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Abstract
The ‘ETHICS RASCI” Governance Landscape Model

A proposed framework at a developmental stage, which is specific to the areas of governance / ethics. The
model is intended to help students, start-ups, new entrants, individuals, practitioners, organizations and
governments describe and understand a complex network of entities which make up an organization’s internal
and external governance landscape. The emphasis is on the guidance of ethical behaviour within the firm and to
understand the effect the external bodies might have on the internal systems.

The framework at this stage is descriptive and suggests 6 elements for a company’s internal ethics landscape
(External Links, Top Management, HR, Incentives, Culture And Systems) and 5 elements for the external ethics
landscape in which the firm operates (under the headings Regulators, Advocacy, Sector-specific, Culture and
Informational).

Further refinement is necessary of the framework, progress will be made before conference where changes will
be presented and feedback gratefully received.

1. Background, antecedents and origins

Many areas of endeavour have their associated descriptive models. PESTEL and its relatives (variously
attributed to Aguilar (1967) and Arnold (1970) are common frameworks in business and marketing, COBIT in
IT, and SWOT analysis will be familiar as a strategic framework.

Frameworks and conceptualizations exist for internal and external systems of governance in the contexts of
business reporting (Beerbaum 2015), shareholder ownership structures (Gilson, 2006), accounting software
(Wilkin and Chenhall, 2010), boards of directors (Kim, 2016), state-owned enterprises (Hua et al, 2006), and
the internet (Cerf et al, 2014) among many others. There are also explanations of governance systems in
different regions of the world (most notably Weimer and Pape, 1999).

I propose a two-tiered model (diagram in Appendix 1 below) of internal systems and external organizations
which may influence ethical thinking and behaviour within companies, industries and countries.

Appendix 1 shows the generic version, Appendix 2 applies the model to the external governance landscape for
the UK hospitality sector, while the Appendix 3 covers the UK car-manufacturing sector. These are for
illustrative purposes only, the key to the model in the real world will be the application to a specific
organization by those most familiar with the environment in which the firm operates, in discussion with those
who may have less familiarity or different perspectives.

The model proposed is derived from an analysis of industries in the UK but is intended to be adaptable to any
national context. Different jurisdictions of course have different names or forms for each equivalent if they
exist, and they vary over time and from country to country in terms of power, reach and influence. International
bodies of course will have influence in many countries, and international companies will be subject to multiple
systems of governance at the same time.

Within each of the RASCI sections a selection of elements (organizations, trends) is presented which is by no
means intended to be definitive. No internal structure within each section is implied. The dynamic complexity
of each of these sections means any effort to pin it down would become obsolete very quickly. One element that
is very likely to be consistent, when applied to most contexts, is that there will be an international aspect. Also,
in some cases (most notably the FRC and UKCGC) there may be a connection with the other segments, and in
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some cases may be interchangeable. For example sector-specific news organizations may have an advocacy role
as well as an informational one, while at the same time being part of the support for the sector.

The discussion process around the application of the model will be more important, in my view, than the
categorization of the elements identified. It will generate discussion, sharing, and learning among those
involved, and greater familiarity with the industry and the players, as well as with the ethical issues involved.

The model proposed is purely descriptive. Any analysis resulting from it would need to be carried out by those
entities in relation to their specific environments, with their influences, their history, their aspirations and so on.

2. Relevance / application

1. Performance may be encouraged and enhanced if a firm can organize and/or be aware of its internal and
external governance landscape to identify weaknesses, duplication and absence of reporting channels,
for example, with this model as a starting point.

2. The unashamedly populist use of the word ‘ethics’ as an acronym for the internal components is
intended to be a useful aide memoir so awareness can be raised among stakeholders of ethical issues on
a basis which is comprehensive and meaningful but not bureaucratic.

3. Individual employees, and indeed many senior managers, may be identified as lacking knowledge or
appreciation of the company’s systems as a result of this analysis, this may otherwise be hidden.
Training may be initiated as a result.

4. Attitudes may change, behaviours and company rituals may be challenged

Students, start-ups, strategists, ethics committees, senior managers, board members and shareholders

may find it useful to understand the direct and indirect influences on their own internal ethical systems,

as well as their systems themselves, and the bodies which may become relevant at points in procedures
relating to ethics / governance.

6. Governments may find it useful to plan or at least influence, as much as is feasible, a nation’s
governance landscape. For example in the wake of the Odebrecht scandal in Brazil (still not fully
settled) the clear gaps became apparent within the ‘ethics ecosystem’ (Cerf et al, 2014), and a need to
address the flaws on a national scale became urgent.

e

3. The focus on systems for the internal landscape, and organizations for the external landscape.

The emphasis in this model of the internal landscape focuses more on flows of information, attitudes, routines
etc than on entities within the firm. The external governance sections of the model focus almost entirely on the
entities. This difference in emphasis stems from the following observations:

Individuals within companies move on and departments come and go much quicker than do the organizations in
the external governance landscape, and these structures have much less in common from company to company,
hence the belief that looking at internal systems, routines, procedures is a more effective way of describing
governance activity within a firm. The generic descriptor ‘reporting’ is common to all organizations, for
example.

An ‘entity’ might be an ethics officer, or a code of ethics perhaps, but these entities are meaningless without the
systems around them (Enron famously had a 65 page code of ethics).

Effective ethics systems exist because they are maintained by the people who use them, not necessarily those
who are in hierarchical control of them, or those entities within whom these systems function. So using the
systems as a focus seems more appropriate than the entities.
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Systems in the external governance landscape are of course as important as the entities themselves, as in the
internal environment, but here the institutions have a more pivotal role in creating, driving and maintaining the
systems.

The external entities listed here in most cases have key role in the landscape: to enforce the law, to investigate
wrongdoing, to regulate industry behaviour, to report the truth etc, and so their existence drives the systems.

Effective ethics systems in the external governance landscape are driven by the entities set up to promulgate
those values. However the ways that systems in the external governance landscape work may differ from one’s
expectations, and so an understanding of the specific bodies and their own internal processes is seen as more
useful than having an understanding of how a system is supposed to work.

4. The Internal ETHICS systems.
Please see Appendices 1 to 3 to see the context of this component.

Please note, for students and practitioners it seemed appropriate to use a relevant acronym as an aide memoire.
Some of the elements in some contexts will be interchangeable — it is up to the user of the tool to decide how to
adapt it to their own unique circumstances.

E — External links: the systems where contact with the outside world informs ethical behaviour within -
especially independent auditors who will be able to identify and consult on ethical issues, but also direct and
indirect links through contacts with suppliers and other stakeholders

T — Top Management Team / Tone from the Top: the system where attitudes and behaviour relating to ethics
are communicated from senior levels of the company to inform and drive behaviour at all levels.

H — HR / Hiring: the systems where a set of values and practices is nurtured and driven by HR and line
managers, reinforced through taking on new hires who align with these values, further enhanced through
induction, training and other HR initiatives.

I — Incentives: the systems where in an ideal world exemplary ethical behaviour is rewarded, publicized and
emulated, regardless of the pursuit of profit, for example, and where unethical behaviour is dealt with clearly
and fairly, and used to help avoid such behaviour in future

C — Culture: the systems where all members of the firm learn very clearly the reference points for ethical
behaviour which become part of every day life, where ethical issues are discussed openly and appreciated at an
emotional level. Ethical behaviour becomes part of ‘the way we do things around here’.

S — Systems: in addition to the systems above many other systems are needed to for the firm’s ethical approach
to function effectively. These would especially relate to reporting systems involving communications between,
for example, the following internal bodies or systems: the ethics committee, line managers, union reps, victims,
perpetrators, non-participants, board members, whistle-blowing initiatives, JCC, the audit committee etc.
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5. The External RASCI Governance Landscape
Please see Appendix 1 to see the context of this component.

Those entities which have a direct or indirect influence on ethical behaviour within organizations.

The categories are set up on the basis mainly of the key functions of the component organizations. Of course
there will be considerable overlap between categories and many entities (and their sub-functions) will fall into
multiple categories depending on the perspective of the user of the model. The examples given are generic, the
detail of each area depends entirely on the perceptions of the user and the company / industry in which they
operate.

As mentioned above this is intended as a flexible model and is in no way intended as a definitive representation.
The ‘RASCI’ acronym is suggested as a convenient aide memoire

R — Regulatory and related bodies:

Regulators themselves have varying powers but ultimately enforce law. They may originate within government
but may operate independently, they may set standards and monitor and control activity within sectors, often
with fairly strong powers to act against unethical behaviour. The bodies listed here may not be sector specific
but are involved at some level in enforcing the law. Of course most of them have an informational / advisory
role, among others, but in terms of their key functions within an industry it seems fair to include them here.
Included here also is what the author has termed a ‘standard package’ of UK legislation which any company
should be aware of if the hold customer details, employ anybody or have premises. The assumption as regards
ethics is that each law has been created in good faith, and that complying with the law is ethical in itself. This is
of course debatable at the generic level, and indeed essential to debate at the level of the user in his/her own
context.

A — Advocacy: A catch-all term which would include range from campaign groups, wider media initiatives, to
ombudsman services. Their services, communications, recommendations and public appearances can influence
companies’ ethics-related systems.

S — Sector-Specific Support: trade associations, publications, conferences, unions, training bodies, accrediting
bodies; stakeholders within this section may be general staff or managers, or both.

I — Informational entities: those bodies which investigate and report and provide information for all stakeholders
involved, mainly the press and broadcast media, but of course social media has a growing influence. They are
generally seen as intentionally objective but may become advocates on particular issues.

C- Cultural issues. This is specifically not a set of entities. This refers to the sets of attitudes and beliefs in wider
society (nationally or wider) which may have an influence on a firm’s ethical behaviour. 2019 issues would
include wider reluctance to use plastic, greater willingness to tackle climate change, growing skepticism about
executive pay etc, which may be significant influences in some contexts. These may affect the attitudes of
employees themselves, of top level decision makers, or customers. This may also affect political willingness in
central or local government to enforce the law / regulations in specific cases.
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Appendix 1. The ‘ETHICS RASCI’ Governance Landscape Model
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Appendix 2. The ‘ETHICS RASCI’ Governance Landscape Model: UK Hospitality Sector

Please note: this is based on the hotel sector which as a provider of food, drink, accommodation and leisure

facilities is intended to represent the hospitality industry at a generic level to illustrate the application of the
model. The nature and intensity of influence on the internal ethics of the company would be the subject of

further study or application by the firm. The elements listed are necessarily indicative.
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Appendix 3. The ‘ETHICS RASCI’ Governance Landscape Model: UK Car Manufacturing

Please note: this is based on a generic car-manufacturing firm and is intended to represent the industry at a
generic level to illustrate the application of the model. The nature and intensity of influence on the internal

ethics of the company would be the subject of further study or application by the firm. The elements listed are

necessarily indicative.
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