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Ton na vrhu — mocan alat, ali i mac sa dvije
ostrice u rukama korporativhog upravljanja

Tone at the top — a powerful tool and
double-edged sword in the hands of corporate
governance

Rezime

Ton na vrhu predstavija poslovni ambijent — okruZenje satkano od vrijednosti koje usmjeravaju aktivnosti i ponasanje Citave organizacije.
Brojna akademska i profesionalna istraZivanja pokazala su da ton na vrhu, zbog svog proZimajuceg uticaja, moZe imati znacajne pozi-
tivne, ali i negativne implikacije na kvalitet citavog korporativnog upravijanja, ukljucujuci: sisteme interne kontrole, upravijanje rizicima
prevara, kvalitet finansijskog izvjestavanja, te efektivnost i uspjesnost poslovanja. Cilj ovog rada je da, prije svega, ukaZe na znacaj, ali
i “dvosjeklu” prirodu tona na vrhu, te da objasni odakle potice njegova moc, Sto podrazumijeva razumijevanje motivacionih faktora koji
pokrecu ponasanje ljudi kao pojedinaca i drustvenih bica. Razumijevanje bihevioralnih mehanizama pretpostavka je za efektivno uprav-
lianje tonom na vrhu, koje obuhvata: preuzimanje odgovornosti na svim nivoima, definisanje odgovarajucih vrijednosti i uvodenje praksi
koje na njima pocivaju, redovno ocjenjivanje (reviziju) tona na vrhu i vezanih rizika, te unapredivanje i promovisanje “tona na vrhu” sve
dok ne postane “raspoloZenje u sredini”. Na ovaj nacin ton na vrhu postaje “nevidljiva ruka vodilja” koja je na raspolaganju i onda kada
ne postoje formalne politike i procedure, sto omogucava zaposlenima da donose odluke i djeluju u potpuno novim situacijama, pri cemu
su rizici da ce to djelovanje odstupati od vrijednosti organizacije, u ovom slucaju, minimalni.

Kljuéne rijeéi: ton na vrhu, formalne kontrole, organizaciona kultura, ocjena, korporativno upravijanje.

Abstract

Tone at the top is a metaphor for business environment built on values affecting the activities and behavior of whole organization. A
number of researches, conducted by academics and professional institutions, has shown that tone at the top, because of its pervasive
influence, may have significant positive, but also negative, implications on the quality of total corporate governance including: systems of
internal control, risk management, financial reporting integrity and the overall business effectiveness and success. The aim of this paper
is to highlight the significance and ‘double-edged’ nature of tone at the top, and to explain what is its power built on, which implies the
understanding of motivational drivers of individual and group human behavior. The comprehension of behavioral mechanisms is the pre-
requisite for the effective management of the tone at the top encompassing: taking the responsibility at all organizational levels, defining
core values and establishing value-based practices, regular audits of the tone at the top and related risks, and finally, empowering and
promoting ‘tone at the top’ until it becomes ‘mood in the middle’. This would enable tone at the top to became the ‘unseen hand’ available,
even though formal policies and procedures may not be, and consequently enable employees to make decisions and act in a totally novel
situations. However, the risks that these actions would deviate from the organizational values, in this case, would be minimal.

Keywords: tone at the top, formal controls, organizational culture, audit, corporate governance.

* Docent na Univerzitetu u Banjoj Luci (Poljoprivredni fakultet), e-mail: tamara.stojanovic@agro.unibl.org



i Rdinancingl
uvoD

Interes za eticke vrijednosti i ton na vrhu organizacija narocito se
povecao proteklih decenija, kada je analiza uzroka kriza velikih kom-
panija ukazala na disfunkcionalni ton na vrhu generalnih direktora
i viSeg rukovodstva. Finansijska kriza iz 2008. godine posebno je
istakla znaCaj ovih pitanja jer je pokazala da su se disfunkcionalne
prakse toliko duboko ukorijenile da su neminovno dovele do niza
kolapsa koji su za posljedicu imali naruSavanje stabilnosti globalne
ekonomije i, na kraju, izmijenile odnose izmedu drzave i finansijskih
sistema u mnogim zemljama.

Ton na vrhu predstavlja koncept koji je u akademskoj literaturi
obraden sa razli¢itih aspekata, kao Sto su: finansijsko izvjeStavanje
(npr. Treadway 1987, COSO 2013, Hunton, Hoitash i Thibodeau
2011, D’Aquila i Bean 2011, Patelli i Pedrini, 2015), kvalitet rada
revizorskih firmi (npr. IFAC 2007, Reding, Sobel, Anderson, Head,
Ramamoorti, Salamasick i Riddle 2007, Bamber i lyer 2009, Tervo,
Smith i Pitman 2013, Pickerd, Summers i Wood 2014, Pyzoha, Taylor
i Wu 2017), sistemi interne kontrole (npr. D’Aquila 1998, Doyle,
Ge i McVay 2007, Yang, Zhou i Jiang, 2010, Davis i Pesch 2013,
Morales, Gendron i Guénin-Paracini 2014, Merchant i Van der Stede
2017, Stojanovi¢ 2018), etika (npr. Hosmer 1994, Weaver, Trevifio i
Cochran 1999, Schwartz, Dunfee i Kline 2005) i poslovna uspjeSnost
(npr. Hosmer 1994, Verschoor 1998, Booth i Schulz 2003). Poslovni
lideri, profesionalne organizacije i istraZivaci iz oblasti racunovodstva
i revizije pruzili su pregrst dokaza o prednostima koje ton na vrhu
donosi kada je u pitanju kontrolno okruZenje organizacije, njena
etiCka kultura i integritet finansijskog izvjeStavanja.

Ipak, razumijevanje odakle potice mo¢ tona na vrhu nije moguce
bez razumijevanja pona$anja ljudi kao pojedinaca i drustvenih bi¢a,
te motivacionih faktora koji utiCu na njihovo ponaSanje (vidjeti npr:
Livingston 1988, Enzle i Anderson 1993, Baumeister, Bratslavsky,
Finkenauer iVohs, 2001, Trevino et al. 2003, Eisenberger i Lieberman
2004, Tyler i Blader 2005, Tyler, Dienhart i Thomas 2008, Kross,
Berman, Mischel, Smith i Wager 2011, Killingsworth 2012).

Primarno se od viSeg rukovodstva o¢ekuje da uspostavi i odrZi ton na
vrhu organizacije putem ¢vrstih politika, pismene i usmene komuni-
kacije, te direktne akcije (vidjeti npr. Minkes, Small i Chatterjee 1999,
Schwartz, Kline i Dunfee 2005, CAQ 2010, ACFE 2011). | drugi autori
polaze sa istog stanovista, isticuéi odgovornost viSeg rukovodstva
i odbora direktora za ton na vrhu jer se oni tradicionalno smatraju
najuticajnijima kada je rije¢ o promovisanju etickog odlucivanja
na srednjem i nizem organizacionom nivou (vidjeti: Schaubroeck,
Avolio, Lord, Dimotakis, Hannah, Kozlowski, Trevino i Peng, 2012).
Premda strucna literatura naglaSava odgovornost i kljucnu ulogu
viSeg rukovodstva, brojni autori upozoravaju na to da eticki ton koji
uspostavljaju rukovodioci nizeg ranga moze da ima jednak uticaj na
donosSenije etickih odluka od strane zaposlenih (vidjeti npr. Hansen,
Stephens i Wood 2008, Tervo et al. 2012, Pickerd et al. 2014).

lako su kompanije Sirom svijeta razvile razliGite pristupe za us-
postavljanje etickog tona, istrazivanja su pokazala da mali broj
kompanija obavlja redovne ocjene tona na vrhu (vidjeti: PWC Fraud
Academy 2010, Hermanson, Smith i Stephens 2012). Imajuéi u vidu
njegov znacaj, brojni autori i institucije sugerisali su sprovodenje
postupka revizija organizacione kulture, ukljuéujuci i ton na vrhu
(npr. Castellano i Lightle 2005, Amernic, Craig i Tourish 2010), a
neki od njih su se bavili i praktiénim problemima sprovodenja ovih
ocjena (vidjeti npr: Hansen et al. 2008, Deloitte 2013, IIA 2017).
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1. PREGLED LITERATURE

1.1. Razumijevanje ,,tona na vrhu*

Pojam “ton na vrhu” (engl. fone at the top), manje-viSe, odomacio
se i unaSem poslovnom i struénom Zargonu, ali s obzirom na to da
potiCe iz engleskog jezika i zapadne korporativne kulture, vazno je
objasniti ga sa aspekta njegove sustine, tj. pravog znacenja, koje
nije ba$ uvijek najjasnije ni u sredinama iz kojih potice.

Metafora koja se najéeSce koristi za objaSnjavanje ovog pojma je-
ste ta da je ton na vrhu neko specificno okruZenije, tj. ambijent,
atmosfera, klima ili kultura u kojoj ljudi obavljaju svoj svakodnevni
posao. Rieger (2006, str. 28) navodi da se izraz “ton na vrhu” prvi
put spominje u preporukama Treadway Commission iz 1987. go-
dine, gdje se ton na vrhu koristi da opiSe okruzenje, uspostavljeno
od strane rukovodstva, u kojem se odvija proces finansijskog iz-
vjeStavanja. Kritican i poZeljan aspekt ovog okruZenja je, svakako,
sistem internih kontrola koje pruzaju razumno uvjeravanje da ce
neposteno finansijsko izvjeStavanje biti sprije¢eno ili na vrijeme
otkriveno. Cunningham (2005, str. 6) definiSe ton na vrhu kao “za-
jednicki set vrijednosti neke organizacije koji potice od rukovod-
stva najviSeg nivoa. Moze da bude formalizovan putem pisanih
kodeksa i drugih politika i dokumenata, ali, $to je mnogo vaznije,
on odrazava postupke ovih rukovodilaca. Da li oni rade ono §to
govore?” U ovom duhu, Sheeder (2005, str. 35) tvrdi da ton na vrhu
predstavlja “DNK integriteta neke kompanije” — osnovu za sve $to
ona radi, dok Reding i saradnici (2007, str. 7—10) opisuju ton na
vrhu kao “opSteprihvacene stavove o integritetu i svjest o kontroli,
onakve kakve ispoljava najviSe rukovodstvo neke organizacije”.
Imajuci u vidu raunovodstveno-revizorske firme, IFAC-ov Odbor
za transnacionalne revizore tvrdi da je ton na vrhu “standard Kkoji
postavlja rukovodstvo organizacije na osnovu kog se mjeri uspjes-
nost; kultura unutar koje djeluju ¢lanovi organizacije; ton koji daje
viSe rukovodstvo; nezavisno od dokumentovane strategije i politike
rukovodstva, to je ona sila koja pokrece pojedince; ‘nevidljiva ruka’
koja usmjerava aktivnosti bez obzira na to koliko je rukovodstvo
blizu mjesta deSavanja; i posvecenost kvalitetu usluge koju klijenti
dobijaju” (IFAC 2007, str. 8).

Generalno, ton na vrhu je prepoznat kao kriticna komponenta vi-
sokokvalitetnog korporativnog upravljanja koja moze da ima zna-
Cajan uticaj na svaki aspekt poslovanja organizacija. Zbog toga,
neki autori se viSe fokusiraju na signale koji ukazuju na kvalitet
i prirodu tona na vrhu, nego na samo objasnjavanje ovog pojma.
Prema Amernicu i saradnicima (2010), dobri signali bi bili:

— usvajanje stava o nultoj toleranciji na pronevjere;

— posvecenost etickim vrijednostima kao Sto su poStenje, oda-
nost, odgovornost i praviénost; ili

— ohrabrivanje transparentnosti i otvorenosti kod finansijskog
izvjeStavanja.

Losi signali obuhvataju:
— njegovanje kulture arogancije, borbenosti i neobuzdanosti;

— mijeSanje lobista u aktivnosti regulatora kako bi se podrzali
interesi date organizacije;

— neispravne racunovodstvene prakse (kao Sto su ujednaCavanje
prihoda ili odsustvo sistema interne kontrole);

— usvajanje stava pasivnosti ili popustljivosti;
promovisanje kulture obmanjivanja i laznog izvjeStavanja, ili

— zastraSivanje zaposlenih (posebno mogucih uzbunjivaca).



Naucni Gasopis za ekonomiju — 02/19

INTRODUCTION

Interest in ethical values and the tone at the top of organisations
has increased in recent years as analysis of major company crises’
causes pointed out dysfunctional tone at the top set by CEOs and
other senior managers. The financial crisis of late 2008 has focused
attention on these issues again as it shown that dysfunctional
practices took root, leading to a series of collapses that imperilled
prosperity in the global economy, and led to changes in relationship
between the state and the finance system in many countries.

Tone at the top represents a concept observed by academic
literature from different angles, including: financial reporting (eg.
Treadway, 1987; COSO0, 2013; Hunton, Hoitash & Thibodeau, 2011;
D’Aquila & Bean, 2011; Patelli & Pedrini, 2015), quality of auditing
companies engagements (eg. IFAC, 2007; Reding, Sobel, Anderson,
Head, Ramamoorti, Salamasick & Riddle, 2007; Bamber & lyer,
2009; Tervo, Smith & Pitman, 2013; Pickerd, Summers & Wood,
2014, Pyzoha, Taylor & Wu, 2017), systems of internal control (eg.
D’Aquila, 1998; Doyle, Ge, & McVay, 2007; Yang, Zhou & Jiang,
2010; Davis & Pesch, 2013; Morales, Gendron & Guénin-Paracini,
2014; Merchant & Van der Stede, 2017; Stojanovi¢, 2018), ethics
(eg. Hosmer, 1994; Weaver, Trevifio, & Cochran, 1999, Schwartz,
Dunfee & Kline, 2005) and business performancet (eg. Hosmer,
1994; Verschoor, 1998; Booth & Schulz, 2003). Business leaders,
professional organizations and researches in the field of accounting
and auditing provided a number of evidences on benefits rednered
by tone at the top in relation to the control environment, ethical
culture and the intergrity of financial reporting.

However, it is not possible to understand the sources of power of
tone at the top without understanding the behavior of human being
as individuals but also as social beings, and motivational factor
affecting their behavior (see eg. Livingston, 1988; Enzle & Anderson,
1993; Baumeister, Bratslavsky, Finkenauer &Vohs, 2001; Trevino
et al, 2003; Eisenberger & Lieberman, 2004; Tyler & Blader, 2005;
Tyler, Dienhart & Thomas, 2008; Kross, Berman, Mischel, Smith &
Wager, 2011; Killingsworth, 2012).

Top management is primary responsible to establish and maintain
adequate tone at the top of an organization by introducing firm
policies, written and verbal comunication and direct action (see
eg. Minkes, Small & Chatterjee, 1999; Schwartz et al, 2005; CAQ,
2010; ACFE 2011). Other authors have the same standpoint when
emphasizing the responsibility of top management and board of
directors as they are traditionally considered the most influential
regarding the promotion of ethical decisions on middle and lower
organizational levels (see: Schaubroeck, Avolio, Lord, Dimotakis,
Hannah, Kozlowski, Trevino & Peng, 2012). Although academic
literature points out the responsibility and key role of senior
management, many authors warn that the tone at the top set by
lower lever managers can have equal influence on making ethical
decision by employees (see eg. Hansen, Stephens & Wood, 2008;
Tervo et al, 2012; Pickerd et al, 2014).

Even though the companies around the world have develped
different apporaches to setting ethical tone, the surveys have
shown that only few of them perform regular assessments of the
tone at the top (see: PWC Fraud Academy, 2010; Hermanson, Smith
& Stephens, 2012). Considering its significance, many authors
and institutions have suggested regular audits of organizational
culture, including the tone at the top (eg. Castellano & Lightle,
2005; Amernic, Craig & Tourish, 2010), while others have dealt
with practical issues related to these assessments (see eg. Hansen
et al, 2008; Deloitte, 2013; A, 2017).

@F
1. A LITERATURE REWIEV
1.1. Understanding ‘tone at the top’

Tone at the top is a term which has, more or less, become
common in our business and professional language, but as it has
orginated from English language and western corporate culture, it
is important to explain its essence, i.e. its true meaning which may
not always be clear even in places it came from.

The methaphore most often used to explain this term is that tone
at the top represents a specific setting, i.e. ambient, atmosphere,
climate or culture where pople carry out their everyday job. Rieger
(2006, p. 28) claims that the phrase ‘tone at the top’ first appeared
in 1987 in recommendations of the Treadway Commission where
it was described as an environment set by management in which
financial reporting occurs. A critical, desirable aspect of this
environment was the establishment of ‘internal controls that provide
a reasonable assurance that fraudulent financial reporting will be
prevented or subject to early detection’ (p. 11). Cunningham (2005,
p. 6) defines tone at the top as ‘the shared set of values that an
organisation has emanating from the most senior executives. It can
be reinforced with written codes and other policies and documents,
but, more importantly, it reflects the actions of these executives.
Are they “walking the talk”?’ In similar way, Sheeder (2005, p. 35)
claims that tone at the top is ‘the company’s “integrity DNA” — the
foundation of all that it does, while Reding et al (2007, p. 7-10)
describe tone at the top as ‘the entity wide attitudes of integrity and
control consciousness, as exhibited by the most senior executives
of an organization ‘. In referring to public accounting firms, IFAC’s
Transnational Auditors Committee contends that tone at the top
is ‘the standard set by the organization’s leadership whereby
performance is measured; the culture within which the members
of the organization operate; the tone set by senior management;
irrespective of management’s documented strategy and policies, it
is the force that drives individual professionals; the “unseen hand”
that directs activities regardless of management’s proximity to the
action; and a commitment to the quality of care clients receive’
(IFAC, 2007, p. 8).

Generally, tone at the top has been recognized as a key element of
a highly quality corporate governance which may affect any aspect
of doing business. For this reason, some authors are focused more
on the cues indicating the quality and nature of the tone at the
top, instead on explaining the concept. According to Amernic et al
(2010) good cues would be as follows:

— adopting an attitude of zero tolerance to fraud,;

— committing to ethical values such as honesty, loyalty,
responsibility and fairness; or

— encouraging transparency and openness in financial reporting.
While bad cues include:

— cultivating a culture of arrogance, combativeness and
intractability;

— pressuring lobbyists to interfere with the activities of regulators
in order to ensure the organization’s interests are upheld;

— engaging in unsound accounting practices (such as income
smoothing, and failing to establish internal control systems);

— adopting an attitude of passivity or complacency;
— promoting a culture of deception and misrepresentation; or
— bullying of employees (especially with likely whistle-blowers).
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Institut internih revizora (2016, str. 1) priznaje da je ton na vrhu,
tj. organizacionu kulturu teSko definisati, ali da ona ima ogroman
uticaj na dugoroGnu uspjeSnost organizacija, razdvajajuci eticne
poslovne aktere od onih neeticnih, cijenjene organizacije od onih
nepouzdanih, organizacije koje ostvaruju svoju misiju od onih koje
to ne postizu.

1.2. Korporativni sistem i ton na vrhu

MoZemo da zaklju¢imo da ton na vrhu predstavlja svojevrstan
poslovni ambijent — okruZenje satkano od vrijednosti koje usmje-
ravaju aktivnosti i ponaSanje Citave organizacije. S obzirom na to
da ove vrijednosti utiCu na stotine odluka koje se svakodnevno
donose na svim organizacionim nivoima, to omogucava organiza-
cijama da postanu efikasne i efektivne i ostvare znaCajne uStede
u troSkovima. Ali to nije sve. Implikacije koje ton na vrhu ima na
poslovanje organizacija su mnogostruke — kako u pozitivnom tako
i u negativnom smislu.

Silverman (2018) vrlo Zivopisno objaSnjava znaCaj tona na vrhu
kada ga, zajedno sa organizacionom kulturom, svrstava u sisteme
kritiCne za misiju, 1j. sisteme koji su neophodni za opstanak nekog
poslovanija ili organizacije (ba$ kao i prodaja, proizvodnja, finansije).
Da bi se pojmio njihov znacaj, dovoljno je samo pogledati propuste u
njihovom domenu, koji su rezultirali skandalima poput Wells Fargo,’
Volkswagen? ili Uber®. | ton na vrhu i organizaciona kultura presudni
su za povjerenje zaposlenih u njihove lidere, a to povjerenje pociva
na poSteniju, etici i integritetu. Bez ovakvog povjerenja, nemoguce je
izgraditi uspjeSan poslovni tim, a nedostatak povjerenja neminovno
dovodi do odlaska zaposlenih i gubitaka talenata koji su neophodni
za postizanje uspjeha u poslovanju.

Treadway Commission (1987), Ciji je cilj bio da identifikuje uzroke
prevara u finansijskom izvjeStavanju, vjeruje da je ton koji uspostav-
lja viSe rukovodstvo (tj. korporativno okruzenje/ kultura) najvazniji
faktor koji doprinosi integritetu finansijskog izvjeStavanja, te da
ima prozimajuci uticaj na ¢itav proces sastavljanja finansijskih
izvjeStaja. Upravo kao odgovor na incidente vezane za neodgova-
rajuce finansijsko izvjeStavanje, mnoge organizacije su vremenom
uvele kodekse ponasanja, programe obuke i ostale inicijative kako
bi kreirale okruzenja koja jaCaju eticnost u odluivanju. Osnovna
svrha ovih inicijativa je osigurati da se ¢lanovi organizacije ponasaju
eti¢no, bilo da se radi o aktivnostima unutar ili izvan organizacije
(D’Aquilla i Bean 2011). Medutim, uprkos vremenu i resursima Kkoji
su investirani u ove inicijative, prevare u finansijskim izvjeStavanjima
se joS uvijek deSavaju. Prema istraZivanju koje je sprovelo Udruzenje
ovlastenih istrazivaCa prevara (engl. Association of Certified Fraud
Examiners — ACFE 2002), prevare u finansijskim izvjeStajima su
najskuplji vid prevare, €iji prosjecni gubitak iznosi 4,25 miliona
USD po Semi.

Nastavljajuci napore koje je zapocela Treadway Commission,
COSO stalno istice Cinjenicu da se “efektivnost internih kontrola
ne moze izdiéi iznad integriteta i etiGkih vrijednosti ljudi koji ih
kreiraju, upravljaju njima i nadziru ih (1992)”. Qvo uvjerenje je samo
jo$ viSe ucvrstila analiza oko 200 kompanija koje su na razliCite
nacine bile ukljuéene u prevare sa finansijskim izvjeStavanjem u

Naucni Casopis za ekonomiju — 02/19

periodu od 1987. do 1997. godine. U 83% sluCajeva pokazalo se
da su generalni direktor ili finansijski direktor bili ukljuCeni u ove
prevare (COSO 1999). COSO (1999) takode je pokazao sa kakvim
se sve posljedicama suocCavaju kompanije, kao i njihovi zaposleni,
kada su ukljuceni u prevaru. Njihovo istrazivanje pokazalo je da
je preko 50% organizacija, nakon otkrivanja prevara, ili otilo pod
ste€qj ili je pretrpjelo znacajnu promjenu u vlasnickoj strukturi.
Pored ovih posljedica, tu su i skidanje sa berzanskih lista, kao i
ogromni finansijski penali.

Takode, i drzavni zvanicnici su istakli da je upravo lo$ ton na vrhu
uzrok brojnih prevara visokog profila (Cutler 2004). Tokom velikog
broja angazmana vezanih za upravljanje rizikom prevara, KPMG je
uodio da je efektivno upravljanje, koje podrazumijeva i postavljanje
tona na vrhu, veoma vazno kada se radi o stvaranju osnove za
ublazavanje ove vrste rizika. Istrazivanje koje je PriceWaterhouse-
Coopers (PWC) Fraud Academy sprovela 2010. godine pokazalo je
da se skoro 90% ispitanika slaZe s tim da je ton na vrhu Kljucni
faktor efektivnog upravljanja rizicima u vezi sa prevarama, ko-
rupcijom i etiCkim ponaSanjem. Istrazivanje je potvrdilo da se ton
na vrhu smatra neophodnim za uspostavljanje i odrzavanje etike
i integriteta u poslovanju, te da je bez njega znacajno naruSena
sposobnost adekvatnog upravljanja rizicima.

Svi se slazu da se ton na vrhu nikako ne bi smio potcjenjivati i
zato je on nuzan element i osnova efektivne interne kontrole, kao i
korporativnog upravljanja. Tako su Merchant i Van der Stede (2017)
identifikovali ton na vrhu kao centralnu tacku kontrole organizaci-
one kulture, dok je Stojanovi¢ (2018) istakla da ugradivanje etike i
integriteta u interno/kontrolno okruzenje, tj. kulturu bilo koje orga-
nizacije, nije moguce bez adekvatnog tona na vrhu. Jednostavno,
koliko god eticki programi bili dobro osmisljeni i sprovedeni, oni
nece biti u stanju da ispune svoju svrhu ukoliko zaposleni za pri-
mjer imaju rukovodstvo koje se samo ponasa neeticno ili prec¢utno
prihvata takav vid ponaSanja od strane drugih.

Da bi zastitile svoje resurse, organizacije zavise kako od mekih/
neformalnih, tako i skupih, formalnih kontrola. S ozbirom na to da
ton na vrhu spada u tzv. meke ili neformalne vidove kontrole, koji
koegzistiraju zajedno sa formalno uspostavljenim sistemom interne
kontrole, Chtioui i Thiéry-Dubuisson (2011) pitaju se da li se ove
kontrole medusobno nadopunjavaju ili pak mogu da zamijene jedne
druge. Pravedi analizu literature iz oblasti sociologije, ekonomije,
menadzmenta, marketinga i strategije, Yang i saradnici (2010)
zakljuduju da jedan dio literature sugeriSe da formalne kontrole i
povjerenje mogu djelovati simultano, dok neka druga istraZivanja
ukazuju na to da ova dva mehanizma kontrole ipak mogu da zamije-
ne jedan drugi. Suprotno misljenju da povjerenje i ranjivost idu ruku
pod ruku, Penno (2016) identifikuje uslove u kojima se ton na vrhu
i formalne kontrole medusobno dopunjavaju, ali, takode, pokazuje i
da u istom okruzenju ove dvije vrste kontrola mogu zamijeniti jedna
drugu. Sustina je u tome da stvaranje okruzenja u kojem su ljudi
ponosni da rade doprinosi mnogim prakticnim prednostima (vidjeti:
Harter, Schmidt i Keyes 2002), kao $to su: posvecenost zaposlenih,
zadovoljstvo poslom, manije fluktuacije ljudi, ve¢a prisutnost na poslu
i bolji uinci, ukljucujuci i maniji broj radnih sporova. Ovo je veoma

' Banka Wells Fargo morala je da plati kaznu u iznosu od 185 miliona $ i vrati potro$aima 5 miliona $ naknada koje su bile neosnovano naplaéene. U izvjestaju
nezavisne komisije za nadzor, konstatovano je, izmedu ostalog, da je “ton na vrhu potpredsjednice banke, Carrie Tolstedt, bio ‘crvena zastavica’ koja se nije smjela
ignorisati” (vidjeti: https://newsroom.wf.com/press-release/community-banking-and-small-business/wells-fargo-board-releases-findings -independent).

2 Procijenjeni troSkovi skandala iznosili su do 86 milijardi $. Martin Winterkorn, generalni direktor VW, izvinio se javnosti zbog “uZasne greske nekolicine ljudi”, ali kako
se ispostavilo da to nisu bile greSke ve¢ svjesno preduzete akcije, bio je prinuden da se povuce sa mjesta direktora (vidjeti: https://www.bizjournals.com/philadelphia/
morning _roundup/ 2015/10/volkswagen-dieselgate-legal-ethics-silverman.html).

3 S obzirom na to da uprava kompanije nije preduzela niSta da zastiti investitore, oni su stvar uzeli u svoje ruke i zahtijevali od generalnog direktora, Travisa Kalanic-
ka, da da ostavku. Kalanick je kritikovan zbog svog loSeg tona na vrhu, koji se ogledao u ignorisanju Zalbi za seksualno uznemiravanje (Sto je rezultovalo velikim
fluktuacijama zaposlenih), te porivu da se pobjeduje po svaku cijenu, forsirajuéi granice eti¢nosti i zakonitosti dok nije doslo do skandala koji su narusili reputaciju
kompanije i nepovoljno se odrazili na trziSno ucesce (vidjeti: https://www.bizjournals.com/philadelphia/how-to/human-resources/2017/06/with-kalanick-out-its-time-

for-significant.html).
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The Institute of Internal Auditors (lIA, 2016, p. 1) admits that tone at
the top, i.e. organizational culture is difficult to define, but greatly
influences the long-term success of an organization, separating the
ethical performers from the unethical; the valuable organizations
from the questionable; those that achieve their mission from those
that do not.

1.2. Corporate sistem and tone at the top

We can conclude that tone at the top corresponds to a sort of
business ambient — environment woven from values influencing the
operations and behavior of a whole organization. As these values
affect hundreds of decisions made every day on all organizational
levels, they enable organizations to become efficient and effective
and achieve significant cost savings. But, that is not all. The
influences that tone at the top has on the business performance
are manifold — as in positive so in negative sense.

Silverman (2018) explains very vividly the significance of the tone at
the top, including it, together with the culture, in the mission-critical
systems — those systems “essential to the survival of a business or
organization (such as sales, operations, cash management). In order
to grasp their significance just a bit, it is enough to look at their
failures resulting in scandals such as Wells Fargo', Volkswagen?
or Uber®. Both tone at the top and the culture determine whether
employees will trust their leaders and their fellow employees, and
this trust is built on honesty, ethics and integrity. Without trust, it
is not possible to build a high-performance team, and lack of trust
results in employee turnover and loosing talents needed to achieve
business success.

The National Commission on Fraudulent Financial Reporting
(Treadway Commission, 1987), whose objective was to identify
the causal factors of fraudulent financial reporting, believed the
tone set by senior management (i.e., the corporate environment/
culture) is the most important factor contributing to the integrity
of the financial reporting process and has a pervasive impact on
the entire process by which an organization’s financial reports are
prepared. As a response to the incidences related to fraudulent
financial reporting, many organizations have developed Codes
of Conduct, training programs, and other initiatives to create
environments that foster ethical decisions. The major purpose of
these initiatives is to ensure that organizational members behave
ethically when involved in activities both internal and external
to the organization (D’Aquilla & Bean, 2011). However, despite
all the resources and time invested in such initiatives, financial
reporting frauds still occur. According to the survey conducted by
the Association of Certified Fraud Examiners (ACFE, 2002), frauds
in financial reporting are the most expensive type of fraud costing
in average $ 4.25 million by scheme.

Continuing the efforts of Treadway Commission, the Committee
of sponsoring Organizations of the Treadway Commission (COSQ),
notes that the effectiveness of internal controls cannot rise above
the integrity and ethical values of the people who create, administer,
and monitor them. (1992, p. 19). This belief was reemphasized
by COSO (1999) based on their analysis of approximately 200

companies involved in alleged instances of fraudulent financial
reporting from 1987 through 1997. In 83% of the cases, either the
chief operating officer or the chief financial officer was reported as
being associated with the financial statement fraud. COSO (1999)
has also showed what are the consequences for the companies and
their employees when engaged in frauds. Their survey demonstrated
that, after frauds were discovered, more than 50% of organizations
went bankrupt or suffered significant change in ownership. Besides,
other consequences included delistings and huge financial penalties.

Also, government officials have pointed to poor tone at the top
as causing many high profile frauds (Cutler, 2004). KPMG have
observed, over various fraud risk management engagements,
that effective governance including setting the tone at the top is
important in laying a foundation for mitigating fraud risks. The survey
conducted by PriceWaterhouseCoopers (PWC) Fraud Academy in
2010, demonstrated that nearly 90% of survey respondents agree
that tone from the top is critical in the effective mitigation of risks
related to frauds, corruption and ethical behavior. The survey
confirmed that tone at the top is vital in developing and maintaining
business ethics and integrity, and that without it, the ability to
mitigate the risk of something going wrong is significantly impaired.

Everybody agrees that tone at the top should not be underestimated
and that is why it is the key element and basis of effective internal
control and corporate governance. Thus, Merchant and Van der
Stede (2017) identified tone at the top as a central control point of
the organizational culture, while Stojanovi¢ (2018) emphasized that
embeding ethics and integrity in control/internal environment, i.e.
culture of an organization is not possible without adequate tone at
the top. No matter how good ethical programs have been created
and introduces, they will not be able to accomplish their mission
if employees, as role models, have leaders who do not behave
ethically or tacitly accept such behavior by others.

In order to protect their resources, organizations depend on both
soft/informal and expensive formal controls. As tone at the top
belongs to, so called, soft or informal controls, coexisting together
with formally established internal control system, Chtioui and
Thiéry-Dubuisson (2011) argue whether the use of one could
replace or could complement the use of the other. Similarly, Yang
et al. (2010) perform a literature review of sociology, economics,
management, marketing, and strategy literatures and conclude
that relevant literature suggests that formal and informal control
can act simultaneously, whereas other research argues the two
control mechanisms can substitute for each other. Contrary to the
belief that trust and vulnerability go hand-in-hand, Penno (2016)
identifies conditions where tone at the top and optimal formal
controls are complements, but he also show, in the same setting,
that tone at the top and optimal formal controls can be substitutes.
The point is that creating an environment where people are proud
to work has been shown to produce many other, equally practical
advantages (see e.g. Harter, Schmidt & Keyes, 2002) such as
employee engagement, job satisfaction, reduced turnover, better
attendance, and enhanced performance, not to mention a reduction
in employment litigation. This is very significant insight, because

! Wells Fargo Bank was fined $185 million and ordered to reimburse customers $5 million in fees they were charged due to these unethical practices. In the Report
of independent supervisor, it was stated that toxic tone at the top of Carrie Tolstedt, the former vice president of Community Bank, was a red flag that was ignored.
(see: https://newsroom.wf.com/press-release/community-banking-and-small-business/wells-fargo-board-releases-findings-independent)

2 Wells Fargo Bank was fined $185 million and ordered to reimburse customers $5 million in fees they were charged due to these unethical practices. In the Report
of independent supervisor, it was stated that toxic tone at the top of Carrie Tolstedt, the former vice president of Community Bank, was a red flag that was ignored.
(see: https://newsroom.wf.com/press-release/community-banking-and-small-business/wells-fargo-board-releases-findings-independent)

3 As Uber’s board didn’t protect the interests of the company’s investors, they stepped in to protect their own interests demanding that CEO Travis Kalanick resign from
his position. Kalanick had been under criticism for his poor tone at the top and culture that ignored sexual harassment complaints from female employees (causing
many to leave the company), and his drive to win at nearly all costs by pushing ethical and legal boundaries to the limit created scandals dok nije doSlo do skandals,
damaging the company’s reputation and adversely affecting its market share. (see: https://www.bizjournals.com/philadelphia’how-to/human-resources/ 2017/06/

with-kalanick-out-its-time-for-significant.html)
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vazan uvid, jer ako ton na vrhu stvara okruzenje u kojem se mogu
postici isti ili Cak bolji rezultati od onih koje pruzaju skupe formalne
kontrole, to stvara nevjerovatne mogucnosti za unapredenije kvaliteta
poslovanja i postizanja vece efikasnosti.

Znacaj tona na vrhu posebno se isti¢e u oblasti nezavisnih, profe-
sionalnih usluga, kao $to je revizija. Brojni autori, ali i profesionalne
organizacije, dotakli su se ove teme. Tako, npr., Medunarodna fe-
deracija racunovoda (IFAC) istiCe da je “ton na vrhu vazan pokreta¢
kvaliteta revizije” (IFAC 2007, str. 4). Ovo potvrduju Tervo i saradnici
(2012), Giji nalazi pokazuju da na revizore posebno utiCe ton Kkoji
postavljaju partneri firme, ali i radni odnosi koje revizori imaju sa
neposrednim rukovodiocem revizije. U velikom broju slucajeva,
upravo ovi faktori okruzenja utiGu na to da li ¢e revizorsko osoblje
da slijedi ili ne sugestije svog supervizora koje su u suprotnosti
kako sa programom revizije tako i sa vazec¢im ra¢unovodstvenim
standardima.

Prema tome, ton na vrhu ima znagajne pozitivne, ali i negativne
implikacije na upravljanje rizicima, kvalitet finansijskog izvjeStavanja
i revizorskih usluga. Ono $to je joS$ znaCajnije jeste njegov znacaj u
pogledu efektivnosti i uspjeSnosti poslovanija, koji potvrduju brojna
akademska istrazivanja. Hosmer (1994) pokazao je da organizacije
Ciji ton pociva na etiCkim pravilima imaju znatno bolje Sanse za
uspjeh nego one koje se ponasaju neposteno i neeticno. Istrazivanje
koje je Gilden (1995) sproveo pokazalo je, takode, da potroSaci
preferiraju da kupuju od kompanija koje su osjetljive na svoje
okruzenje i ispoljavaju dobro ponasanije, a investitori da investiraju
u njih. Verschoor (1998) pruza dokaze da korporacije koje isticu
etiku u korporativnom upravljanju postizu veci finansijski uspjeh,
dok Booth i Schulz (2003) otkrivaju kako snazna etitka okruze-
nja smanjuju tendenciju rukovodilaca da ostaju pri neuspjeSnim
projektima. Pored svega navedenog, ton na vrhu moze uticati i
na odluke eksternih revizora u pogledu ocjene rizika, Sto utie na
visinu naknada eksternih revizora (vidjeti: Hansen et al. 2008), {j.
bolji ton na vrhu znadi niZi rizik, a niZi rizik dovodi do niZih cijena
revizorskih usluga.

Znacaj tona na vrhu nije ograniten samo na profitne organizacije.
Tako je, npr., u finalnom izvjeStaju IstraZivanja o integritetu orga-
nizacije Ujedinjenih nacija* naglaSen znacaj tona na vrhu kako bi
se ohrabrilo dobro eticko ponasanje. O¢igledno je, dakle, da ton na
vrhu predstavlja prepoznat recept za uspjeh, bez obzira na nacin
kako se taj uspjeh definiSe.

Ipak, uprkos opStem prihvatanju tona na vrhu, i dalje su prisutna
kontrolna/interna okruzenja koja po€ivaju na suprotnim principima.
To znaci da organizacije i ljudi koji njima upravljaju, zapravo, ne
razumiju na ¢emu pociva mo¢ tona na vrhu. Organizacije moraju
da shvate da ono Sto zaista pokreée ponaSanja zaposlenih u or-
ganizacijama jeste ono $to vide i ¢uju svaki dan od rukovodilaca,
kojima podnose izvjeStaje, kao i kolega sa kojima svaki dan rade.

2. REZULTATI ISTRAZIVANJA | DISKUSIJA

2.1. lzvor mo¢i i odgovornost za ton na vrhu

Cilj ove rasprave nije da potcijeni znacaj formalnih kontrola, kao
irelevantih i nepotrebnih, jer ljudi zaista reaguju na podsticaje,
pozitivne ili negativne, posebno ako se radi o velikim kaznama ili
nagradama. Medutim, ono Sto ovdje Zelimo da objasnimo jeste zasto
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ton na vrhu ima toliku mo¢ i tako dalekosezne i duboke implikacije
na pona$anje ljudi i organizacija.

Radi se 0 tome da poruke koje prenose pojedine formalne kontrole i
mjere mogu da imaju mnogo veéi uticaj na ponaSanje zaposlenih od
samih mjera (vidjeti: Killingsworth 2012). Na primjer, uvodenje kazne
za kaSnjenje, zapravo, moze da prenese poruku da je kaSnjenje
prihvatljivo ukoliko se plati odgovarajuéa cijena. U nekim drugim
sluajevima, moguénost ostvarivanja velikin bonusa za postignute
cilieve (ostvaren plan) postaje sve ono Sto je bitno, jer prenosi
poruku da nije vazno na koji nacin ée se cilj ostvariti (vidjeti: Grant
i Singh 2011). U oba ova slucaja, skrivena poruka, 1j. ton sadrzan
u uvedenim podsticajima, istisnula je ili “zamaglila” odgovarajuce
drustveno ocekivanije ili etiCku normu (vidjeti npr: Frey i Oberholzer-
Gee 1997, Frey i Jegen 2011). Jo$ jedna poruka skrivena u komu-
nikaciji zasnovanoj na komandi i kontroli jeste ta da rukovodstvo
ne vjeruje zaposlenima. Enzle i Anderson (1993) ukazuju na to da
nadzor usmjeren ka kontroli, kao $to su ocjenjivanje uspjeSnosti ili
otkrivanje krSenja pravila, ima znaCajan negativan uticaj na unu-
tradnju motivaciju ljudi da obavljaju svoj posao. Pored toga, ukoliko
nije naveden dobronamjeran razlog za ovaj vid nadzora, zaposleni
su skloni da zakljue kako se radi o nepovjerenju u njih i njihov
rad. Moguci sporedni efekti ove poruke se kre¢u od srdzbe prema
rukovodstvu, preko stava “mi protiv njih”, do negativnog Pigmalion
efekta koji za posljedicu ima da se zaposleni ponasaju upravo onako
kako rukovodstvo od njih i ocekuje (vidjeti: Livingston 1988).

Strucnjaci i akademici znaju da odluke o ponaSanju, koje poCivaju
na vrijednostima ili pozitivnim normama ponaSanja grupe, mnogo
efektivnije doprinose uskladenosti nego odluke koje se zasnivaju na
eksternim rizicima i nagradama. To je zato Sto su unutrasnji (primar-
ni) motivacioni pokretaci ponaSanja mnogo jaci i dominatniji nego
spoljasniji (sekundarni) motivacioni faktori. Tom Tyler je sa svojim
saradnicima (2005, 2008) pokusao da identifikuje faktore koji imaju
najveci uticaj na dobrovoljnu uskladenost na radnom mjestu, takode
poznatu kao “individualna samoregulacija”. Tyler i njegovi saradnici
otkrili su da ¢e ljudi svojevoljno poStovati pravila neke organizacije
ukoliko vjeruju u njenu “legitimnost”, a legitimnost ¢e biti utoliko
veca Sto se organizacija viSe smatra eticnom i pravednom u svojim
odnosima prema zaposlenima i tre¢im licima. Trevino i saradnici
(2003) dosli su do istog zakljutka u svojim istrazivanjima koji se
tiCu uticaja fer odnosa na uskladenost, tj. poStovanje formalnih
pravila i procedura. Oni su otkrili da je percepcija zaposlenih o fer
odnosu na poslu veoma snazno povezana sa pojavama nedoli¢nog
ponasanja — §to je viSe pravicnosti, manje je nedolicnog ponasanja.
Tyler i saradnici (2005, 2008) takode su otkrili da ¢e pojedinac
radije poStovati pravila ukoliko vjeruje da su organizacione vrijed-
nosti uskladene sa njegovim vlastitim vrijednostima. To znaci da
su legitimnost organizacije i uskladenost organizacionih vrijednosti
sa vrijednostima zaposlenih najuticajniji faktori koji doprinose po-
Stovanju pravila, znatno viSe nego nagrade za dobro ponaSanje ili
strah od kazne zbog njihovog krSenja. Nije teSko zapaziti da su oba
ova faktora direktno povezana sa tonom na vrhu.

Da bi se razumjela mo¢ tona na vrhu, veoma je vazno pojmiti i
socijalni aspekt ljudske prirode i ponaSanja. Jedna od najsnaznijih
potreba ljudi jeste da se osje¢aju dobro u vezi sa samima sobom,
tako da, kao drustvena bi¢a, koriste grupe koje podrzavaju i hrane
njihove identitete i njeguju pozitivnu sliku koju imaju 0 samima sebi
(Blader i Tyler 2009). S druge strane, grupe su sklone da ne oprastaju
ponasanje koje odstupa od drustvenih i o¢ekivanja grupe. Postoje
i nauéni dokazi da se bol, koju ljudi osjec¢aju zbog odbacivanja od

4 |straZivanje o percepciji organizacionog integriteta sproveo je Deloitte & Touche LLP po narudzbi Kancelarije za usluge internog nadzora, a kao dio procesa pokretanja
Inicijative za integritet organizacije (vidjeti: https://www.google.com/url?sa=t&rct=j&q=&esrc=s&source=web&cd=18&ved=2ahUKEwjRnaD10NngAhUozqYKHfP7BbkQ
FjAAegQIABAC&url=https%3A%2F%2Fsuepo.org%2Frights%2Fpublic%2Farchive%2Fintegritysurvey.pdf&usg=A0vVaw1SDjSHiLt05SElygzuUDm-).
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if tone at the top may create the ambient where the same results
can be achieved as with expensive formal controls, this provides
incredible possibilities for improvements in performance quality and
higher efficiency.

Tone at the top is especially significant in delivering independent
professional services such as audit. Many authors, but also professional
organizations, discussed about this topic. Thus, International
Federaration of Accountants (IFAC) contends that tone at the top is
an important driver of the audit quality (IFAC, 2007, p. 4). This has
been confirmed by Tervo et al (2012) whose findings indicate that
auditors are influenced by the tone that the partner sets for the firm,
but also by the working relationship that the staff auditor has with the
supervising senior auditor. In many cases, it is these environmental
factors that influence the staff auditor’s decision of whether or not to
follow a course of action suggested by the supervisor that is contrary
to both the audit program and relevant auditing standards.

Therefore, tone at the top do have significant positive but also negative
implications on the risk management, quality of financial reporting
and auditing services. Even more important is its contribution to
business effectiveness and success confirmed by many academic
research. Hosmer (1994) finds evidence that organizations that adhere
to ethical precepts have a significantly better chance of success than
those engaged in dishonest and unethical behavior. Research, carried
out by Gilden (1995), showed that consumers prefer to purchase
from and invest in companies that are environmentally sensitive
and display good behavior. Verschoor (1998) provides evidence that
corporations that emphasize ethics as a part of corporate governance
have higher financial performance, while Booth and Schulz (2003)
find that strong ethical environments reduce managers’ tendency to
continue failed projects. Besides all the above-mentioned, tone at
the top can influence external auditors’ decisions and consequently
external audit fees (see: Hansen et al, 2008), i.e. better tone at the
top means lower risk, and lower risk leads to the lower costs of
auditing services.

The importance of tone at the top is not confined to for-profit
organizations. The United Nations Organizational Integrity Survey
2004, Final Report, for example, stressed the importance of the
United Nations having an appropriate tone at the top if it was to
encourage good ethical behavior. It is obvious, therefore, that tone at
the top represents a recognized prescription for success, no matter
how success can be defined.

However, despite general recognition of the tone at the top, there are
still control/internal environments based on opposite principles. This
means that organizations and people running them, actually do not
understand where the power of the tone originates from. Organizations
need to realize that what really drives behaviors in an organization
is what employees see and hear every day from the managers they
report to and the colleagues they work alongside daily.

2. RESULTS AND DISCUSION

2.1. The Source of Power and Responsibility for the Tone of
the Top

The aim of this discussion is not to underestimate the importance
of formal controls as irrelevant and unnecessary as people do react
to incentives, positive or negative, especially if they include severe
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punishments or rewards. However, the intetnion is to explain here
why tone at the top carry such a great power, and so far-reaching
and profound effects on human and organizational behavior.

The point is that massage hidden in some formal controls and
incentives may have much grater effect on human behavior than
incentive itself (see: Killingsworth, 2012). For example, if fine,
introduced to prevent lateness, is quite affordable, it sends massage
that being late is actually acceptable. In other cases, the prospect of
a large bonus for achieving a certain goal may signal that reaching
the goal is all that matters, regardless of the method used to get
there (see: Grant & Singh, 2011). In both cases, the incentive’s
message, i.e. the tone has displaced, or “crowded out,” a competing
social expectation or ethical norm (see e.g. Frey & Oberholzer-
Gee, 1997; Frey & Jegen, 2011). Another massage hidden in the
command-and-control communication is that management does
not trust the employees. Enzle and Anderson (1993) find that
surveillance that is perceived as having the purpose of control,
such as evaluating performance or detecting rule violations, has
a significant negative impact on intrinsic motivation to perform a
task. Also, if a benign explanation for task surveillance is absent,
employees are likely to conclude that management do not trust them
nor their work. Potential side effects of this message range from
resentment, to an “us-versus-them” attitude towards management,
to a reverse-Pygmalion effect in which employees may tend to “live
down” to the low expectations that are projected upon them (see:
Livingston, 1988).

Experts and academics know that behavior decisions, based on
values or positive norms of group behavior, contribute to complience
more effectively than decisions based on external risks and rewards.
The reason is that inner (primary) motivational drivers of behavior
are much stronger and more dominant than external (secondary)
motivational drivers. Tom Tyler et al (2005, 2008) tried to select
factors which have the greatest impact on voluntary compliance
in the workplace, also known as individual ‘self-regulation’. They
discovered that people would voluntarily obey authority if they
believe it is ‘legitimate’. A company’s authority is considered
legitimate only to the extent that the organization is perceived as
being ethical and fair in its interactions with employees and third
parties. Trevino et al (2003) have reached the same conclusion
in their researches aimed specifically at exploring the role that
workplace fairness perceptions play in compliance. They found that
employee perceptions of overall fairness in the workplace are very
strongly correlated with the incidence of misconduct—the more
fairness, the less misconduct. Tyler et al (2005, 2008) also found
that a person is more likely to follow rules if he believes that the
company’s values agree with his own. This means legitimacy and
value congruence were actually more influential on compliance
than either rewards for good behavior or fear of punishment for
transgressions. It is not difficult to notice that both of these factors
are directly connected to the tone at the top.

In order to understand the power of tone at the top it is also
important to comprehend a social aspect of human nature and
behavior. One of the strongest human needs is to feel good about
oneself and that is why people use groups to support and nourish
their identities and cultivate positive self-concepts (Blader & Tyler,
2009). On the other hand, groups can be unforgiving of behavior
that deviates from group social and behavioral expectations. There
are scientific proofs that the pain, felt as a result of group rejection,

*  The Organizational Integrity Perception Survey has been conducted by Deloitte & Touche LLP and orderd by the Office of Internal Oversight Services, in order to
develop an Organizational Integrity Initiative (see: https://www.google.com/url?sa=t&rct =j&qg=_&esrc=s&source=web&cd=2&ved=2ahUKEwj3q7zxuuPhAhVeThUIHR
8UA2QQFjABegQIABAC&url=http%3A%2F%2Fmirror.unhabitat.org%2Fdownloads%2Fdocs%2F5443_24704_2106_Report3.24.pdf&usg=A0vVaw12d1CrorJYInlUA9O
GSHYI)=j&q=&esrc=s&source=web&cd=18&ved=2ahUKEwjRnaD10NngAhUozqYKHfP7BbkQFjAAegQIABAC&url=https% 3A%2F%2Fsuepo.org%2Frights%2Fpublic%?2

Farchive%2Fintegritysurvey.pdf&usg=A0vVaw1SDjSHiLt05SElygzuUDm-)
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strane grupe, dozivljava jednako kao i fizicka bol (vidjeti npr.: Eise-
nberger i Lieberman 2004, Kross et al. 2010). Uzevsi sve to u obzir,
nije ni Gudo Sto ljudi Zele, po svaku cijenu, da budu dio grupe, tako da
pripadnost i dobar poloZaj u nekoj grupi postaju mo¢an motivacioni
faktor ponasanja ljudi. Sto je znacaj koji pojedinac pripisuje nekoj
grupi vedi, to ¢e on viSe nastojati da se identifikuje sa tom grupom
i usvoji njen sistem vrijednosti. Posljedica svega toga je sklonost
ljudi da pristaju na pravila ponaSanja koja ne moraju uvijek da budu
u skladu sa njihovim istinskim, unutradnjim vrijednostima. Ovdje
lezi mo¢ tona na vrhu, ali i opasnost koju nosi sa sobom ukoliko je
neadekvatan. Upravo u tome se ogleda njegova “dvosjekla” priroda.

Na kraju, treba imati u vidu joS$ jedan razlog zasto je ton na vrhu
“mac¢ sa dvije oStrice”. IstraZivanja pokazuju da su negativna
iskustva mnogo istaknutija, dublje utisnuta u sjeéanje i uticajnija
od onih pozitivnih (vidjeti npr.: Baumeister et al. 2001). Ukoliko
uzmemo u obzir sve interakcije izmedu rukovodilaca i zaposlenih,
na svim organizacionim nivoima, i zamislimo uticaj jednog jedinog
narusenog povjerenja, lako je zapaziti kako djeluje “tamna strana”
tona na vrhu i kako samo nekolicina lidera koji njeguju negativan ton
mogu brzo da dovedu do gubitka povjerenja u Citavu organizaciju.

Ovo su izuzetno vazni uvidi jer objadnjavaju prirodu ljudskog pona-
Sanja i moc¢ koju ima odgovarajuci ton na vrhu. Ukoliko je ovaj ton
adekvatan i zaposleni primaju jasne i nedvosmislene poruke o tome
kako se treba ponaSati, onda nije ni potrebno da postoje politike,
procedure ili struénjaci za svaku novu situaciju koja se pojavi u
poslovanju. Koliko god bio ekstenzivan i dobro osmiSljen sistem
internih kontrola unutar neke organizacije, on nikada ne moze da
bude toliko fleksibilan da odgovori na sve promjene i nepredvidene
situacije koje se svakodnevno deSavaju. Od ljudi se ocekuje da do-
nose odluke i djeluju u potpuno novim situacijama koje nisu uvijek
obuhvacene postoje¢im procedurama, tako da ton na vrhu ovdje
djeluje kao “nevidljiva ruka vodilja” koja je na raspolaganju i onda
kada formalne kontrole nisu. Medutim, ukoliko ton na vrhu pociva
na strogim komandama i kontrolama, on Salje poruku zaposlenima
da uvijek traze smjernice iz eksternog izvora. Onda nije ni ¢udo Sto
se pojavljuju razni vidovi nedolicnog ponaSanja motivisanog oCeki-
vanjem velikih nagrada, male vjerovatnoce otkrivanja ili uticajem
kolega koji ne mare za eticne norme ponaSanja.

2.1.1. Odgovornost rukovodstva za ton na vrhu

Udruzenje ovlastenih istrazivaca prevara i Centar za kvalitet revizije
smatraju da je eticki ton koji uspostavlja viSe rukovodstvo kritican
za sprecavanje, otkrivanje i odvracanje od prevara (CAQ 2010, ACFE
2011). Imajuéi u vidu da zakonski propisi, o¢igledno, nisu u stanju
da sprijeCe korporativne skandale, Schwartz i saradnici (2005) na-
vode kako je nuzno da lideri firme utemelje ispravan eticki “ton na
vrhu”. Oni naglaSavaju da izvrSni direktori i ¢lanovi odbora moraju
da pruzaju vlastiti primjer i tako promoviSu ton na vrhu kojim se
usmijeravaju aktivnosti unutar organizacije.

Polazna tacka za uspostavljanje tona na vrhu pocinje sa najviSim
rukovodstvom neke organizacije, Sto je u vecini slu¢ajeva odbor
direktora. Odbor postavlja ton unutar organizacije na nacin koji ¢e
omoguciti da on ispuni svoje odgovornosti kao Sto su: zapoSljavanje
generalnog direktora, odobravanje poslovne strategije, nadziranje
ostvarenja plana, definisanje sklonosti ka riziku, te odgovarajuéi
nadzor u pogledu ublazavanja rizika, a sve s ciliem da se sacuva i
kreira vrijednost za akcionare. Medutim, nijedna od odluka odbora
ne utiCe toliko na ton na vrhu kao izbor generalnog direktora (De-
loitte 2014). Generalni direktor je lice organizacije i glavna osoba
od koje zaposleni oGekuju viziju, vodstvo i usmjeravanje. On je taj
koji bi trebalo jasno da saopsti koliki je znacaj etickog ponaSanja
u organizaciji i ovaj stav podrZi kako svojim rije¢ima, tako i djelima
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(Minkes et al. 1999). Njegova je odgovornost da prenese poruku
svim zaposlenima da je eticnost osnovna i strateSka komponenta
vizije organizacije. Ukoliko to ne u€ini, zaposleni ¢e eticke programe
vidjeti ba§ onakvim kakvi i jesu — kao prazna obecanja (D’Aquilla
i Bean 2011).

Dakle, ¢lanovi odbora (odbor direktora, odbor za reviziju), kao i izvrSni
rukovodioci, imaju odgovornost za uspostavljanje tona na vrhu, ali i
njegovo prenoSenje na nize nivoe, kako bi taj “ton sa vrha” postao
“raspolozenije u sredini”. Na osnovu svog dugogodisnjeg iskustva u
reviziji i savjetovanju, Deloitte (2014) smatra da se to moze postici
tako Sto Ce viSe rukovodstvo osigurati primjenu izvjesnih praksi, kao
Sto su: odgovarajudi pristup zapoSljavanju i provjeri zaposlenih (gdje
se prilikom zapoSljavanja prioritet daje karakteru, pored stru¢nosti
i hemije); socijalizacija i obuka zaposlenih (mentorstvo i dopunska
obuka moraju da prenose identicne poruke u cilju jacanja eticke
kulture); sistemi nagradivanja (nagradivanje i priznanja zaposlenima
ne samo za ono Sto rade vec i za nadin na koji to rade) i postupci
prilikom odlaska zaposlenih (isti nivo poStovanja ljudi prilikom
njihovog odlaska, kao i prilikom dolaska u organizaciju).

C0SO0 (2013) u svom dokumentu Interna kontrola — Integralni okvir
ukazuje na to da ton na vrhu pruza etiGku osnovu koja bi trebalo
da utie na eticko odlucivanje kako zaposlenih na najnizem orga-
nizacionom nivou, tako i rukovodilaca srednjeg i viSeg ranga, te da
su za interne kontrole odgovorni svi zaposleni unutar organizacije.
Ovo je vrlo bitno naglasiti i razumjeti jer pojedinci su skloni da
smatraju neeticko ponaSanje opravdanim u onoj mjeri u kojoj to
mogu da racionalizuju (vidjeti: Mazar, Amir i Ariely 2008), a neeti¢no
ponas$anje njihovih kolega i pretpostavljenih je najveci argument za
ovakvu racionalizaciju. Tako su Pickerd i saradnici (2014), u svom
istraZivanju, pokazali da viSe rukovodstvo (partneri firmi) ne moze
samo da ojaca eticki ton unutar organizacije, ve¢ da na njega uticu
svi zaposleni, na svim nivoima (posebno neposredni rukovodioci).
Do istog zakljuCka su dosli i drugi autori (npr. Hansen et al. 2008,
Tervo et al. 2012, Kroll 2013) ukazujuci na uticaj nizih rukovodilaca
na Kulturu i pona$anje zaposlenih kojima su nadredeni.

2.1.2. 0dgovornost internih revizora

Funkcija interne revizije, koja bi trebalo da doda vrijednost orga-
nizaciji kroz svoje aktivnosti uvjeravanja i savjetovanja, svakako
ima posebnu odgovornost kada je u pitanju ton na vrhu. Standardi
interne revizije navode da “aktivnost interne revizije mora da ocje-
njuje i daje odgovarajuce preporuke za unapredenja korporativnog
upravljanja... promoviSuci odgovarajucu etiku i vrijednosti unutar
organizacije... (kao i putem) efektivnog saopStavanja informacija o
rizicima i kontroli odgovarajuéim dijelovima organizacije” (Standard
2110, 1A 2016). Na osnovu zahtjeva ovog standarda, moguce je
identifikovati dva vida odgovornosti funkcije interne revizije kada
je u pitanju “ton na vrhu”: (1) da ohrabri odbor za reviziju i viSe
rukovodstvo u pogledu uspostavljanja odgovarajuceg tona na vrhu,
te (2) da periodicno ocjenjuje eticku klimu sa aspekta organizacione
kulture i tona na vrhu (vidjeti: Reding i saradnici 2007).

Moglo bi se reéi da su interni revizori u jedinstvenoj poziciji da
pomognu u unapredenju tona na vrhu. Nalazi do kojih su dosli
Hansen i saradnici (2008) sugeriSu da su interni revizori svjesni
svoje sposobnosti da utiCu na ton organizacije i doprinesu pobo-
Sljanju tona na vrhu i identifikovali su Sest mogucih nacina kako da
to postignu. Prema ovim autorima, odgovornosti internih revizora u
pogledu tona na vrhu bi obuhvatale:

1. ocjenjivanje i izvjeStavanje o tonu na vrhu;

2. proSirivanje ove ocjene kako bi ona ukljucila i ton viSeg ruko-
vodstva, a ne samo generalnog i finansijskog direktora;
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is being experiences the same way as physical pain (see e.g.
Eisenberger & Lieberman, 2004; Kross et al, 2010). Considering
all the above mentioned, it is not surprising that people want, at
all costs, to be part of a group, and that is why affiliation and good
position in a group become such a powerful motivator of behavior.
The more important the group is to an individual, he/she will be
more willing to identity positively with the group and internalize the
group’s values. As a result, people are inclined to accept rules of
behavior which may not be in line with their own intrinsic values.
This is the source of tone at the top’s power but also a danger if
the tone is inadequate. That is also the explanation of its ‘double-
edged’ nature.

There is one more reason why tone at the top is considered to be a
‘double-edged’ sword. Studies show that negative experiences are
much more salient, memorable and influential than positive ones
(see Baumeister et al, 2001). If we consider all the management
interactions that workers are exposed to, at all levels of management,
and imagine the impact of a single betrayal of trust when an
employee is directly involved, it is easy to see how ‘dark side’ of
the tone at the top works and how only a few leaders, cultivating
a negative tone, can rapidly dismantle employees’ trust in the
organization.

All these insights are very important as they explain the nature of
human behavior and the power of adequate tone at the top. If the
tone is adequate and employees receive clear and unambiguous
massages on how they are expected to behave, than there is no
need for policies, procedures or experts for every new situation
occurring in business. No matter how extensive and well created
the system of internal controls could be in an organization, it can
never be so flexible to adjust to all changes and unpredictable
situations happening daily. People are expected to make decisions
and act in novel situations where authoritative guidance like policies,
procedures, or specialists are unavailable. Therefore, ton at the
top is needed as an ‘invisible guiding hand’ available even when
formal controls are not. However, if tone at the top is based on a
strong command-and-control environment, it sends the message
that employees should look externally for guidance. Thus, it is not
surprising when people become engaged in misconduct motivated
by high payoff, a low likelihood of detection, or a unethical and
persuasive co-worker.

2.1.1. Management's responsibility

The Association of Certified Fraud Examiners and Center for Audit
Quality have opined that the ethical tone set by senior management
is critical to preventing, detecting, and deterring fraud (CAQ 2010;
ACFE 2011). Since legislation alone is, obviously, not able to prevent
corporate scandals, Schwartz et al has argued that it is essential
that a firm’s leadership establish the proper ethical ‘tone at the
top’. They emphasize that executives and directors need to lead
by example and thereby promote the tone at the top as a way of
orienting an organization.

The starting point for setting the tone begins with the organization’s
governing authority, which is, in most cases, the board of directors.
The board sets the tone of the organization in the way that it
executes its responsibilities such as hiring the CEO, approving
business strategy, supervising the realization of plans, defining risk
appetite and adequate monitoring relating to risk mitigation in order
to maintain and create the value for shareholders. However, perhaps
no single decision drives tone at the top more than the selection of
the CEO (Deloitte, 2014). The CEO is the face of the organization
and the figurehead to whom employees ultimately look for vision,
guidance and leadership. A CEO should clearly communicate the
importance of ethical behavior in the organization and support this
position through words and actions (Minkes et al, 1999). A CEO
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must communicate that an ethical organization is an essential and
strategic component of the organization’s vision. If CEQ fails to do
so, that will result in employees perceiving ethics programs for what
they are — merely lip service (D’Aquilla & Bean, 2011).

Therefore, the board (board of directors, auditing committee)
members and executive management carry the responsibility to
set tone at the top, but also to transfer it to a lower organizational
levels, so the tone at the top can become mood in the middle.
Based on their long-term experience in auditing and consulting,
Deloitte (2014) believes it can be achieved if senior management
ensuring certain organizational practices are in place at all levels,
including: recruiting and screening methodologies (when hiring new
people, character should be given priority, besides competence
and chemistry); socialization and training (Mentoring and additional
training must offer consistent messages to foster an ethical
culture); reward systems (recognition and rewards not only for what
employees do, but how they do it), and employee exits policies
(people leaving the organization should be treated as respectfully
as when they were brought in).

C0SO0 (2013) in its document Internal Control — Integrated Framework
indicates that tone at the top provides ethical foundation which
should influence all ethical decisions of entry-level employees as
well as mid- and upper-level managers, and emphasizes that all
people in an organization are responsible for internal controls. It is
very important to stress out and understand this as individuals are
prone to consider unethical behavior acceptable to the degree they
can rationalize it (see: Mazar, Amir& Ariely, 2008), and unethical
behavior of their colleagues and leaders is the major argument for
this rationalization. Thus, Pickerd et al (2014), in their research,
have showed that senior executives (partners) and directors cannot
foster an ethical tone within organizations by themselves, but
rather employees at all levels of organizations influence the ethical
tone within organizations. Other authors have reached the same
conclusion (e.g. Hansen et al, 2008; Tervo et al, 2012; Kroll, 2013)
emphasizing that the influence of lower-level executives on culture
and the subordinated employees.

2.1.2. Internal auditors’ responsibility

The internal audit function (IAF), which should add value to an
organization by providing its assurance and consulting services,
definitely has special responsibility relating to the tone at the top.
Internal Auditing Standards state that the “internal audit activity
should assess and make appropriate recommendations for improving
the governance process...(by) promoting appropriate ethics and
values within the organization...(and by) effectively communicating
risk and control information to appropriate areas of the organization”
(Standard 2110, 1A 2016). In terms of this Standard, it is possible to
identify two types of IAF’s responsibility relating to the ‘tone at the
top’: (1) to encourage the audit committee and senior management
to set the proper tone at the top, and (2) periodically to assess the
ethical climate in the context of organizational culture and the tone
at the top (see Reding et al, 2007).

Thus, internal auditors are in a unique position to help improve the
tone at the top of an organization. The findings presented by Hansen
et al (2008) suggest that internal auditors are aware of their ability
to influence the tone of the organization and appear to be working
to improve the tone at the top, and they identified six potential ways
to achieve this goal. According to these authors, internal auditors’
responsibilities related to the tone at the top include:

1. Assessing and reporting on tone at the top.

2. Expanding the assessment of tone to include more of the upper-
management than just the CEO and CFO.

—
—
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3. osiguranje da ocjenu tona na vrhu viSeg rukovodstva obavljaju
interni revizori sa dovoljno iskustva i poznavanja viSeg ruko-
vodstva;

4. ispitivanje kojim licima se dostavljaju ocjene tona;

5. ispitivanje da li se moze postici veca efikasnost u radu kroz
smanjenje obima testiranja u onim oblastima u kojima snazan
ton na vrhu obezbjeduje niZi nivo rizika;

6. razmatranje da li bi se ton mogao poboljSati ukoliko bi interni
revizori ocjenjivali i davali mi$ljenje o tonu koji uspostavlja
odbor direktora.

2.1.3. Problematika ocjenjivanja tona na vrhu

Imajuci u vidu mo¢, znacaj i implikacije tona na vrhu, kako na uskla-
denost, ispravnost finansijskog izvjeStavanja, spre¢avanje prevara,
tako i na kvalitet cjelokupnog upravljanja, razumljivo je da postoji
potreba za ispitivanjem i ocjenom tona na vrhu, kao i rizika koji
iz njega proizlaze. Nazalost, iako COSO veé decenijama naglaSava
znacaj organizacione kulture, a posebno “tona na vrhu”, strucna i
akademska javnost to nekako sporo prihvata.

Istrazivanje koje je 2010. godine sprovela PWC Fraud Academy
ukazalo je na postojanje Sirokog spekira pristupa koje kompanije
koriste za uspostavljanje etickog tona®. Medutim, iako je 77% is-
pitanika izjavilo da rukovodstvo ima jasno definisan set vrijednosti
i principa, samo 36% njih je potvrdilo postojanje redovnih ocjena
njihovog znacaja i primjene. Ovo potvrduje i istraZivanje koje su
sproveli Hermanson i saradnici (2012), a koje je pokazalo da, uprkos
naglasku koje organizacije stavljaju na ton na vrhu, €ini se da ga
mnoge kompanije ne ocjenjuju redovno. S druge strane, ova istra-
Zivanja su pokazala da je ton na vrhu snazniji u organizacijama koje
sprovode njegovu ocjenu, nego kod onih koje to ne Cine, ¢ime se
sugeriSe da ocjena tona na vrhu zaista dovodi do njegovog jacanja.

Castellano i Lightle (2005, str. 10) zalaZu se za sprovodenije revizije
organizacione kulture u okviru koje bi se ocjenjivao “ton na vrhu,
kao i stav prema internim kontrolama i etickom odlucivanju”. Oni
naglaSavaju vaznost ocjenjivanja tona na vrhu kao dio izvjeStavanja
0 internoj kontroli tvrdeci da ton na vrhu (koji uspostavljaju generalni
direktor i viSi rukovodioci) utiCe na organizacionu kulturu, te da
neodgovarajuéi ton moZe lako da dovede do vecéeg rizika prevarnog
finansijskog izvjeStavanja i objasni slucajeve kolapsa korporacija.
Takode, Amernic i saradnici (2010) promovisu ideju da bi revizori
trebalo da, prilikom ocjene revizorskog rizika, uzmu u obzir i
rizike vezane za poslovno rukovodstvo, tj. rizike koji proizlaze iz
neodgovarajuceg tona na vrhu rukovodstva. S obzirom na to da je,
prema ovim autorima, pismo generalnog direktora, koje se upucéuje
akcionarima u okviru godisnjih izvjeStaja, jedan od medijuma putem
kojih korporativni lideri saopStavaju svoje stavove i vrijednosti,
analizirajuci sadrZaj ovih pisama revizori i drugi korisnici bi mogli
ste¢i dragocjen uvid u ton na vrhu datih korporacija.

Kao Sto je ve¢ spomenuto, znaCaj pracenja i ocjene tona na vrhu
sastavni je dio posla koji obavlja funkcija interne revizije. Medutim,
problematika ove ocjene u velikoj mjeri zavisi od toga koga funkcija
interne revizije izvjeStava. lako rukovodstvo organizacije (generalni
direktor i ostali izvr$ni direktori) treba da bude svjesno i informisano
o0 svom tonu na vrhu i njegovim implikacijama na rizike i poslovanje,
struénjaci su misljenja da bi bilo mnogo prihvatljiviie da interni
revizori 0 tome razgovaraju sa odborom za reviziju, a ne sa samim
rukovodstvom (vidjeti: Hansen et al. 2008). Osjetljiva priroda tona na
vrhu, kao i ostalih mekih kontrola, podrazumijeva da bi za njegovu
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ocjenu, ipak, trebalo da bude ispunjeno nekoliko pretpostavki kao
Sto su: podrska viSeg rukovodstva i odbora (formalna i neformalna),
odgovarajucéa pozicioniranost funkcije interne revizije unutar organi-
zacije, te postojanje odgovarajucih kriterijuma za ocjenu (vidjeti: [1A
2017). Redovne ocjene tona na vrhu bi, na ovaj nacin, doprinijele
njegovom jacanju, a sa druge strane bi niZi rizici koji proizlaze iz
snaznog tona na vrhu omogudili internoj reviziji da svoje resurse
usmjeri na pruzanje savjetodavnih i ostalih usluga koje bi dodale
vrijednost njihovim organizacijama.

Pristupi ocjenjivanju tona na vrhu svakako ce zavisiti od specifi¢-
nosti date organizacije i informacija koje revizorima i drugim licima
stoje na raspolaganju. Primjera radi, Deloitte (2013) identifikovao
je desetak nacina na koje se moze ocjenjivati ton na vrhu, a oni
obuhvataju sljedeée: analiza stepena i prirode prestupa, reputacije
u medijima, tona prisutnog u saopStenjima rukovodstva; koriStenje
anonimnosti prilikom prijavljivanja uocenih incidenata; anketiranje
zaposlenih; grupne diskusije; posjete razli¢itim dijelovima organi-
zacije; razgovori sa osobljem koje napusta organizaciju; intervjui i
fokus grupe; te analiza zalbi klijenata.

2.1.4. Upravijanje tonom na vrhu

Uspostavljanje odgovarajuéeg tona na vrhu pocinje sa identifikova-
njem seta temeljnih vrijednosti. Nijedna organizacija ne dolazi na
svijet sa ovim vrijednostima, veé treba da ih sama otkrije ili utvrdi
kakve bi one trebalo da budu. Preporuka je da spisak temeljnih
vrijednosti bude kratak, da se ne tice iskljucivo etike i uskladeno-
sti, ali da odrazava misiju, ciljeve i strukturu organizacije, definiSe
oCekivanja, usmjerava ponaSanje u kljuénim oblastima djelovanja,
te da inspiriSe zaposlene. Izjava o temeljnim vrijednostima prilika
je da se izdvoje najbitniji elementi pozitivne organizacione kulture
dok se istovremeno, u Sirem smislu, definiSe kako se to ovdje radi.
Upravljati tonom na vrhu znaci kreirati i odrZavati organizacionu
kulturu u kojoj svi snose odgovornost za ispravno ponasanie, jer je
tako ispravno. Za uspostavljanje i odrzavanje pravog tona na vrhu
Kljuéni su sljedeci principi (PWC, 2013):

— rukovodstvo mora da pruza konzistentnu i otvorenu podrSku
etici i pitanjima vezanim za uskladenost;

— prije uvodenja bilo kakvih promjena, potrebno je najprije razu-
mijeti kulturu koja preovladava u datoj organizaciji;

— lideri moraju konzistentno “raditi ono Sto govore”, a ne “raditi
ono $to Zele”, na nacin koji je uskladen i jaca vrijednosti i eticke
standarde organizacije;

— otvoreno i transparentno davanje nagrada i priznanja za dobro
ponasanje, a obavezno reagovanje odgovarajucim postupcima
na loSe ponasanje;

— uvodenje sistema i procesa kojima se podrzava ton na vrhu (kao
“uobiCajeni nacin poslovanja”) kako bi se omogucilo kreiranje
odgovarajuce organizacione kulture i periodiéno ocjenjivanje
efektivnosti postupaka i ponasanja lidera.

Uvodenje odgovarajuce kulture — tona na vrhu — zahtijeva pristup
kakav se koristi u marketinSkim kampanjama. Cilj je da se bude i
ubjedljiv i prozimajuci, da se okruzenje preplavi pozitivnim potsjet-
nicima tako da se poZeljne mentalne asocijacije javljaju kad god
je potrebno. To podrazumijeva saopStavanje konzistentnih poruka
Sto je ¢eSée moguce i kroz Sto je viSe mogucée kanala (pismena i
usmena saopsStenja, blogovi i tvitovi, upotreba skrinsejvera, postera,
nagrade i priznanja, elektronske poruke, veb-stranice i video-klipovi).

5 Qvi pristupi obuhvataju: uvodenje seta kljucnih vrijednosti i principa, redovno saopStavanje etickih vrijednosti od strane rukovodstva, pa ¢ak i odustajanje od poslova

koji nisu uskladeni sa etickim vrijednostima same organizacije.
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3. Ensuring that internal auditors with sufficient experience and
interaction with upper management are performing tone at the
top assessments.

4. Examining who receives results of tone assessments.

5. Examining whether efficiency gains can be achieved by reducing
testing in areas where a high tone at the top reduces the risk
of problems.

6. Considering whether tone would improve if the internal auditors
evaluated and opined on the tone set by the Board of Directors.

2.1.3.Issues of estimating ‘ton at the top’

Considering the power, significance and the implications of the tone
at the top in terms of compliance, financial reporting integrity, fraud
prevention and the quality of overall governance, it is understandable
that there is a need for estimating and auditing tone at the top
and the related risks. Unfortunately, although COSO has been
emphasizing the importance of organizational culture, including tone
at the top, for decades, it seems that professionals and academics
accepts that rather slowly.

The survey carried out by PWC Fraud Academy in 2010, has shown
that there are a wide range of approaches being used to establish
the foundations for ethical tones. However, 77% of respondents
state that leadership teams have an articulated set of values and
principles but only 36% regularly assess them for relevance and
applicability. The survey conducted by Hermanson et al [36] has
provided similar conclusions indicating that (p. A36) despite the
emphasis placed on an organization’s tone at the top it appears
that many companies do not regularly assess the tone at the top.
On the other hand, these surveys have shown that the organizations
which assess corporate culture regularly have stronger tone at the
top then the organizations not conducting regular assessments of
the tone at the top suggesting that regular assessments/audits of
tone at the top do provide its empowerment.

Castellano and Lightle (2005, p. 10) suggested the conduct of a
cultural audit in which an assessment is made of ‘the tone at the
top and the attitude toward internal controls and ethical decision
making’. They argued that the tone at the top (set by CEOs and
senior managers) affects the culture of an organization; and that
an inappropriate tone is likely to increase the risk of fraudulent
financial reporting and help explain cases of corporate collapse.
Also, Amernic et al (2010) promoted the idea that auditors should
address the issue of business leadership risk in assessing audit
risk — that is, that they should give particular attention to the risk
of an organizational leader setting an inappropriate tone at the top.
Considering that, according to these authors, the CEQ’s letter to
shareholders in annual reports is one medium used by corporate
leaders to communicate their attitudes and values, and that by
analyzing the text of such letters, auditors and other users can gain
an insight into the ‘tone at the top’ of major corporations.

As mentioned before, monitoring and estimation of tone at the top
is part of the internal audit’s function engagements. However, the
issues related to these estimations depends, to a great extent, on
the fact who receives the reports from the internal audit function.
Although an organization’s management (CEO and other executive
managers) should be aware and informed of their tone at the top
and its influences on risks and operations, experts believe that it
would be more acceptable if internal auditors communicate their
findings to the auditing committee instead of management (see

Hansen et al, 2008). Sensitive nature of tone at the top, like other
soft controls, indicate that in order to estimate it, there are some
preconditions which should be provided such as: support from
senior management and the board or the audit committee (formal
and informal), internal auditing’s reporting structure should be
sufficiently independent to ensure minimal or virtually no scope
limitation of the audit team, availability of appropriate criteria for
assessment... (see IIA, 2017). Regular audits of tone at the top
would certainly enable its empowerment, but, on the other hand,
lower risks, resulting from this, would enable internal auditors to
engage more resources in providing consulting services which are
more likely to add value to their organizations.

The approach to the tone at the top’s estimation would definitely
depend on the specifics of an organization and the information
available to auditors and other entities. For example, Deloitte (2013)
has identified ten ways to estimate tone at the top, including:
determining the extent and nature of wrongdoing; social media
reputation; tone of management communications; use of anonymity
in incident reporting; employee surveys; group discussion; facility
visits; exit interviews; interviews and focus groups, and analysis
of customer complaints.

2.1.4. Managing tone at the top

Establishment of adequate tone at the top starts with identifying
the set of core values. No company was born with a silver values
statement, but they are supposed to find out what they are or
determine what they should be. It is suggested that, by its nature, a
core values list must be short, and cannot be exclusively concerned
with ethics and compliance. It should reflect mission, objectives and
structure of an organization, define expectations, guides behavior
in key areas, and inspire employees. The values statement is an
opportunity to distill the most important elements of a positive
culture while at the same time defining in broader terms how things
are done around here. Managing tone at the top means creating
and maintaining organizational culture where everybody carries
the responsibility for proper behavior, because it is right thing to
do. Following principles are key to establishing and sustaining the
right tone at the top (see PWC, 2013):

— Management should provide consistent and visible executive
sponsorship for ethics and compliance-related issues;

— Understand what the prevailing culture is first, before attempting
to make any wide-sweeping changes;

— Leaders must consistently ‘do as they say’, not ‘do as they
want to do’, in a way that is aligned and enforces the values
and ethical standards of an organization;

— Good behaviors must be rewarded and recognized, poor
behaviors must be acted upon and necessary action undertaken,
openly and transparently;

— Embedding systems and processes to support the tone at the top
(as ‘business as usual’) in order to help shape the organizational
culture and measure the effectiveness of leadership actions and
behaviors over a period of time.

Embedding the right culture — tone at the top — requires the
implementation of the approach such as that used in marketing
campaigns. The goal is to be both persuasive and pervasive, to
flood the environment with positive cues so that the desirable
mental associations surface readily when needed. This means

5 These approaches include: establishing a set of core values and principles, regular communications of ethical values by leadership, and even declining business

where it is not aligned with the ethical values of the business.

™
~—



148

i Rdinancingl

Kad je rijeC o preporukama kako jaCati organizacionu kulturu, {j.
ton na vrhu, jedan od nacina jeste kroz priCe. Prie je lako upamtiti
i prenijeti dalje, a s obzirom na njihovu dugotrajnost i domet, ne
iznenaduje da se svaka kultura replicira i obnavlja upravo kroz
price kojima je protkana (vidjeti: Killingsworth, 2012). U kontekstu
etike i vrijednosti, price pomazu da apstraktni problemi postanu
konkretni i dokugivi, posebno kada zaposleni mogu da se identifikuju
ili saosjecaju sa njihovim akterima. Na ovaj nacin, price primarno
pomazu ljudima da uoce probleme, ali i da nauce kako da ih uspjes-
no prevazidu, ukljuCujudi i trazenje pomocéi kada je to prikladno.

Jos jedan nacin kako jacati ton na vrhu jeste kroz motivaciju putem
priznanja, jer ona Salju vrlo korisnu poruku. Cak i kada je priznanje
uruceno privatno, ono govori onome ko ga prima da organizacija cije-
ni kako odgovarajuce ponasanije, tako i samu osobu kojoj se urucuje
priznanje, $to doprinosi njenoj veéoj posvecenosti datoj organizaciji
i poStovanju autoriteta. Ukoliko se priznanje javno urucuje, korist je
viSestruka jer i drugi svjedoCe posveéenosti date kompanije etici i
uskladenosti, $to Salje pozitivnu sliku 0 samoj kompaniji.

Na kraju, jedna od najvaznijih inicijativa u ovom pogledu bila bi
propagiranje “tona na vrhu” sve dok on ne postane “raspolozenje
u sredini”. Killingsworth (2012) sugeriSe da se ovo moze postici
kroz obuke rukovodilaca i ¢lanova odbora usmjerene na razvijanje
“mekih” vjeStina i eti¢ka pitanja, ubacivanje “etickih momenata” na
sastancima rukovodstva i, najbitnije od svega, kroz uvodenje stan-
darda ponaSanja za rukovodstvo, posebno ono na najvisem nivou.

ZAKLJUCAK

Nema sumnje da kakav god primjer (ton) rukovodstvo daje, on ima
prozimajuéi uticaj na sve zaposlene u organizaciji. Ukoliko ton,
koji uspostavlja najviSe rukovodstvo, promoviSe eticko ponaSanje i
integritet, zaposleni e biti spremniji da se drze tih istih vrijednosti
jer su one u skladu sa njihovim individualnim vrijednostima. Sa
druge strane, ukoliko top menadzment tezi za profitabilno$éu, po
svaku cijenu, on tako Salje poruku zaposlenima da eticko ponaSanje
nije prioritet, $to za posljedicu ima vedi rizik pojavljivanja razlicitih
vidova prestupa, ukljuCujuci i prevare koje se, na kraju, veoma
skupo placanju.

Uspostavljanje pravog tona na vrhu sve se viSe smatra kljuénom
vjeStinom lidera da vode i podiZu uspjesne organizacije, bez obzira
na njihovu veliinu, lokaciju ili prirodu poslovanja. To je izraz koji
se sve CeSce vezuje za razvijanje i definisanje standarda etickog
pona$anja i ulogu lidera u kreiranju eticke kulture koja je jedan od
najznacajnijih pokazatelja dobrog koroporativnog upravljanja. Ljudi
imaju povjerenje u lidere za koje vjeruju da su eticni, pri Cemu se
ta etiCnost uglavnom procjenjuje na osnovu toga da li lideri svojim
postupcima opravdavaju njihovo povjerenje. Povjerenje koje zapo-
sleni imaju u svoje rukovodioce direktno se odrazava na to koliko
vjeruju u svoje organizacije. Ako imaju povjerenja u svoju kompaniju,
ljudi joj se dive, identifikuju se sa njenim ciljevima i interesima,
njena pravila smatraju legitimnim i ponaSaju se u skladu sa njima.
S druge strane, fer pravila i politike, koji se sprovode na fer nacin,
ukazuju na posvecenost kompanije etici, Sto automatski doprinosi
povjerenju kako u kompaniju, tako i u njeno rukovodstvo.

Kauzalna veza izmedu tona na vrhu i poStovanja politika i pro-
cedura (formalnih kontrola) odigledna je kao $to je ocigledno da
formalne kontrole nece biti u stanju da ispune svoju svrhu ukoliko
zaposleni za primjer imaju rukovodstvo Gije ponaSanje ne krase
etika i integritet. Nazalost, Cinjenica da mnoge organizacije i dalje
njeguju kontrolna okruzenja koja pocivaju na suprotnim principima
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govori 0 tome da organizacije, a posebno rukovodioci, ne razumiju
dovoljno faktore koji utiu na ljudsko ponaSanje i moc vlastitog
primjera — tona na vrhu.
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communicating consistent messages as often as possible and
through as many channels as possible (verbal and written
statements, blogs and tweets, use of screensavers, posters, awards
and recognition, e-mails, web pages, and videos).

When talking about recommendation how to strengthen the
organizational culture, i.e. tone at the top, one of ways is through
stories. Stories are easy to remember and pass along, and
considering their durability and reach, it is not surprising that
every culture replicates and renews itself through stories (see
Killingsworth, 2012). In the context of ethics and values, stories
help make abstract issues concrete and accessible, especially when
employees can sympathize or identify with one of the characters.
This way, stories primary help people to spot issues, but also to
teach them how to navigate these issues successfully, including
seeking help where appropriate.

Another way to strengthen tone at the top is through recognitions
as motivators, as they send a beneficial message. Even if given
privately, it tells the recipient that the organization values both the
relevant behavior and, by extension, the recipient, and will tend to
reinforce the employee’s commitment to the organization and her
acceptance of its authority. If public, the benefit is multiplied as
others in the organization witness this affirmation of the company’s
commitment to ethics and compliance, which sends a positive
image of the company itself.

Finally, one of the most important of initiatives, in this respect, would
be propagating the tone at the top until it becomes the mood in the
middle. Killingsworth (2012) suggests that this could be achieved by
training executives and board members in terms of ‘soft’ skills and
ethics, by adding ‘ethical moments’ to management meetings, and,
most crucial of all, enforcing management behavioral standards,
especially for high performers.

CONCLUSION

There is no doubt that whatever ethical example (tone) top
management sets, it has a pervasive effect on all the employees
in the organization. If the tone, set by top managers, promotes
ethical behaviors and integrity, employees will be more inclined to
hold the same values as they are in line with their own personal
values. On the other hand, if top management forces profitability at
all costs, this might signal to employees that ethical conduct is not
a priority, leading to various forms of misconduct, including frauds
which turned out to be extremely costly.

Setting the right tone at the top is increasingly viewed as a critical
leadership skill in leading and growing successful organizations,
whatever the size, location or nature of the business. It is a phrase
that is becoming increasingly associated with developing and
defining standards of ethical business conduct and the role of
leaders in setting the ethical culture which is one of most significant
indicator of good corporate governance.

Employees trust leaders whom they believe to be ethical, while at the
same time one of the main ways they judge a leader’s ethics is by
observing whether their actions justify their trust. Also, employees’
trust in leaders is directly reflected on the trust they have in their
organizations. If they trust their organization, they admire it, identify
with its goals and interests, accept its rules as legitimate ones and
behave accordingly. On the other hand, fair rules and policies,
fairly applied, show an ethical commitment at the corporate level
which automatically contributes to trust in both — the organization
and its leadership.

i Rdinancingl

Causal link between ton at the top and compliance (formal controls) is
obvious just as it is obvious that formal controls will not be able to serve
their purpose if employees as a role model have leaders who behave
unethically and without integrity. Unfortunately, the fact that many
organizations still cultivate control environments which are founded
on the opposite principles, indicates that organizations, and especially
leaders, do not understand sufficiently factors which influence human
behavior and the power of their own example — tone at the top.
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