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Introduction	
	Public institutions are the embodiment of Canadian representative democracy and the people and are required, at the very least, to render services to the public they are meant to represent. Upholding public confidence in federal institutions is the primary raison d’être of every ethics program in each Canadian public service department and agency (Canada, Treasury Board Secretariat 5). While this purpose is clearly consistent across the over 100 agencies and departments of the Canadian public service, the manner in which each institution goes about achieving this trust is anything but consistent. As seen in past scandals within federal organizations and crown corporations (Gian Ghomeshi at CBC, Liberal sponsorship scandal, to name a few), having a more consistent and firm commitment to ethical leadership will ensure public servants adhere to ethical principles set out within the Values and Ethics Code for the Public Sector (hereafter: The Code). This, in turn, will not only reinforce the public’s confidence in federal public institutions, but also the confidence public servants themselves have in their own departments. 
	Ethical leadership is the single most critical element in establishing an effective ethics program within federal government institutions. Several studies have shown that the leader is the greatest influence and factor in determining the behaviour of their followers or subordinates (Schein 5). There are numerous ethical and leadership theories that insist leaders are the best suited for stitching ethics into the fabric of an institution or corporation. While these theories exist and are available, there is too much emphasis placed on the role of the leader to set “the tone at the top” and not enough attention is paid to the role of the middle manager or supervisor: the leader with the most interaction and therefore influence on an organization’s employees. Furthermore, there has yet to be a singular, definitive ethical leadership theory employed across the federal public service. I will argue that virtue or character-based ethical leadership is the best framework for instilling ethics within federal public service institutions and the critical role of middle managers. First, I will begin by examining the establishment of the current ethics program as well as the expected behaviours and accountabilities placed on leaders. Second, I will demonstrate the importance of leadership in shaping the behaviours of public servants and the role of middle managers in this process. Third, I will examine the notion of virtue ethics as a normative ethical framework and explore the opposition to this framework. Finally, I will examine virtue-based leadership and recommend how it can be instilled across the public service with a clear example for the way forward.

1. Ethics Programs in the Canadian Public Service	
	I will begin my analysis with a thorough examination of the current ethics programs within the federal public service as well as the authorities and responsibilities assigned to those in leadership positions. In the mid-twentieth century, the public service ethics program’s main function was to determine whether there existed any conflicts of interest between employees’ public and private affairs.  At the time, the sole position dedicated to this endeavour was known as the Assistant Deputy Registrar General (ADRG). The position was created in 1974 “to manage the federal government’s guidelines on conflict of interest and to process the disclosure of Cabinet members’ assets” (Saint Martin 199). Following two Commissions into Progressive Conservative-era scandals, the ADRG position was upgraded in 1986 as it was “given a separate and more visible status” (199). Following the 1993 Liberal Party landslide victory at the polls, the position was officially entitled “Ethics Counsellor” and its profile was raised even higher. The scope of this position was widened to now include conflicts of interest and lobbying oversight for Cabinet Ministers and senior bureaucrats (200). To this point, the focus of the ethics program was largely on the activities of Parliamentarians and high-ranking government officials who were often in the public eye. This idea of ethics began to shift at the turn of the new century to include a much wider focus and would soon include all public servants. In 2003, the Liberal government enacted the first codified version of public service values and ethics that included Democratic Values, Professional Values, Ethical Values, and People Values (Canada, Treasury Board Secretariat 1). The purpose of this initial version was to “set forth the values and ethics of public service to guide and support public servants in all their professional activities” (6). The Code is also meant to “serve to maintain and enhance public confidence in the integrity of the Public Service” as well as to serve to “strengthen respect for, and appreciation of, the role played by the Public Service within Canadian democracy” (7). The 2003 iteration of the Code does not spell out a role of managers, apart from those bestowed on Deputy Heads who are “responsible for preserving public confidence in the integrity of management and operations within their departments, and for maintaining the tradition of political neutrality of the Public Service and its continuing ability to provide professional, candid and frank advice” (7). 
	The current notion of ethics in the public service, specifically values and ethics discourse in its current form, was largely a response to the Liberal sponsorship scandal that rocked the Canadian political landscape in the early 2000s. The ethics program as it exists today is not a far cry from the one put in place as a result of the ensuing federal commission into the Liberal party’s sponsorship activities in Quebec. For a bit of background, this scandal, sometimes called “AdScam” or “Sponsorgate”, revolved around the misappropriation of public funds and corruption within the federal government’s contributions to various industries in the Province of Quebec. The “Sponsorship Program”, as it came to be called, was largely put in place in order to counter the ever-growing separatist sentiments within Quebec that began simmering within the province in the 1970s. The program ran from approximately 1993-2006, at a time when the Parti Québécois held considerable influence over Quebeckers, specifically in its calls to separate from Canada. Because of the alleged corruption and embezzlement said to be rampant within the program, then Prime Minister Paul Martin of the Liberal Party established the Gomery Commission to conduct a public inquiry and file a report on the issue. The reports tabled by Gomery lead to the toppling of the Liberal Government in 2006 and recommended the provision of more power and oversight to Parliamentary committees, a limit on the influence of political aides, and a requirement for public servants to clearly document their recommendations and decisions (Canada, Privy Council Office 8). 	
	When the Conservative Party took power in 2006, one of their first orders was to enact the Federal Accountability Act that eventually led to the Public Servants Disclosure Protection Act (PSDPA) being passed in Parliament. The latter Act was the law that essentially created the existing ethics regime in the public service as it mandated the creation of a mechanism for public servants to come forward to disclose wrongdoing anonymously, as a direct result of public servants’ apprehension in testifying before the Gomery Commission. More importantly, this Act also directed each department’s Executive Head to create a Code of Conduct for their organization as well as an Office of Values and Ethics. The Conservative government enacted a newer version of the Values and Ethics Code for the Public Sector that included four new values, in 2007. While some departments added their own values to the four that were originally mandated, most departments simply stuck with the new values of: Respect for Democracy, Respect for People, Integrity, and Excellence. In 2012, the same Conservative government added a fifth value, Stewardship that rounded out the five values still in place across the public service today (see fig. 1). This new and current iteration of the Code “outlines the values and expected behaviours that are meant to guide public servants in all activities related to their professional duties. By committing to these values and adhering to the expected behaviours, public servants strengthen the ethical culture of the public sector and contribute to public confidence in the integrity of all public institutions” (Canada, Treasury Board Secretariat 3). Adherence to the Code is a condition of employment for each public servant “regardless of their level or position” (2). Specific and special attention is given to Deputy Heads of each department as they “have a particular responsibility to exemplify, in their actions and behaviours, the values of the public service” (2). This last point is an important one: senior leaders have a very important role to play in instilling these values into the organizations they lead. While this responsibility should not be discounted, as we will learn throughout this paper, it is the middle manager or supervisor who has the more important role. This is simply because the supervisor has more direct interaction with employees across the organization and therefore a greater influence over the actions of the majority of employees. 

2. Tone in the Middle
	There is scant a book or scholarly article on ethical leadership that does not contain the words “tone at the top”. The expression has been used so often that it has become cliché, something to throw around to indicate the level of importance senior leadership plays in determining an organization’s culture. While the tone at the top is certainly a significant component of an organization’s ethical direction, it is the middle managers that drive the culture on the ground. As a leader, it is hard to influence the actions of others being twice, three times, or even four times removed from the playing field. While senior leaders can certainly set the right example, put out key messages, and influence the ranks of leadership beneath them, it is nearly impossible for them to be as present as supervisors within the majority of an organization.
Fig. 1. Values and Ethics Code for the Public Sector. Treasury Board Secretariat, Canada.
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	Additionally, if an organization is banking on the tone at the top as the only means through which to infuse ethics into their institutions’ DNA, it would be a mistake. This is especially true in the federal public service, where most departments number in the thousands, are very widely dispersed across the country, and whose senior leaders are often not present nor relevant to a public servant’s daily activities. While it would be fair to say that senior leaders set the ethical tone at the top of the organization, if that tone is not reiterated and strengthened throughout the organization at every level, that tone will not reverberate throughout the rest of the workforce. That is why it is crucial to expand the aim of who must set the tone in an organization from it being focussed strictly at the top, to one that is includes middle managers as key contributors. 
	So serious is the middle manager’s role in creating an ethical workplace that Jim Clifton, chairman and CEO of Gallup (the global analytics and advice firm), states that “whom you name manager is the single most important impactful thing you do with ethics” (O’Brien). Employees, either consciously or unconsciously judge their workplace as being ethical or not based on their opinion of their immediate supervisor. Ethics, like politics, Clifton claims is “local, local, local” (O’Brien). Clifton reiterates that “If I think my boss treats me ethically and honestly, that is what I think of the company. That is a pretty intense finding in all of Gallup’s work in the last couple of decades” (O’Brien). Employee engagement in the workplace begins with the middle manager and this engagement is the first step in hardwiring ethics into an organization. Senior executives are always expected to “talk the talk” but employees will always look to their supervisor or middle manager to see if they “walk the walk” and this is ultimately what drives their opinion of whether or not they work in an ethical environment. 

3. Importance of leadership in shaping behaviours	
	Prior to delving into the importance of leadership in shaping the behaviours and actions of followers, it would be crucial to define “ethical leadership” for the purposes of this paper. Brown et al. defines ethical leadership as “the demonstration of normatively appropriate conduct through personal actions and inter-personal relationships and the promotion of such conduct to followers through two-way communications reinforcement, and decision-making” (120). Unpacking this definition will lead one to believe that ethical leadership involves not simply being just when allocating rewards and benefits, but also emphasizing the importance of values, communicating with others in an honest and open manner, as well as demonstrating compassion, fairness, altruism, honesty, and justice (Nyokorung 57). 
	Since knowing, understanding, and abiding by The Code represents a duty of each public servant, the way in which these values are inculcated is a critical element. As it stands, each department in the Canadian public service has its own approach for teaching its employees about The Code and its values; usually it is done through training, mostly online though sometimes in-person. While this initial “on-boarding” gives the public servant an idea of what the values are, it is left largely to each individual to discover how these values take shape within their work context. It is at this exact juncture that ethical leadership plays such a critical role. While having a code of ethics is certainly a useful tool to aid, instill and promote ethical behaviours, codes of conduct cannot do this work alone. Although a code of conduct, is among the most popular instruments for injecting ethics into an organization, there is no evidence that these codes actually improve ethical standards (Brien 63). One reason as to why codes do not, on their own, invoke ethical conduct within organizations could be because “The leaders of an organization may not fully support the code or affirm the importance of ethics in organizational life” (63). A leader’s support of and enthusiasm toward a code of conduct is critical to its success; in the opposite sense, a leader’s lack of support towards a code will likely lead to apathy on the part of their followers (63). Further, if employees are not encouraged to see the values within the code, they will not be disposed to follow it (64).  Codes of conduct, including the Values and Ethics Code for the Public Sector, currently in place across federal public institutions, can be a good first step; however, without the steadfast support and steering from supervisors, they are simply written rules not likely to be followed. While codes of conduct seem to have a positive impact on their members, their effectiveness depends on the quality and content of a code as well as on their implementation (Weber et al. 1). 
	As noted by Arjoon, “Generally codes do not inspire employees to more worthwhile habits of behaviour to achieve excellence” (160). While a code of conduct can specify to employees what is meant by ethical conduct and be effective in encouraging ethical behaviour, without the necessary preconditions, they can be ineffective (160).  In other words, although having a code of conduct is considered essential within organizations, without an appropriate mechanism or agent to instil these values into the organization’s lifeblood, codes are much less effective. I will argue that this key agent within federal public institutions is the middle manager or supervisor. The role of the leader in ensuring ethical behaviour is paramount. Organizations need to “recognize that… managers are key representatives of the firm’s ethical standards, often known as the symbolic figures who set standards of performance by modelling behaviour” (Valentine and Johnson 50). For Arjoon, true leaders in any realm have an obligation to articulate a clear vision for the common good and be equipped with the means to promote it. He further notes, “Ethics is the central task of leadership, in fact, true leadership is ethical leadership” (171). What makes a good leader is that “he or she is relatively more developed in the virtues and that person has a clear vision of the common good and the means to achieve it” (172). 	 
	The second most critical function of an entire ethics program, let alone a code of conduct, is to demonstrate role modeling behaviour by management (Kaptein 473). The risk of employees behaving unethically increases should their perception be that their managers do not take ethics seriously (Mayer et al. 2). However, being a supervisor does not immediately make you a good ethical role model (Brown and Trevino 590). Managers “must possess the other key elements of model attractiveness such as competence, nurturance, and credibility” (590). More research conducted by Weaver et al. found that “the presence of an ethical role model in the work place helps foster ethical behavior” (320).
	Thus, having a code of conduct is simply not enough, nor is it enough for organizations to merely demonstrate a clear “tone at the top” or senior executive commitment to ethics. In order for ethical behaviour to be instantiated to everyday attitudes and behaviours, it requires a supervisor’s support and guidance and is likely to occur when actively managed by someone with narrower or more focused duties (Minkes et al. 328). Essentially, “the tone in the middle”, which occurs at intermediate levels below the board of directors, is what truly sets the tone for ethical behaviour in the workplace. This is true because this is where “many of the interactions occur, which govern employees’ interpretation of what is or is not acceptable behaviour” (329). Organizational scholars and experts have long since known that there is a relationship between what leaders do and the norms and codes of their units (Schein 210). Edgar Schein, who has written extensively and successfully on the role of leaders and organizational culture, has argued that the “primary embedding mechanisms, include paying attention to, measuring, and controlling followers’ behaviour, as well as the primary mechanisms for role modeling and coaching followers to exhibit exemplary ethical behaviour and to avoid unethical behaviour” (Brown et al. 120). This idea then, also lends credence to the thinking that it is not simply any level of leadership that has an impact on followers’ or employees’ behaviour, but a level of leadership that has direct access and ability to influence, pay attention to, role model, and coach employees: middle managers or supervisors. This is because the leaders in the middle of the organization have a direct, unobstructed contact with, and model the behaviour and character of, employees.  This same study by Brown et al. has also shown that when an individual believes their supervisor to be ethical, that employee reports individual and work unit psychological states that are conducive to more ethical conduct (392). 
	A plethora of studies has demonstrated that the single most important component or element that determines how employees behave within the workplace is the conduct of their immediate leader. A 2012 study conducted by Schaubroeck et al. sampled over 2,500 U.S. Army soldiers who were deployed to Iraq in 2009 to determine ethical conduct, cognitions, attitudes, and well-being (1060). The conclusion of the study was that while ethical culture, training, or peer behaviour had an impact on soldiers’ behaviour, no element was more critical than the role played by each leader in the organization. Leaders should be encouraged to embed their assumptions and expectations regarding ethical conduct into their work units, as this leads to the creation of strong ethical cultures (1073). In this same vein, leaders should be allocating resources to illustrate to their followers what acceptable and unacceptable behaviour is expected of them. This could include selection, promotion, training, and performance evaluations based on the importance of behaving ethically. Leaders, and specifically, supervisors, must be keenly aware and understand their influence over their followers’ behaviours and beliefs. The study noted the importance of leaders to consider both direct and indirect impacts of their behaviour on the work unit’s ethical culture (1074). As noted in the study, “The understandings concerning norms, standards, and sanctions for ethical behavior (that is, ethical culture), which reflected the expectations and desires of leaders at various levels, were found to be the most potent and proximal influence on follower cognitions and behavior” (1076). 
	Another study, based on the Singapore construction industry, surveyed 62 construction workers on their ethical attitudes and inclinations in relation to their leaders. The study determined that, “apart from developing the formal documents on ethical conduct leaders need to demonstrate ethical leadership in their daily behaviors, decisions, and actions” (Toor and Ofori 544). Additionally, “leaders who model ethical behaviour… inspire employees to do likewise and thus win their firms in the end” (544). Leaders can further develop a positive organizational culture that can facilitate the development of ethical leaders and followers and can use their power to establish employee self-regulation within this culture such that ethical practices become the norm within the organization (544). This study concluded, “By sending out strong messages about ethics and establishing clear reward and sanction systems within their teams, leaders can do a lot to create an ethical organizational context” (Toor 545). 
	Within this same scope, another study that was conducted with 191 working adults yielded similar results indicating a strong linkage between the role of the middle manager and an organization’s ethical conduct. The participants selected were affiliated with a large university and included alumni, students, professors and university staff. The study sampled set out to determine what impact, if any, ethical leadership had in increasing follower citizenship behaviour. Ultimately the study uncovered that “ethical leadership should not be considered as simply a method to reduce deviance but also may be a citizenship-enhancing force in organizations by promoting follower citizenship behaviours” (Avey et al. 580). 
	These three studies have each determined the very strong correlation between a supervisor’s ethical behaviour and the behaviour of their followers. While they come from three completely different contexts, the US military, an East Asian construction company, and university-affiliated individuals, the lessons they convey are the same. Regardless of the context, leaders are an integral part of any organization and several studies have demonstrated the need for ethical leadership to ingrain ethical conduct into organizations. Essentially, these and many other studies have stressed the “importance and enormity of leader influence on subordinates and ethical environment that prevails within the organization” (Yukl 40). 
	I have discussed the impact and importance of an effective ethical leadership on employees’ behaviour. Now I will argue that using a virtue or character-based ethics approach to leadership is the most beneficial model for the public service. Since leaders who are “closer to the ground” have a higher interaction with employees, the focus should be on them to instill values into the organization. While there is much literature on the importance of the “tone at the top”, I would argue that within public institutions, the “tone at the middle” is more critical for the establishment of a values-based ethical culture. Although the senior and most visible leaders in organizations have an important role to play in this equation, no other element informs employees’ daily behaviour as much as the supervisor to whom they report. For the vast majority of public servants, their supervisor is a middle manager, sandwiched between the field and the Executive cadre. It is this supervisor who will provide employees with a daily example of what behaviours they are expected to exhibit, how to solve problems, whom to seek for help. It is also this leader who will reward or punish their ethical or unethical behaviour.

4. Virtue Ethics 
	From a Western perspective, virtue ethics is primarily the brainchild of the classical Greek thinker Aristotle. While I will refer to Aristotle’s works initially, I will also refer to a modern writer on this topic who is a proponent of virtue ethics, Alasdair MacIntyre. Finally, I will use more contemporary writers and academics, some of whom have conducted studies on the topic of virtue-based leadership. Virtue ethics is considered one of the most important philosophical approaches to normative ethics, which focuses on action rather than an analytical or methodological examination of ethics. Normative ethics can be easily contrasted with meta-ethics, some examples of which are “intuitionism, or naturalism, or emotivism” (Gewirth 190).  The emphasis on normative ethics is preferred in the public service context, as, I will argue, virtuous action on the part of leaders will lead to the positive instilment of the five values across the public service. From a rudimentary perspective, virtue ethics can be described as a thinking that prioritizes character excellence and righteous qualities of an individual. This is different from other approaches that would emphasize the use of rules (deontology) or the impact of one’s actions (consequentialism) in determining moral worth. Morality, in virtue ethics, should be expressed by “be this” rather than “do this” (Stephens 1882). Virtue ethics views the heart of ethics as being the agent (i.e. the character and dispositions of the person), rather than the agent’s actions or duties (Knights and O’Leary 130). One of the main aims of virtue ethics would be produce “excellent persons who both act well (out of spontaneous goodness) and serve as examples to inspire others (131). This idea, also, fits perfectly within the public service context, which I will return to later. 
	As we will see in the next section, virtue should not be seen as a social convention but a basic element of the human condition (Rachels 4). Virtue can sometimes be equated with character strengths; however, it is important to understand that virtue and character strengths are not synonymous (Grant and Schwartz; Peterson and Seligman). It is possible for one to possess too much or too little of a particular strength, which this may become a weakness or perhaps even produce a negative outcome (Cameron 27). For example, one could possess too much tolerance and be seen as cowardly or too little can be seen as prejudicial. Virtuousness, however, cannot be exceeded. While not examined in this paper, Thomas Aquinas proposed that virtuousness represents “what human beings ought to be” (7). 

5. Aristotle and Nicomachean Ethics
	In the very first sentence of Nicomachean Ethics (or Ethics), Aristotle explains “Every skill and every inquiry, and similarly every action and rational choice is thought to aim at some good; and so the good has been aptly described as that at which everything aims” (3). Aristotle also puts forth the argument, similar to Plato, that we study ethics in order to improve our lives and to seek what is “good”. The ultimate or highest form of good to Aristotle is happiness, for, as he puts it, “Happiness in particular is believed to be complete without qualification, since we always choose it for itself and never for the sake of anything else” (10). The way in which we can achieve happiness is by not only understanding the various virtues, but also, how they work together in conjunction with others in society. Acquiring and practicing the virtues is the true path to happiness or eudaimonia. Eudaimonia, as Aristotle characterized it, is about living a flourishing, characteristically human life. Additionally, for Aristotle, one of the highest forms of human functioning (i.e. contributing to happiness) comes through politics, or civic participation. He states: “The end of politics is the best of ends and the main concern of politics is to engender a certain character in the citizens and to make them good and disposed to perform noble actions” (13-14). There is also a link between ethics and politics, and that humans are political animals. 
	From an Aristotelian perspective, virtue is an inclination to behave in the right or correct manner (23). Virtues “arise in us neither by nature nor contrary to nature, but nature gives us the capacity to acquire them and completion comes through habituation” (23).  Much like skill, in this way, virtues must be acquired and completed through habituation (23). Aristotle uses the word arete to describe virtues such as courage, temperance, pride, friendliness, truthfulness, integrity, and authenticity as a way to describe what he considers excellence. The idea of virtue, according to Aristotle, refers to a practical philosophy in which the idea of perfect form or goal serving as a guiding intention (eidos) shapes the learner’s actions (phronesis) to attain the purpose or stated end of realising happiness (eudaimonia) and by doing so would achieve practical wisdom (telos) (Rayner 102).  Praxis, as it is used here would necessitate an active attainment of knowledge which would reinforce the processes of the individual’s actions. This model then is person-centered and is tied to the renewed notion of an ethical foundation underpinning a complementary interpretation of teacher engagement in knowledge production (i.e. learning and teaching) (103).  According to Aristotle, we should all be striving to develop and attain these various virtues, as they would enable us to achieve eudaimonia, the good life or well-being, interpreted in terms of characteristically human flourishing. 
	Aristotle differentiated clearly between goods of first and second intent when it came to virtuousness. In Aristotle’s Metaphysics, he described this as “that which is good in itself and it to be chosen for its own sake” (3). Some examples of this can be love, wisdom, and fulfillment. Being virtuous of this order would mean simply acquiring the virtues for the sake of acquiring them and enhancing or building one’s character. The second order, or goods of the second intent, refer more to “that which is good for the sake of obtaining something else” (4). Examples of this would be profit, prestige, and power. One indication of the distinction between goods of the first and second intent is that humans never tire of good of the first intent. The same cannot be said of goods of the second intent however as an excess of these could lead to the corruption of one’s character, goals, or purpose. 
	From virtues come the building of a character that can be developed through constant practice. With this thinking also comes the idea of always aiming for the mean when exercising a virtue, much like a skill, “In this way, every expert in a science avoids excess and deficiency, and aims for the mean and chooses it” (30). In order to be virtuous, one must always aim for and practice the mean of any virtue they acquire for virtue “is a mean between two vices, one of excess and of deficiency” (35). 
	It is when Aristotle discusses justice in Book V of Ethics that he describes the most important of the virtues. Justice is “not part of a virtue, but the whole of virtue” (81). This is because justice deals not simply with matter pertaining to oneself, but because “justice is the only virtue considered to be the good of another; because it is exercised in relation to others…” (81). Aristotle further states that “the just is the lawful and the fair; the unjust the unlawful and the unfair” (80). Additionally, when it comes to dealing with a community, Aristotle considers anything just if it produces or preserves the happiness of its constituents within a community or city (80). Aristotle’s writing on the virtues, requiring practice and habituation, as well as the notion of justice being the complete virtue is at the core of what I am proposing for the public service. To teach managers the importance of the public service’s “virtues”—that is, the five public sector values or the values of a given organization—can be an excellent way to ensure the virtuousness of the rest of the organization. This will be explored in more detail later. 

6. Alasdair MacIntyre and Virtue Ethics
	MacIntyre, who subscribed to this way of thinking, adds that it is very difficult to pin down a common definition of virtues, even simply among Western thinkers (MacIntyre 21). MacIntyre builds upon Aristotle’s thinking adding that in order to have achieved a virtue it needs to come through practice, not in a simplistic way, but through a “coherent and complex form of socially established cooperative human activity…” (30). These practices must be realized in the course of trying to achieve some form of excellence, very much in the same way that was theorized by Aristotle. Just as Aristotle said that the virtues must be acquired and completed through habituation and practice, MacIntyre emphasizes this point by adding that a practice must involve standards of excellence and obedience to rules in addition to the achievement of goods (31). Practices, and hence virtues, also require a community of humans oriented towards a common good. Like Aristotle, MacIntyre makes the point about the link between ethics and politics explicit. This makes this point pertinent in terms of acquiring values or virtues in the public service context as all public servants serve the community or public good. MacIntyre states that a virtue can be defined as an acquired human quality that, through exercise, enables us to achieve those goods that are internal to practices (32). MacIntyre concludes that these practices and pursuit of excellence is what builds a strong character and this helps us define our relationship with others and not simply within ourselves. Virtue theory is meant to offer, “A more practical, unified, and comprehensive theory of ethics” as “it grounds morality in facts about human nature, concentrates on habits and long-term goals” (Arjoon 173). 

7. Opposition to virtue ethics
	Although virtue ethics can certainly be described as a leading normative ethical philosophy, there is and has been some opposition to its precepts. Chief among those objections is the fact that some believe a virtue ethics approach is not “codifiable” (Svara 564). While virtues are arguably difficult to codify as such, this objection will not apply to the public service context because the virtues I will focus on are already codified within the Values and Ethics Code for the Public Sector. I will argue that in order for these virtues or values to be ingrained into an institution, it does not suffice to have these virtues embedded in a code but practiced by managers and role-modelled to employees. Another objection to the virtue ethics approach is that it cannot always provide the right answer to an ethical dilemma. In the ethical context of the public service, most difficult decisions come down to the difference between right and right. The best path to take is usually the one that holds the public interest at heart. In virtue ethics, most thinkers advocate that the “right” answer would usually be the one that the virtuous person would choose. Beginning with notions of “right” or “wrong” would almost defeat the purpose of virtues in the first place as it takes the issue away from the character of the person making the decision or action and transfer it to a deontological or consequentialist realm. Finally, one of the more recent criticisms of virtue ethics has been that virtue ethics suffers from being too egoist. This line of thinking would argue that the leader using virtue ethics is too focused on doing what they want to do and is therefore being truly selfish (Hursthouse and Pettigrove). Once again, for the context in which I will be applying virtue ethics, the public service, the very function of public institutions is to serve the Canadian population and prioritize its needs. As MacIntyre has said, and will be later explored, the idea of virtue and building a community are intrinsically linked.  

8. Leadership Theories
	While this paper will focus on the notion of virtue-based leadership and the role it can and should play in stitching ethics into public service institutions, it is by no means the only theory that exists. There are many management theories, both old and new, that litter the landscape and here I will attempt to list the most popular ones for consideration of which can and should be the best theory for instilling values into the Canadian public sector. 
	i) Management Theory
Management Theory is based on the idea that organizations are systems in which desired goals are achieved through the wise use of human, financial, technological, and natural resources (Van Wart 555). This theory is predicated on the notion that effective management requires planning, organizing, staffing, directing, coordinating, reporting, and budgeting, among other rudimentary management tasks (Gulick and Yerwick 370). Leaders are expected to carry out tasks and garner strong results and in order to do so, leaders need to be adequately trained, developed and educated. Leadership is a skill, but one that requires time, and help from within the organization if one is to succeed. Therefore, in this management theory, leaders must develop a variety of skills so they can fulfill their technical functions and lead their employees in the work these employees carry out for the organization. Management theory would stress that there are three levels of leadership: direct (front line leaders), organizational (middle managers), and systems (executives). While this theory is among the most classical one employed in the workplace today, it lacks any focus at all on how leaders are to translate the values of the organization into concrete, meaningful principles for their employees. It also lacks any focus on the “how” or the means preferring to focus more on the results or the ends. This strategy has many pitfalls, sometimes, encouraging leaders to invent their own rules to get the work done. Since this theory is predicated on allowing leaders to develop and accumulate experience over time, it also misses the mark entirely in being able to spot potential leaders early in their careers.
	ii)   Transactional Leadership
Transactional leadership is founded on the idea that leaders need to use a variety of styles with followers as they pursue multiple goals. This theory states that the daily interaction of leaders and their followers is where leadership can and should occur. Good leaders need to be sure that followers have what they need to do the job, specifically, direction and training, encouragement and support, participation, achievement-oriented motivation, and independence once they reach a certain level of propensity (Van Wart 556). It is the leader’s job, then, to ensure the basic requirement and needs of employees are met in order to enable and empower employees to be at their best. Once these elementary needs are met, the leader can then more successfully engage with the employee to ensure their continued development. In this theory, the leader is there essentially to clear the path for the employee and create the right environment for them to be able to flourish (House 329). Leaders in this environment are encouraged to create “high-exchange relationships” in which followers receive ample attention and good assignments in return for high levels of productivity (Van Wart 557). Transactional leadership then is well-suited for middle managers, in leaner organizations that expect more from less. While this theory is often used in today’s contemporary world, it still misses the mark in some respects. First, the promotion of high-exchange relationships can and usually does send the message that productivity can lead to more perks. This reality, as is the case with Management Theory, can lead employees to be more productive at any cost, including the organization’s values. While it is positively focussed on the important role of middle management, it lacks any rigor or central focal point. It depends on the leader’s daily interaction with the follower, which is a good quality, but lacks any central vision or underpinning. 
	iii) Transformational Leadership
At its core, transformational leadership is about managing organization change where leaders institute change in structure, procedure, ethos, technology and production (557-558). This theory will proudly claim that while not all leaders can be charismatic, they can all learn to be transformational. In the public service, these leaders would typically possess four key qualities: “energy and determination, vision, provision for challenge and encouragement for subordinates, and an appropriate degree of risk taking” (Javidian and Waldman 239). This management theory would be better suited for a world that is constantly changing, where complexity, chaos, and instability are part of the daily norm for organizations, leaders, and employees alike. In periods of change, transformation leaders are supposed to communicate goals, communicate with followers and minimize the red tape and bureaucracy that surrounds change (Van Wart 557). Leaders of this conviction are also expected to provide options for how the change can be achieved, as such they can be labeled change agents, able to careen and steer change in the right direction whenever necessary. This leadership type is very common in contemporary times and has gained much affluence in the past 10 years. With an increased desire to have leaders who can navigate the constant changes organizations undergo, that should come as no surprise. This said, there are a few drawbacks to employing this leadership style in the public service. First, it is no effortless task to find individuals who are capable of managing change in the manner that is required by this management style. Finding the right candidate or individual can take time. Second, there can be a tendency in this system of management for leaders to become consumed by heroic instincts where “sacrifice and willingness to take risks can become blind sports and recklessness, thereby leading the entire organization astray” (558). Due to the sometimes magnanimous personality of transformational leaders, there exists a risk that the power they yield corrupts them and leads to nefarious, though sometimes, unintended consequences for followers and organizations. Thirdly, if a leader is used to navigating change constantly, they can lose sight of the principles that should be guiding their decision-making, namely their organization’s values.  
	iv) Horizontal and Collaborative Leadership Theory
This fourth theory is grounded on the view that leaders need to be very selective in avoiding getting in the way of leadership because it is a process, not a person. Essentially, regarding leadership this way “reduces the need for formal leaders by facilitating the use of “substitutes” such as providing or increasing levels of training, unambiguous tasks, clear protocols, effective frontline problem solving, and recruitment selections based on intrinsic satisfaction” (Kerr and Jermier 378). According to this view, leaders in this system need either to foster systems in which they are not needed or to leave well-functioning systems alone. Here, delegation can be leadership at its best, situationally. Rather than having leaders being at the centre of all activities, processes, and tasks in the organization, in horizontal leadership, the leader would, in a sense, take a step back after having established or built systems that allow followers to function like a well-oiled machine. This way of working is increasingly valued in a well-educated world full of fast change. It also removes much of the administrative burden on managers, a burden that is known to plague their productivity and affect their level of availability for their followers. But horizontal or collaborative leadership is not meant to simply be confined within organizations; rather, it is meant to be equally as effective outside an organization where its job is to leverage fruitful and beneficial relationships to managers. In a world that is increasingly fixed with collaboration and experimentation, depending on linkages and ideas from without is a savvy way solve “wicked” problems that are progressively more and more common in the workplace. This theory has proven to have helped place a re-emphasis on community-building and partnerships however it does suffer from some problems. Namely, while having a less present leader can work for some individuals, it may have the opposite effect on others. Should a team be well-entrenched in their work, requiring very minimal attention, then a collaborative approach can be very helpful. Should this not be the case however, some employees may be left feeling abandoned, unfulfilled, or lacking guidance from their leaders. This can create a feeling of feeling disconnected and an atmosphere of isolation. 
	Additionally, having a manager plugged into this style of leadership with the wrong competencies can have the reverse effect of what is intended by if the leaders have no bargaining, negotiating, or proper oversight to work with other organizations or individuals.
	
9. Virtue-Based Leadership
	I will now describe in more detail the virtue-based leadership theory and why it is the most beneficial for the public service setting. Rather than looking at virtue-based leadership as an instrument towards a motivated action or emotion that is a means to an end, consider it to be an ennobling behaviour, interested in the excellence and essence of others, the best of the human condition and the highest aspirations of humanity (Cameron 28). It is far less concerned with achieving certain goals, much less meeting a bottom line, than it is with unleashing the most essential character virtues of leaders to then be able to influence their followers in a positive manner. In this way, it is less a means to a desirable outcome than an ultimate good in and of itself. Conversely, virtue-based leadership “in pursuit of another more attractive outcome, then, ceases by definition to be virtuous” (28). Virtue-based leadership also creates social value that can transcend the inherent desires or motivations of the leader in question (Aristotle 3-4). This in turn produces advantages to others in addition to the actor and the organization, making it holistic in nature (Cawley et al. 1003).
	The essence of virtue-based leadership lies in the fact that it is meant to serve others and not to be self-serving, for an exchange, or conducted in order to receive a reciprocated benefit of any sort. The impact of this virtue-based leadership can be attributed not only to the individual actors or leaders, but also to organizations (Bright 753) and it is for this reason that it is not simply the leaders that should be concerned with practicing virtue-based leadership, but also the organizations.

Fig. 2 Leadership Theories
	Leadership Theory
	Some Lessons from the Theory

	Management Theory
	· High expectations for the leader to get results
· Leadership requires education and training

	Transactional Leadership Theory
	· Leaders must use different styles with employees
· Daily interaction is required between leaders and followers
· Leaders should include followers in decision-making

	Transformational Leadership Theory
	· Leaders must facilitate change in organizations
· Leaders should be well-versed to provide options for how change can be achieved
· Frequently used in contemporary times

	Horizontal and Collaborative Leadership Theory
	· Leaders need to put systems in place to support their followers
· Leadership is a process, not tied to a person
· Advocates for less administrative bureaucracy for leaders

	Virtue-Based Leadership
	· Focus on the character or virtue of the leader rather than what they are able to achieve
· Is meant to serve others and not the self
· Is hinged on the development of the character through introspection, practice, and habit


	
	When it comes to the application of virtues to leadership, the practice would hinge primarily on the character development of its leaders (Abimbola and Abimbola 138). This has been described as transformational leadership and it requires leaders to develop their own sense of moral character in order to embed their own or their organization’s virtues or values into their employees. Once developed, their character will enable the leader to develop a sort of moral compass that will inform their decisions, strategies, and actions, and, therefore, the decisions, strategies, and actions of their employees.  Transformational leaders, “identify the core values and unifying purposes of the organization and its members, liberate their human potential, and foster pluralistic leadership and effective, satisfied followers” (Bass and Steidlmeier 193) . The idea of using virtues as a basis for leadership would transform a leader’s organization from the top down. The virtue-based leadership approach would then contribute to sustaining a culture of ethical behaviour of employees who will also in turn support their leaders. This ethical behaviour continuum within the Canadian public service context would essentially empower leaders to becoming heralds of ethics within their respective organizations. I will argue and defend the notion that hardwiring virtues within public institutions can have a positive ripple effect within these organizations, influencing the organization as a whole. This is because when leaders are “truly transformative and serve as role models of ethical behaviour, a positive culture will permeate within the whole organisation” (Odom and Green 67). 
	This line of thinking was one that was advocated by MacIntyre who believed that it was time to discard the Enlightenment way of thinking and that we should get back to thinking along lines of practices embedded in communities and traditions. He says, “We have then to abandon reason in favour of the will—a will that relentlessly seeks to reinvent itself in pursuit of a morality that is wholly original to the self and not simply compliance to some tradition” (MacIntyre 118). Within the context of leadership, this would mean that the leader would focus less on what rules they should obey and why they should obey them in favour of what kind of a person they want to become (118). MacIntyre stressed that in modern times, we have essentially rejected the Aristotelian tradition, in that rules have displaced moral character and the qualities that have become prized are simply those that lead us to “follow the rules” (117). 
	MacIntyre was also a proponent of a return to the original Aristotelian way of considering the importance of virtues. For MacIntyre, a primordial virtue is that which promotes community values and solidarity, rather than those that express heroism and individualistic liberalism (Knights and O’Leary 132). Heroism as defined by Aristotle is an individual not to be commended nor looked up to for their accomplishments, but rather one who exercises his virtues in relation to others within society or social practice. MacIntyre rejects the idea of a member of modern society being defined as one who seeks only economic self-interest and the pursuit of fame and glory. He would contend that society has become amoral largely because of this competitive pursuit of individual success that transcends any moral obligation (132). MacIntyre’s version of virtue ethics applies well to leadership because it does not ascribe a list of character traits but rather pushing the individual to develop their sense of judgment (MacIntyre 23). This can be traced back into Aristotle who also believed that achieving one’s goals (telos) is through the virtues themselves. Telos is not about goals that we, as humans, choose for ourselves but rather, goals that are “natural” to humans (i.e. our inherent purposes as members of the human species). Aristotle offers us a view of humans for whom civic participation is in some sense a built-in goal. To him, a good human life involves civic participation. This telos also gives life meaning and requires us to not simply find our purpose but necessarily our purpose in relation to others within our community, society, or in the public service context, our organization. From a leadership perspective, this would mean that in order to achieve the good life as a leader, one has to seek the good life for those within their society. Virtue therefore is “integral to telos but pursuit of the project is always educative and therefore provides the opportunity for the development of the virtues” (Knights and O’Leary 133). 
	There are arguments made by some that corporate governance, that is, ensuring an organization’s actions, agendas and decisions, should be set by organizations’ shareholders. In the public sector however, the only “shareholders” are the citizens they are designed to serve (Amao and Amaeshi 120). This approach is partially correct; however, it misses the key point of focussing on supervisors who are in the key position of being able to drive employees’ actions thereby rendering their department as ethical as possible. For this to happen, federal organizations must “grant certain powers and obligations to managers to serve as trustees of the shareholders’ interests (Abimbola and Abimbola 144). From a corporate social responsibility perspective, the focus should be on the ethical qualities of the leader as it is the decisions of these leaders, and not of the citizens (or shareholders), that will affect the citizens they are designed to serve.
	As per virtue-based leadership, organizations must “employ and empower leaders who represent the values of the community and effectively institutionalize corporate ethical practices by being ethical role models” (Arjoon 160). Ethical philosophies and codes may be a good starting point for ensuring a sort of “ethical compliance”; however, they will have little to no impact if they are not supported by managerial behaviours that are in line with these philosophies or codes (Sims 511). It is not enough to simply pay lip service to the values within these codes either, managers must demonstrate “visible support and reinforce the virtues described in codes” (James 576). Practised morality on the part of leaders is one of the best ways to showcase one’s integrity. If followers perceive their leader to be genuinely ethical in their words and actions—that is, they walk the ethical talk—they will attribute integrity and therefore legitimacy to them (Maak and Pless 105). Leaders should also behave in ways that help foster organizational values and culture that are consistent with the highest aspirations of human moral development. In this way, leaders can help enable and perpetuate virtues within the organization so that the effects of this are experienced by the members of the organization in which they interact (113). 
	 Training leaders in the public service to focus on building their virtues, which in this case can be aligned with the five public sector values, creates the greatest chance that their employees and followers will follow suit. This then in turn ensures the employees will be in the best possible position to follow the example set by their leader and increase the chances that they will behave ethically. This will trickle down to the actions and behaviours of these employees and ensure that public trust and integrity in their work is maintained. This latter point is, as I have alluded to earlier, a crucial objective as set out in the Code as well as perhaps one of the most important roles of public institutions. As MacIntyre has said, “we shall be unable to write a true history of practices and institutions unless that history is also of the virtues and vices” (34). I believe that the virtue-based leadership approach will guide the public service towards a greater standard of the virtues and away from other leadership styles that can manifest themselves as vices. 

10. Some Examples of Virtue-Based Leadership
	As an example of this form of leadership, we can turn to the approach undertaken by The Body Shop (TBS). TBS is a company created in the UK in the 1970’s that boasts 2,000 outlets worldwide, that was acquired by L’Oréal in 2006. TBS has always been driven by its five values or principles: Animal protection, the environment, community trade, human rights, and self-esteem. While the company has a vision and is, essentially, in operation to make profits, it has always held a strong commitment to upholding its values at the cost of these said profits. In order to maintain this commitment to its values, TBS directors, leaders, employees, and franchisees are expected to embody the values in their character, thereby turning it into a virtue that informs their operational activities (Abimbola and Abimbola 140). The thinking here is that anyone working for TBS will translate this principle into their actions, decisions, and behaviours. This character building is further enhanced by training on the values and values-related bonuses and compensation. One study suggests that leader behaviour is the best predictor of behaviour at the lower level within organizations (137). This is largely because leaders are able to set the tone and influence behaviour within organizations as they have the ultimate accountability for the performance of the whole organization (137).
	In another study of over 30 health care organizations that had recently downsized its workforce. Researchers investigated the potential benefits of leadership virtuousness vis-à-vis organizational performance. Leaders within 15 of these 30 organizations all participated in multi-day sessions “designed to help them implement and facilitate various virtuous practices in their organizations” (Cameron 32). The results: organizations whose leaders participated in the virtuousness training not only outperformed the organizations that did not train their leaders, but also an improvement in patient satisfaction, turnover, climate, resource adequacy, and quality of care over the next three years. 
	Large, transnational corporations such as KPMG have taken the role of middle managers seriously and have provided training as well as tools to its employees. In one particular paper, titled “Tone at the top, middle and frontline”, it reinforces that “If the tone set by top managers promotes ethical behaviours and integrity, employees will be more inclined to hold the same values” (1). While the senior managers’ example certainly has a trickle-down effect on the rest of the organization, the paper insists that middle managers have a greater influence on the daily operational decisions of employees and therefore they set an ethical tone for their employees as well as their peers. KPMG asserts that middle managers therefore have an obligation to set an example and create the right ethical tone in the middle by: seeking clarity from senior management on matters that could set an unethical tone; openly discussing unattainable objectives that could result in ethical violations; obtaining guidance from an ethical advisor when faced with ethical dilemmas, and setting a good example for employees on how to act in an open and transparent manner.
	Southwest Airlines is another company that is looked at as a pioneer in the field of living their values, specifically with the way executives and leaders of all ranks walk the ethical talk. The results of their approach is remarkable: the company has a miniscule 4% turnover ratio; 44 consecutive years of profitability; the lower number of customer complaints in the industry; 85% of their employees are proud to work for the company and; no layoffs or furlough ever (Robertson). The company predicates its organizational culture on its three core values of appreciation, recognition and celebration. While having core company values is certainly not new in the business world, the way that the company goes about hardwiring those values into the company’s DNA is rather singular. Southwest Airlines insists on equipping leaders regardless of what position they have (Robertson). This means leaders of all ranks are encourages to know about their employees’ needs outside the workplace including spending money to care for employees such as sending flowers for the death of a loved one or baby items to an employee who just had a child (Robertson). Leaders and high potential employees are also selected to attend extensive leadership training to develop their skills in the field. Additionally, executives and managers alike are expected to role model the behaviour they expect to see from their employees. To do this, each executive is video-recorded telling personal stories that they believe evoke not just their employer’s values, but also their own. Managers are also trained on how to coach their struggling employees on how to achieve the values of the organization; this point is especially critical when one considers that Southwest Airlines does not lay off employees nor place them on furlough for any reason. This investment not simply in training but also in weaving the company’s values into the fabric of the organization is an example of how focussing on values and character of leaders results in a positive outcome for an organization. While these examples illustrate success in the private sector, there is no reason these lessons cannot be applied to the Canadian public service context. 

11. Virtue-Based Leadership in the Public Service
	 Now that I have argued the importance of leadership in determining employees’ behaviour within an organization as well as the reasons the virtue-based approach is the most desirable in the public service setting, I will now show as to how this program could be instilled across federal institutions. While I began my initial assessment of how different organizations across the public service train their leaders, I will propose that putting forth more in-depth training focused on character-building, virtues, as well as the public service values is the best approach. Concentrating on leaders and expecting them to not only lead through their character but also entrusting them to be the stewards of the public sector’s values, would yield the greatest results based on the importance of their role within their organizations. Leadership itself should depend largely on the character development of its leaders (Abimbola and Abimbola 138). In order for leaders within the public service to instill the public sectors’ values into their followers, they require self-transformation, embedding the values of their organizations into their backbone thereby giving them the greatest chance of transmitting those same values into their employees (138). Once embedded, these values and character then function as a compass, guiding the leaders’ behaviours and actions, and becomes the basis upon which decisions, strategies and actions are taken. In turn, this helps to ensure that these leaders’ decisions are based on the values their organization prioritizes as being ethically sound. 
	In the federal public service, as in any organization or institution, change is constant and always presents the potential to create turbulence from within. Not having a reference point during uncertain times can lead to chaos, disorientation, and loss of identity. Applying the virtue-based leadership approach to the federal public service can help to greatly mitigate this conundrum. If leaders are always aware of the five values of the public service, they can use them as a compass to navigate complex times and avoid any organizational enigma that could lead to a loss in the public’s trust in their services. With a stable, unchanging reference point in their day-to-day activities, leaders can steer the course, carry out their work, and more importantly be relied upon as to guide their followers in uncertain times. Much like a pilot who loses sight of their fixed points or instruments with which to guide their aircraft, when there is instability within an organization and leaders have no clear guiding principles, they are left with nothing with which to steer. Here, it can become impossible to tell up and down, progress from regress and can even cause leaders to make up their own rules (Weick and Sutcliffe 119). Always having the public sector values as their reference point, would eliminate this from occurring. 

12. Character-Based Leadership: A Way Forward? 
	There is a new hiring trend that is making its way across the Canadian public service: Character-Based Leadership (CBL). This approach, currently being implemented in half a dozen organizations, presents a viable way forward for instilling virtues into the public service. The approach’s authors, borrowing heavily from Aristotle, believe that in the field of leadership, academia and practitioners alike have, for some reason, lost sight of character (Crossan et al. 988). According to the CBL model that was developed by the Ivey Business School at the University of Western Ontario, character leadership is a habit of being. Being a good leader, in this sense, is less about the position they hold and more about the disposition to lead. The reason that character is so important is because each person’s character “shapes how we engage in the world around us, what we notice, what we reinforce, who we engage in conversation, what we value, what we choose to act on, how we decide” and many other important questions (989). 
	While Crossan et al. concede that there is no consensus on the definition of character, they tend to focus on personality traits, values, and virtues. Traits are defined as habitual patterns of thought, behavior and emotion that are considered to be relatively stable in individuals across situations and over time. They are fixed, not stable, and quite numerous, ranging from ambition to zealousness (991). Values, on the other hand, are beliefs that people have about what is important or worthwhile to them (995). What people value is a definite driver for the way they behave. A person’s values are heavily influenced by the environment in which they live or grew up in. In the public service context, of course, the organization’s values should always trump those of the individual. Decisions should always be made in the interest of the public good. While these values should and could always serve as the compass of each individual within the organization, instilling them into employee has been proven to be a challenge. An example of some values someone may hold are life, liberty, happiness, order, harmony, equality, non-violence.  
	In the CBL model, virtues are considered to be behavioural habits; something that is exhibited consistently. This notion of virtues, then, borrows from what Aristotle said regarding virtues; that they are not acts, but rather, habits. It is the sum of traits, values, and virtues that equals good character. While Aristotle defined no less than 12 virtues (courage, temperance, generosity, magnificence, magnanimity, right ambition, good temper, friendliness, truthfulness, wit, and justice), CBL defines 11 traits that leaders should focus on: humility, integrity, collaboration, justice, courage, temperance, accountability, humanity, transcendence, judgment, and drive (see figure 3). Once again, borrowing from Aristotle, the CBL model believes that virtues can become vices in excess or in their deficiency. While possessing these virtues makes for a better leader, possessing any of them in excess can be a detriment to the leader, their employees, and organization (see figure 4).
	Each of these “character dimensions”	 are interconnected and support one another. Leaders can activate these dimensions as required, depending on the specific situation, to exercise their judgment for decision-making. The reason judgment is in the middle of the CBL because it is critical to have the other dimensions well-balanced in order to make sound decisions. Judgment is critical in orchestrating and activating character dimensions required to evaluate and deal with a situation. The CBL model stresses that all 11 dimensions matter to leadership.
	Though these notions and dimensions sound rudimentary from a purely ethical perspective, their application in the public service context was nothing short of radical and ground-breaking. There had rarely been such a focus on the importance of shaping leaders’ mindset or thinking process, let alone on virtues, traits, or values. Staffing in the federal government is based by and large on the Key Leadership Competencies (KLC) that are aligned with the Clerk of the Pricy Council’s vision of a public service that is collaborative, innovative, streamlined, high-performing, adaptable and diverse. These KLC serve as the basis for the hiring of any management-level selection process. With the CBL model, the focus is shifted from “what” the leader does and “how” they carry out their work to “who” the leaders is. 
	


Fig. 3. Character-Based Leadership. Canada Revenue Agency, Canada.
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Fig. 4 Good vs. Bad Organizational Outcomes for Virtues, Canada Revenue Agency
	Virtue
	Good Organizational Outcomes (Virtue is present)
	Bad Organizational Outcomes (Virtue is absent) 

	Judgment
	Quality decisions, calculated risk-taking, commitment, support, trust.
	Lack a balances assessment of the issues leading to misinformed decisions, confusion, resistance to change. 

	Humanity
	Social responsibility, good employee relations, understanding, support.
	Misses critical social implications of decisions and actions. Alienation of followers, lack of respect for leader. 

	Justice
	Use diversity, good employee relations fairness, organizational citizenship behaviours.
	Inequities not identified and managed thereby eroding trust. Favouritism, nepotism.

	Courage
	Decisions made under conditions of uncertainty, confidence to act, opposition to potentially bad decisions, innovation
	Going along with poor decisions. Satisfying rather than maximizing. Moral muteness.

	Collaboration
	Teamwork, use diversity, cross-enterprise value-added, innovation, learning, affiliation, confidence.
	Individualism alienates potential allies. Poor understanding of decisions, friction, conflict.

	Accountability
	Ownership and commitment to decisions and their execution. 
	Failure to deliver results and typically creates excuses for why not. Shirking of responsibility.

	Humility
	Continuous learning, quality decisions. Respect, trust.
	Ego driven behaviour, selective listening, difficulty admitting error or failure. Arrogance, overconfidence, complacency, hubris. 

	Integrity
	Builds trust, reduces uncertainly, develops partnerships and alliances, promotes collaboration and cooperation.
	Creates mistrust, requires form guarantee, slows down action, undermines partnerships and alliances, reduces cooperation and collaboration.

	Temperance
	Quality decisions, reduced risk
	Short-termism, inability to see the possible constraints, instant gratification.

	Transcendence
	Focus on superordinate goals, big-picture thinking, strive for excellence.
	Narrow aims, little inspiration, tunnel vision.

	Drive
	Strives for excellence, has a strong desire to succeed, tackles problems with a sense of urgency, approaches challenges with energy and passion.  
	Lack of focus, losing sight of goals, procrastination, lethargy, apathy towards work and tasks. 


In 2016, senior leaders within the CRA were asked by their Board of Management “How do you know you are hiring the right leaders?”(Crossan et al.1). To answer this question, senior leaders within the Human Resources Branch went searching for the answer and came upon the work being done on CBL. The reason this model made sense for them was because “Research had established the importance of developing character for individual well-being both personally and professionally [as] it not only benefits organizations but offers benefits to individuals within the organization” (Crossan et al.1).  
	At the Canada Revenue Agency, the CBL hiring model has been rolled out for all entry-level Executive positions meaning all candidates interviewing for positions at these levels must demonstrate their strength in the 11 virtues of the model before being considered for the job. This shift is an important step in emphasizing the importance of leaders’ character. While the CRA may only be using the CBL hiring model at the executive level for the moment, the plan is for it to move to all management positions in the near future. This swing to CBL hiring practices should lead to the hiring of managers with a strong foundation of character which will bode well for instilling ethics into the fabric of organizations that adopt it.
	Moving forward, the CRA plans on examining the development of CBL leadership in the workforce which includes “understanding that developing character is more about the disposition to lead than the position to lead” (Crossan et al. 9). Next, the agency will examine opportunities to expand CBL assessments beyond entry-level executive positions including both higher level leadership positions and non-leadership positions. Third, the CRA will embed CBL into performance management, talent management and succession planning (Crossan et al. 9). Finally, there will be more emphasis to long-term effectiveness and evaluation of CBL as the approach is used more frequently across the large agency. The CRA is aware that there is a high demand for CBL across the public service and will be working collaboratively horizontally across the public service to assist other departments in moving towards adopting the model within their respective organizations. 
	The current model in place within the Canadian public service is positioned in a much different fashion; it relies on each department or agency to train their leaders on the day-to-day tasks and functions they are expected to carry out but training on character is nonexistent. To train leaders on values and ethics, the majority of departments use the Canada School of Public Service as a resource. The School is partially funded by each department and is thus required to deliver training to all levels of leaders be they supervisors, managers, or executives. While the training offered at these levels is available and heavily recommended, it is not obligatory in all cases. Even if it were, it is insufficient for equipping leaders with the skills they need to ensure that the Code is hardwired into their department. In order for the public sector values to be stitched into the fabric of each organization, managers must be able to “persuade employees that the mission of the organization has its own importance and that it confers value on their jobs” (Hartman 257). A favourable way of creating this reality is by making sure managers within federal departments understand the importance of their own character while emulating the public sector values into their day-to-day management of employees. 

Conclusion
	This paper has described the current status of ethics programs in the public service as well as to suggest a potential direction that organizations can take. While the role of senior executives is very clearly spelled out in the Values and Ethics Code for the Public Sector, there is not enough attention being paid to the more important responsibility of middle managers or supervisors. These individuals are the ones with the daily interaction and influence over the majority of the organization and therefore their behaviour, and more importantly, their character is what determines how employees behave. By placing more emphasis on the development of middle managers’ and supervisors’ character, the Canadian pubic service stands a greater chance of hardwiring its values into the DNA of the workforce. By focussing more on character and values to act as a compass for leaders, employees are better oriented and equipped to make the right decisions. One such way to shift the focus to character has been demonstrated in the work being done by the Canada Revenue Agency (CRA) with regards to Character-Based Leadership (CBL). As Aristotle and MacIntyre have pointed out, character is something that requires practice and constant refinement. The CBL model aims at selecting the right leaders by ensuring the leaders not only know themselves but understand the importance and relevance of their own character as they seek positions of influence in the CRA. Should this model continue to grow within the CRA and eventually to the rest of the public service, a much needed emphasis on character will ensue with potentially positive ethical consequences. 
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