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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 1: Reward and Discipline

Overview
This is the first 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 reward and discipline can impact an organization’s ethical culture. People in organizations pay close attention to what is rewarded and what is disciplined. Consequently, management’s decision-making processes in general and performance management systems in particular play a pivotal role in shaping the (un)ethical culture through the types of goals and rewards they establish — and the behaviors that they punish. This journal activity provides a venue for reflection, discussion, and inquiry about the role that reward and punishment play in the practice of (un)ethical behavior in your organization. This topic is discussed in the “Ethical Culture” 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, “Ethical Culture.” While reading this section, you should consider how the author’s observations fit with your own opinions and beliefs about reward and punishment.
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. A core concept presented in the article is that “People in organizations pay close attention to what is rewarded and what is disciplined.”
· How does this general statement apply (or not) to people in your service or workgroup?
· How does it contribute to — or detract from — an ethical workplace culture?
2. The authors highlight research relating to how goal setting can result in unethical behavior when implemented “without care.” Suggested mechanisms by which this can occur include “focusing attention too narrowly on bottom-line goals to the exclusion of other ethical considerations, increasing risk taking, and increasing unethical behavior by motivating people to misrepresent performance in order to meet the goal.”
· What are examples of goals (such as to meet performance measures) in your service or workgroup that might contribute to ethical behavior? Unethical behavior? Why?
· What consequences do colleagues face if goals are not met? Are there exceptions to these consequences, such as in circumstances where a colleague put a patient’s need ahead of meeting a goal and was rewarded?
· What kind of goals or strategies/policies for meeting goals would support an ethical culture? Why?
· How could such goals or strategies/policies be developed in your service or workgroup?
3. The article raises the question: “How important is disciplining rule violators, and what are the effects of keeping that information private versus making it public in some way?”
· How is discipline practiced in your service or workgroup? How does this practice impact the overall culture?
· What disciplinary practices encourage an ethical culture? An unethical culture? Why?
· What is your conception of “positive discipline,” that is, discipline that fosters an ethical culture?
· What strategies could be developed to increase the practice of positive discipline?
· What strategies can leaders use to maintain privacy while using positive discipline to drive an ethical culture?
4. The article raises the possibility that organizational influences can result in “automatic” behaviors, which can be ethical or unethical. “Over time, an organization’s culture or climate is likely to become ingrained and internalized by organizational members, making it likely that certain behaviors may become automatic, simply becoming part of ‘the way we do things around here.’ ”
· Have you noticed such a trend(s) in your service or workgroup?
· How are they rewarded?
· How do they support an ethical culture? An unethical culture?
· If such “automatic” responses support an unethical culture, what strategies would prove effective in breaking this pattern? How could the IE program help? 
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