Warwick Business School (WBS) & Leadership questions.
Steve Griffiths 19-01-22.
I am a great admirer of WBS at Warwick University, UK, especially their world-renowned economists. Quoting their professors will always impress.
Therefore look out for their names in journals but also look for free information on their websites. They often give away articles free, or write shortened versions of their research on blogs, newsletters, or professors’ profiles.

Workers experience unethical behaviours:
https://www.wbs.ac.uk/news/two-thirds-of-workers-experience-unethical-behaviour/ See also the full report below.

WBS Leading Integrity report: https://www.wbs.ac.uk/wbs2012/assets/69653%20WBS%20Behavioural%20Science%20Report%20DIGITAL.pdf 

Hari Tsoukas (2018) "Strategy and virtue: developing strategy-as-practice through virtue ethics", Strategic Organization, 16, 3, 323-351.
Prof Tsoukas is very readable.
https://www.wbs.ac.uk/news/when-taking-a-moral-stand-is-worth-the-risk-for-leaders/

See Dawn Eubanks’ work on leadership and psychology in organisations:
https://www.sciencedirect.com/science/article/pii/S1048984310001256?via%3Dihub
Are women more ethical than men?: https://www.wbs.ac.uk/news/are-female-cfos-more-ethical-than-men/ See this shorter account on the website but also links to the full article.

If you are interested in the fake news phenomenon, see Marianna Fotaki’s work…”post truth”!!!!
https://journals.sagepub.com/doi/pdf/10.1177/1742715019835369

Subscribe free to the WBS magazine, CORE. In this issue the Rana Plaza case is discussed.
https://www.wbs.ac.uk/wbs2012/assets/PDF/downloads/about/wbs-core-edition-five.pdf?result=success

In the session (19-01-22) I mentioned 
Nassim Nicholas Taleb (2007) The Black Swan, London, Penguin2007. 
Examples of thinking in a different way, or even a very improbable way, to try to find the truth or a better analysis and solution to problems. https://www.nytimes.com/2007/04/22/books/chapters/0422-1st-tale.html 
Black Swan events are attributed to many cases, where things happen in very different and unexpected ways.
https://www.ig.com/uk/news-and-trade-ideas/black-swan-theory-explained--what-is-a-black-swan-event--200703


Tutorial questions on Leadership and Ethics.

1. Is ethical leadership important in an organisation? Why?

YES- much academic opinion and research suggests that leadership is a key factor in organisational adoption and management of CSR. You need to find who says this.

NO- whistle-blowers and ethical activists in organisations may counteract bad ethical leaders, however it is difficult.

MAYBE- depends on what you think ethical leadership is and what it consists of. A dynamic leader pushing the CSR agenda might be characterised as dictatorial by critics. Can leaders be unethical in forcing their organisations to adopt better ethics?????

MAYBE- depends on how big the unethical behaviour is.

2. If you were an ethical leader in an unethical organisation, what would you do?

REFORM- education, training, leading by example, developing CSR policies, creating incentives to be ethical or designing ethics into organisational practices 

See Nudge Theory which can be applied to many areas including ethics:

Thaler, R., & Sunstein, C. (2008). Nudge : Improving decisions about health, wealth, and happiness. New Haven: Yale University Press.

Nudge Theory is based upon the idea that by shaping the environment, also known as the choice architecture, one can influence the likelihood that one option is chosen over another by individuals. A key factor of Nudge Theory is the ability for an individual to maintain freedom of choice and to feel in control of the decisions they make.

Advice from HR professional body the CIPD: https://www.peoplemanagement.co.uk/long-reads/articles/nudge-theory-change-employees-behaviour-without-realising#gref


https://www.ey.com/en_uk/workforce/how-hr-can-apply-nudge-theory-to-drive-behavioural-change


LEAVE THE ORGANISATION- if the organisation is “unsavable” or producing products that you find unethical, perhaps there is no alternative to leaving. However as Eric, Regina and I discussed there is also the self-preservation factor, that we need to make money to cover our personal responsibilities therefore often do things that we do not approve of…

MAYBE- there will be a disagreement whether the company and its products are really unethical. There could be those who think the organisation is perfectly acceptable…we all have our favourite list of good and bad products…armaments, drugs, tobacco, alcohol, animal skins, bush meat, contraception, sex industry etc.

3. What are the responsibilities of “followers” in an organisation?

OBEY ORDERS- follow the ethical leader, no problem. Follow the unethical leader? Responsibility for actions is not the same for all levels of the organisation. Generally top management should take most of the blame or credit. However those lower down cannot use the excuse that they were obeying orders if the actions are very damaging.

CRITICALLY ENGAGE WITH INSTRUCTIONS- the ideal. If so unethical commands can be challenged and disobeyed. However there could be a cost in terms of job security, career promotion and personal safety, if the organisational culture is not sympathetic.

4. How can stakeholders outside organisations influence the ethical leadership within organisations?

DIRECT ACTION ON THE ORGANISATION- consumer boycotts, worker action in other organisations, supplier boycotts, workers might not apply for jobs in the organisation, demonstrations, etc.

INDIRECT ACTION TO INFLUENCE OTHER INFLUENCERS- put pressure on suppliers to stop supply, governments to change laws and regulation, financiers to stop funding etc.
WHAT WILL BE THE REACTION OF THE ORGANISATION TO THESE STAKEHOLDERS?
HINT: Use the Mendelow (1991) matrix to determine who are the most important stakeholders for the organisation. https://blog.oxfordcollegeofmarketing.com/2018/04/23/what-is-mendelows-matrix-and-how-is-it-useful/ 
[image: Mendelow's Matrix]
Reference: Mendelow, A. L. (1991) ‘Environmental Scanning: The Impact of the Stakeholder Concept’. Proceedings From the Second International Conference on Information Systems 407-418. Cambridge, MA.
More on stakeholder mapping: https://www.professionalacademy.com/blogs/stakeholder-mapping-marketing-theories/ 

5. Can we train leaders to be ethical and to lead improving organisational ethical/CSR performance?

YES- if you think people are not fixed in their attitudes (innate skills, ideas, aptitudes?) and behaviours. 
Sometime unethical behaviour can be changed by education and demonstration of the possible harms caused by unethical CSR, the better policy can be demonstrated, incentivised and acted on. 

Hilda was very strong on this but what is the evidence for success. We cannot simply use our own personal “feelings” to justify our analysis.

The usual list of factors from a corporate training blog: https://www.indeed.com/career-advice/career-development/ethical-leadership
These sites tend to assert NOT discuss/analyse concepts.
An example of a serious ethical leadership training programme: https://professional.dce.harvard.edu/programs/ethical-leadership/#outcomes Look at its content and what it thinks it can achieve.

NO - IF LEADERS ARE BORN NOT TRAINED. ETHICS ARE NATURALLY ACQUIRED (or innately inherited) AND NOT TRAINED. (Virtue ethics?)- if leaders and ethics can internal and not acquired, to improve organisational CSR/ethics, ethical people must be recruited and unethical sacked, to make progress.

It is very difficult to find articles that say that you cannot teach people to be ethical. The implications are frightening (no possible reform, rehabilitation etc). Here a professor explores these implications: https://www.logicallyfaithful.com/you-cannot-teach-ethics/ 

A reference that challenges that ethics cannot be taught, mentioning Kohlberg. https://www.scu.edu/ethics/ethics-resources/ethical-decision-making/can-ethics-be-taught/#:~:text=In%20a%20recent%20editorial%2C%20the,ethics%20can't%20be%20taught.&text=Socrates'%20position%20was%20clear%3A%20Ethics,today%20would%20agree%20with%20Socrates.
Another challenge from businessperson Sheppard with a link to his book https://trainingmag.com/ethics-cant-be-taught-but-they-can-be-modeled/ 

PERHAPS- We might do both. Training to change those we can and exclusion of those we cannot change.
A serious article that says that leadership is not the full story:
Roque, A., Moreira, J.M., Dias Figueiredo, J., Albuquerque, R. and Gonçalves, H. (2020), "Ethics beyond leadership: can ethics survive bad leadership?", Journal of Global Responsibility, Vol. 11 No. 3, pp. 275-294. https://doi.org/10.1108/JGR-06-2019-0065


6. What evidence in corporate information, websites, PR, newsletters etc would you look for to identify ethical leadership in an organisation?

This is what you have to do in Section 2 of the assignment. The key is to derive CSR factors/variables from your analysis of CSR concepts in Section 1.

POLICY COMMITMENTS- relevant to the ethical risks facing the organisation. For example service organisations need key commitments to people, workers, clients, suppliers etc. Production corporations need commitments to safety, environmental protection etc. International companies need policies on international cultural sensitivity etc.

ORGANISATIONAL STRUCTURES- to implement policies. Ethics committees, CSR managers, incentives to be ethical, leadership by senior management, see Andersen (2000) model below.

AUDIT OF ETHICAL ACTIONS- unless you measure implementation, how do know it is taking place? The last stage of Andersen (2000)

7. If you were a ‘toxic leader’, how would you conduct yourself and hide your toxicity/harmful decisions?

TOXIC LEADERS OFTEN DO NOT CONSIDER THEMSELVES TO BE TOXIC.

ALL MANAGERS/LEADERS MAKE MISTAKES AND COVER THEM UP.

TOXIC LEADERS ONLY SURVIVE BECAUSE FOLLOWERS FOLLOW.

WHAT STEPS CAN ORGANISATIONS TAKE TO STOP TOXIC LEADERSHIP IN THEIR OPERATIONS? Checks and balances in recruitment, promotion, audit, appraisal etc.

Conclusion. Look for commitment and processes.

Please note the possible use of Andersen’s model (with the reservations I discussed in the lecture).

Cornerstones of a Business Ethics Programme (Andersen, 2000)



Source: Andersen, A. (2000) Ethical Concerns and Reputation Risk Management. London, Arthur Andersen.

At what stage are each of your organisations at?
A judgement you might make at the end once you have analysed the evidence.

Identify


Values/
Mission Statements

Articulation of what the company stands for

Top management commitment

Management consistency between values and actions



Communicate


Codes of Conduct

Common framework to guide behaviour

Code should emphasise principles over procedures

Developed and supported by both management and staff


Build and Maintain a Responsible Decision making culture


External Assessment

Best Practice

Objectivity & Independence

Public Confidence


Feedback Gathering & Analysis

Stakeholder views

Surveys/focus groups, interviews

Advice channels and helplines

Whistleblowing and Hotlines


Functional Responsibility

In-house expertise

Leadership

Corporate Governance needs

Accessible to employees management

Ownership


Education & Training

All employees

How wrongdoing occurs

Realistic examples

Sensitivity to diverse employee groups


Performance Reviews/
Rewards

Selling decision making as well as financial performance measures

KPI's

Rewarding responsible behaviour penalising inapproporate behaviour
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