǘƛƻƴǎ ǿŀǎ ƴƻǘ 
ŘǳŜ ǘƻ ŀ ƳƛǎǘŀƪŜ ƛƴ ƳŀƴŀƎŜƳŜƴǘΩǎ ǇƭŀƴΦ Lǘ ²!{ ǘƘŜ ǇƭŀƴΦέ 

Former Theranos manager



²Ŝƭƭǎ CŀǊƎƻ άDǊ-ŜƛƎƘǘέ ŎǊƻǎǎ ǎŜƭƭƛƴƎ ǎǘǊŀǘŜƎȅ



ά¢ƘŜ ƭŀǎǘ ǘƘǊŜŜ ƳƻƴǘƘǎ ǿŜǊŜ ƘŜƭƭΦ 9ǾŜƴ ǘƘƻǳƎƘ L ǿŀǎ ǊŜŀŎƘƛƴƎ Ƴȅ ǎŀƭŜǎ ƎƻŀƭǎΣ ƛǘ ǿŀǎ ƴƻǘ 
enough for them. Every morning I had to sit with my boss and go over the previous day and 
ŜǾŜǊȅ ǎƛƴƎƭŜ ŎǳǎǘƻƳŜǊΩǎ ǊŜƭŀǘƛƻƴǎƘƛǇΦ L ƘŀŘ ǘƻ ǘŜƭƭ ǘƘŜƳ ǿƘȅ L ŘƛŘƴΩǘ ŦƻǊŎŜ ǘƘŜƳ ƛƴǘƻ ƻǇŜƴƛƴƎ 
ǘƘŀǘ ǘƘƛǊŘΣ ŦƻǳǊǘƘΣ ŦƛŦǘƘ ŎƘŜŎƪƛƴƎ ŀŎŎƻǳƴǘΦέ 

Former salesperson, Wells Fargo

άLǘΩǎ ƭƛǘŜǊŀƭƭȅ ƛƳǇƻǎǎƛōƭŜ ǘƻ άŘŜǾŜƭƻǇέ ƳƻǊŜ ǊŜƭŀǘƛƻƴǎƘƛǇ ŀƪŀΦ ƻǇŜƴƛƴƎ ƴŜǿ ŀŎŎƻǳƴǘǎ ǿƛǘƘ 
ŎƭƛŜƴǘǎΣ ǿƛǘƘƻǳǘ άƎŀƳƛƴƎέΦ ¢Ƙŀǘ ƛƴ Ƴȅ ƻǇƛƴƛƻƴ ƛǎ ǘƘŜ ǘŜŎƘƴƛŎŀƭ ǊŜŀǎƻƴ ǿƘȅ άǘƘŜ ƎǊу ǎǘǊŀǘŜƎȅέ 
ǿŀǎ ŀ ŦƻǊƳǳƭŀ ŦƻǊ ŘƛǎŀǎǘŜǊ ŦǊƻƳ ǘƘŜ ǾŜǊȅ ōŜƎƛƴƴƛƴƎΦέ 

Former manager, Wells Fargo



4. Manipulative language



[ŜǘΩǎplay a game!

«Wall Street 
Game»

«Community
Game»

Liberman, V., Samuels, S. M. & Ross, L. 2004. The Name of the Game: Predictive Power of Reputations Versus Situational Labels in DetermiƴƛƴƎ tǊƛǎƻƴŜǊΩǎ 5ƛƭŜƳƳŀ DŀƳŜ aƻǾŜǎΦ t{t.Σ ±ƻƭΦ ол bƻΦ ф Υ ммтр-1185



ÅAggressivelanguagegames

ÅMorallydisengaginglanguage

ÅCultishlanguage

This Photoby Unknown Author is licensed under CC BY-SA-NC

https://blog.patentology.com.au/2015/05/what-do-you-do-if-you-have-complaint.html
https://creativecommons.org/licenses/by-nc-sa/3.0/


Ferdinand Piech, Volkswagen CEO on stage, 1993



ά¸ƻǳ ƘŀǾŜ ǘƻ ƪƛƭƭ 
ǘƘŜ ŜƴŜƳȅΗέ

Richard Fuld, 

CEO Lehman Brothers



Training for NEXT 
at France Telecom

"We will make them understand that we are 
at war and that in any war there are 
deaths."

"The trainers explained that we were at war. 
First, we were shown England caught in 
pincers by the Nazis. Then we were shown 
Orange caught in pincers by Free, Bouygues 
and Nokia. «

άώ¢ƘŜ ǘǊŀƛƴŜǊ ŀƭǎƻ ƳŜƴǘƛƻƴŜŘϐ ǘƘŜ ǳǎŜ ƻŦ ǘƘŜ 
method of "seppuku management" [= 
harakiri] to make the employee feel guilty in 
ƻǊŘŜǊ ǘƻ ŜƴŎƻǳǊŀƎŜ ƘƛƳ ǘƻ ǊŜǎƛƎƴέΦ

Testimonials from managers who took the 
NEXT training



How pro 
cyclists spoke 
about doping

Names for the doping 
practice: 

άǎǇƻǊǘǎ ƳŜŘƛŎƛƴŜέΣ άǊŜŎƻǾŜǊȅέΣ 
άōŜƛƴƎ ǇǊƻŦŜǎǎƛƻƴŀƭέΣ άƳŀƪƛƴƎ 
ǎǳǊŜ ȅƻǳ ǎǘŀȅ ƘŜŀƭǘƘȅέΣ 
άǇǊƻƎǊŀƳέΣ άǇǊŜǇŀǊŀǘƛƻƴέ

Namesfor EPO: 

άtƻŜέΣ ά9ŘƎŀǊέΣ άǘƘŜ oilέΣ 
άGiacaέΣ άspecialtyvitaminsέΣ 
άZumoέΣ άhΦWΦέΣ άjuiceέΣ 
άvitamin9έΣ άtherapyέΣ 
άliquidƎƻƭŘέ

άhematocritholidayέΣ ¦/L presidentHein Verbruggen 



The change management vocabulary at France Telecom

Verticalisation of HR

PIC (performance individuelle 
comparé)

Progress interviews

Developmentspace

Externalmobility

Sendingsomeoneon a 
mission



"Isn't he amazing? Some people think 
ƘŜϥǎ ǘƘŜ aŜǎǎƛŀƘΦά

Rebekah Neumann on her husband Adam Neumann, 
Weworkfounder

The companyas a cult



Predictingscandalsby analyzingthe languageof employees?



5. Destructive incentives



Two side-effects
of incentives



Tunnel vision and unintentional blindness ςThe Gorilla 
experiment

50% of participants in the experiment did NOT see the Gorilla



CreditSuisse: 
When Incentives
get out of control

Bonus 2009-2020: 37 billion CHF

Stock value since 2008: -80%



One KPI (key performance indicator) at Volkswagen: 
BeatingToyota and becomingnumberone in the world



Boeing 737max ς
A predictable 
crash?

2 KPIs: 
Speed & Cost



Gaussian 
distribution 
curve ςthe 
most toxic 
instrument ever 
used in Human 
Resources

ά5ŜŀŘ ǿƻƻŘέ WŀŎƪ ²ŜƭŎƘ



Getting rid 
of the losers

Jeff Skilling, Enron CEO



Ranking and yanking

The HR tool PIC (IndividualComparative 
Performance) at France Telecom

"Every morning, a goal to 
fulfill. A board with our names 
inscribed was placed in the 
middle of the room, to be seen 
by everyone. Depending on 
the objectives achieved, or 
not. The sales made by each 
official of the previous day 
were highlighted.»

Employee, France Telecom

Sales rankingat Wells Fargo

Daily άaƻǘƛǾŀǘƻǊέ ǊŜǇƻǊǘǎ ƛƴ 
which employees at every 
level were ranked against each 
other, with the results 
published daily. Daily meetings 
in which salespeople were 
ranked and had to justify their 
performance.



6. Ambiguous rules



My first ethics workshop for a 
company, 1999



THE GOLDEN CAR
Testing cars for emissions and fuel efficiency in the lab



άhǾŜǊ ǘƘŜ ȅŜŀǊǎΣ 
Volkswagen has developed 
a culture of tolerance for 
Ǿƛƻƭŀǘƛƻƴǎ ƻŦ ǘƘŜ ǊǳƭŜǎΦέ

Hans-Dieter Pötsch,Chairman of the 
Supervisory Board at Volkswagen



You can dope, but 
not too much

Official limit of hematocrit for 
blood controls = 50% 

Natural blood level of 
hematocrit of professional 
cyclists: around 42-43%



7. Perceived unfairness



Lance Armstrong, 7 x Winner of the Tour de France 1999-2005 



Unregulated
Dieseltrucks





8. Dangerous groups



Types of 
dangerous 

groups



Being on a 
mission



Being part of a 
revolution

«A lifesaver» 
Hillary Clinton

«A gift from nature» 
Dr. Russel Portenoy, most important pain 
specialistin the USA, the «kingof pain»

ά²Ŝ ǿƛƭƭ ǊŜǾƻƭǳǘƛƻƴƛȊŜ ǘƘŜ 
treatment both of chronic 
cancer pain» 
Richard Sackler to his sales team





ά9ƭƻƴ Ǉǳǘǎ ǊƻŎƪŜǘǎ ƛƴǘƻ 
ǎǇŀŎŜΣ ƘŜΩǎ ƴƻǘ ŀŦǊŀƛŘ ƻŦ 
the Federal Trade 
/ƻƳƳƛǎǎƛƻƴΦέ 

Alex Spiro, personal lawyer of Elon Musk



ά²Ŝ ǿŜǊŜ ŎƻƴǾƛƴŎŜŘ ǘƘŀǘ ǿŜ ǿŜǊŜ ŎǊŜŀǘƛƴƎ ƻǇǇƻǊǘǳƴƛǘƛŜǎ ŦƻǊ ƘǳƴŘǊŜŘ ǘƘƻǳǎŀƴŘ ƻŦ 
people. We were doing this amazing thing and changing the world for the better. We felt 
ǘƘŀǘ ǘƘŜǊŜ ǿŀǎ ŀ ǇƭŀŎŜ ŦƻǊ ǳǎέΦ 

άLƴ ǎƻƳŜ ǇƭŀŎŜǎΣ ƻǳǊ ƭƻŎŀƭ ƳŀƴŀƎŜǊǎ ƻƴƭȅ ƳƻǾŜŘ ǿƛǘƘ ōƻŘȅƎǳŀǊŘǎΦ ¢ŀȄƛ ŘǊƛǾŜǊǎ ǿƻǳƭŘ 
ǘƘǊŜŀǘŜƴ ǘƘŜƳ ŀƴŘ ǘƘŜƛǊ ŦŀƳƛƭƛŜǎΦ ²Ŝ ǿŜǊŜ ŦƛƎƘǘƛƴƎ ǘƻ ǎǘŀȅ ŀƭƛǾŜ ŜǾŜǊȅ ŘŀȅΦέ

Former Uber top manager



¦ōŜǊ ǿƛƭƭ άōǊŜŀƪ ǘƘŜ ōŀŎƪ ƻŦ ǘƘŜ ǘŀȄƛ ƳŜŘŀƭƭƛƻƴ ŜǾƛƭ ŜƳǇƛǊŜέ

ά¢ƘŜ ŎŀƴŘƛŘŀǘŜ ƛǎ ¦ōŜǊΣ ŀƴŘ ǘƘŜ ƻǇǇƻƴŜƴǘ ƛǎ ŀƴ ŀǎǎƘƻƭŜ ƴŀƳŜŘ 
¢ŀȄƛΦέ 

Trevor Kalanick




