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(Un)Ethical Behavior in Organizations
Treviño, Linda Klebe; Nieuwenboer, Niki A.; Kish-Gephart, Jennifer J. 2014. Annual Review of Psychology, Volume 65: 635-660.

Discussion 2: Peer and Leader Influence

Overview
This is the second discussion in a four-part series that explores ethical leadership concepts raised in “(Un)Ethical Behavior in Organizations,” a review of current thought related to ethical and unethical behavior in organizations. Building on previous research and discussing recent advances in the field, this article focuses on how organizations and their leadership provide the context for ethical — and unethical — behavior.
In this journal activity, discussion will focus on how peers and leaders impact (un)ethical behaviors in the workplace. According to research, peers and leaders matter a great deal, alone and in combination: “Employees are more likely to be unethical in the presence of unethical colleagues, abusive leaders, or unfair treatment, but they are more likely to be ethical when they are led by ethical leaders at multiple levels, feel supported by ethical colleagues, and are fairly treated.” This journal activity provides a venue for reflection, discussion, and inquiry about the role peers and leaders play in the practice of (un)ethical behavior in your organization. This topic is discussed in the “Interpersonal Influences” section of the article. 
The Journal Discussions, which typically take 45-60 minutes, are open to any members of staff who wish to participate.

Objectives for the Journal Discussion
· Reflect on your own thinking and behavior with regard to ethical practice in your work.
· Familiarize yourself with resources available through your local IE program.
· Foster collaborative discussion among staff to improve the ethical environment and culture in your facility.
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Preparation

1. Read the article critically, focusing on the section, “Interpersonal Influences.” While reading this section, you should consider how the author’s observations fit with your own opinions and observations concerning peer and leader influences.
2. Reflect on the key questions, below. At the journal meeting, those questions will be used as the basis for collegial discussion about your experiences with the ethical environment and culture in your facility.


Key Questions

1. Peers and leaders can both, alone and in combination, exert a great deal of influence on the incidence of (un)ethical behavior in organizations.
· How does this general statement apply (or not) to the atmosphere in your service or workgroup?
· Overall, how do peers contribute to — or detract from — an ethical workplace environment and culture?
· Overall, how do leaders contribute to — or detract from — an ethical workplace environment and culture?
2. The influence of peers. According to the article, “Peers help to establish a standard for ethical behavior through their actions or inactions.” For example, when a peer to whom people feel connected (such as a fellow in-group member) cheats, others are more likely to cheat as well. Also, researchers have found that employees who work at multiple locations tend to adjust their (un)ethical behavior to conform to site-specific norms. 
· In what ways do you think peers in your service or workgroup influence the practice of ethical behavior? Unethical behavior? Why?
· How do you think this pattern of influence varies between in-group and out-group members? Why?
· How could the actions of one individual in your service or workgroup improve the overall ethical culture?
· To be influential, would this individual have to be a member of an in-group or otherwise enjoy higher stature in the service or workgroup? Why?
3. The mitigating effect of discussions about ethics. In alignment with the first compass point of ethical leadership (“Demonstrate that ethics is a priority: Talk about ethics”), the article cites research that “unethical behavior may be attenuated when peers make ethics salient by simply talking about it.” When individuals have opportunities to have ethics-directed conversations with colleagues, they can be influenced to make more ethical decisions.
· What kinds of ethics discussions have you had in your service or workgroup? (For ideas, see below, under “Note to discussion leader.”)
· What have you learned from these discussions? 
· How have they fostered an ethical environment and culture? Why?
4. The influence of leaders. Research described in the article reinforces a basic tenet of the Ethical Leadership component of the IE program: Leaders play a critical role in creating, sustaining, and changing their organization’s culture through their own behavior and the programs and activities they support and praise or neglect and criticize. In the article, ethical leadership is defined as “the demonstration of normatively appropriate conduct through personal actions and interpersonal relationships, and the promotion of such conduct to followers through two-way communication, reinforcement, and decision making.” Ethical leadership is positively associated with employees’ job satisfaction, commitment, work engagement, and citizenship behavior, and to reduce turnover intentions, workgroup conflict, and unethical behavior. Also, when supported by leadership, employees are more likely to feel safe reporting misconduct. Conversely, unfair or abusive leadership has been associated with employee theft and other retributive and unethical behaviors.
· What is your experience of how leaders influence ethical behavior in your service or workgroup? Unethical behavior? 
· What are effective ways leaders can influence ethical behavior in your service or workgroup?
· How can the IntegratedEthics program at this facility help support leaders to effect ethical behaviors? 
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