
EDITI0N3

Meeting the

Ethical

Challenges
of Leadership

Casting Light or Shadow

Craig E. Johnson
George Fox University

DSAGE
Los Angeles • London • New Delhi • Singapore



Contents

Acknowledgments xiii

Introduction xv

Fallen Leaders xv

Defining Terms xviii

Part I. The Shadow Side ofLeadership

1. The Leader's Light or Shadow 3

What's Ahead 3

A Dramatic Difference 3

The Leader's Shadows 7

The Shadow of Power 7

Leadership Ethics at the Movies: Jonestown:

The Life and Death ofPeoples Temple 9

Self-Assessment: The Brutal Boss Questionnaire 10

The Shadow of Privilege 13

The Shadow of Mismanaged Information 15

Case Study: Hiding the Truth: Friendly Fire

and the Death ofPat Tillman 17

The Shadow of Inconsistency 20

The Shadow of Misplaced and Broken Loyalties 21

The Shadow of Irresponsibility 23

Implications and Applications 24

Focus on Follower Ethics: The Dark

Side ofFollowership 25

For Further Exploration, Challenge, and Self-Assessment 27

Chapter End Case: Casting Shadows at Enron 28

Chapter End Case: It Pays to Be an Executive:

The Stock Options Scandal 31



2. Shadow Casters 35

What's Ahead 35

Shadow Casters 36

Unhealthy Motivations 36

The Warped Minds of Top CEOs 37

Focus on Follower Ethics: Follower Motivations

and the Dangers of Toxic Leadership 39

Faulty Decision Making 40

Decision-Making Biases 42

Inactive or Overactive Moral Imagination 44

Ethical Deficiencies 46

Case Study: The Multiplied Abused Children 47

Contextual Pressures 48

Stepping Out of the Shadows: Expanding Our Ethical Capacity 49

Leadership Ethics at the Movies: The Devil Wears Prada 50

Self-Assessment: Ethical Self-Awareness Instrument 53

Implications and Applications 57

For Further Exploration, Challenge, and Self-Assessment 57

Chapter End Case: Napoleon Marches Again:

Jean-Marie Messier and Vivendi Universal 59

Chapter End Case: The Ethical Saga ofSalomon Inc. 61

Part II. Looking Inward

3. The Leader's Character 69

What's Ahead 69

Elements of Character 69

Courage 71

Integrity 71

Focus on Follower Ethics:

Courageous Followership 72

Humility 73

Reverence 74

Optimism 74

Leadership Ethics at the Movies:

The Last King of Scotland 75

Compassion (Kindness, Generosity, Love) 76

Justice 76

Case Study: The Hero as Optimist:

Explorer Ernest Shackleton 79



Character Building 81

Finding Role Models 81

Telling and Living Collective Stories 83

Learning From Hardship 84

Developing Habits 86

Developing Mission Statements 88

Identifying Values 89

Self-Assessment: Instrumental and Terminal Values 92

Implications and Applications 93

For Further Exploration, Challenge, and Self-Assessment 94

Chapter End Case: "Chainsaw" Al Dunlap and

"Mensch" Aaron Feuerstein 95

Chapter End Case: The Greatest Reformer in History 99

4. Combating Evil 105

What's Ahead 105

The Faces of Evil 105

Evil as Dreadful Pleasure 106

Evil as Deception 106

Evil as Bureaucracy 107

Evil as Sanctioned Destruction 107

Evil as a Choice 108

Evil as Ordinary 109

Facing Evil 110

Making a Case for Forgiveness 111

Breaking the Cycle of Evil 111

Focus on Follower Ethics: Resisting Situational

Pressures to Do Evil: A 10-Step Program 112

Leadership Ethics at the Movies: Munich 113

Case Study: To Forgive or Not to Forgive? 115

The Forgiveness Process 116

Self-Assessment: Tendency to Forgive Scale 117

Psychological Elements ofForgiveness: Psychological
Variables That May Be Involved When We Forgive 118

Spirituality and Leadership 120

Spiritual Disciplines 123

Implications and Applications 125

For Further Exploration, Challenge, and Self-Assessment 126

Chapter End Case: Genocide in Slow Motion 127

Chapter End Case: Covering Up Evil 129



Part III Ethical Standards and Strategies

5 General Ethical Perspectives 137

What's Ahead 137

Utilitarianism Do the Greatest Good for the

Greatest Number of People 138

Focus on Follower Ethics Blowing the Whistle

Ethical Tension Points 140

Leadership Ethics at the Movies The Guardian 141

Kant's Categorical Imperative Do What's Right No

Matter What the Cost 141

Justice as Fairness Guaranteeing Equal Rights
and Opportunities Behind the Veil of Ignorance 143

Self-Assessment Organizational Justice Scale 146

Case Study Equal Justice for All? The Jena Six 148

Communitananism Shoulder Your Responsibilities
and Seek the Common Good 149

Altruism Love Your Neighbor 153

Organizational Altruistic Behaviors 155

Ethical Pluralism 156

Implications and Applications 157

For Further Exploration, Challenge, and Self Assessment 157

Chapter End Case The Battle Over

the Cervical Cancer Vaccine 159

Chaptei End Case Cm ing One Patient at a Time 162

6 Normative Leadership Theories 167

What's Ahead 167

Transformational Leadership Raising the Ethical Bar 167

Leadership Ethics at the Movies Coach Carter 169

Self-Assessment Perceived Leadei Integrity Scale 172

Products of Transformational and

Pseudotransformational Leadership 174

Servant Leadership Put the Needs of Followers First 176

Focus on Follower Ethics Servant Followership 180

Authentic Leadership Know Yourself and To

Your Own Self Be True 181

Case Study The Airline Executive as "Mom in Chief" 183

Taoism Lead Nature's Way 186

Implications and Applications 190



For Further Exploration, Challenge, and Self-Assessment 191

Chapter End Case: Transforming Clear Lake College 192

Chapter End Case: Betraying the Student Borrower 194

7. Ethical Decision Making and Behavior 199

What's Ahead 199

Components of Moral Action 200

Component 1: Moral Sensitivity (Recognition) 200

Component 2: Moral Judgment 202

Leadership Ethics at the Movies: The Lives of Others 204

Component 3: Moral Motivation 205

Component 4: Moral Character 206

Decision-Making Formats 207

Kidder's Ethical Checkpoints 207

Focus on Follower Ethics: The Goalkeeper's Outburst 209

Case Study: The Terminal Patient 212

Nash's 12 Questions 212

Self-Assessment: The Gift 215

The SAD Formula 216

The Moral Reasoning Process 217

The Case Study Method 220

Implications and Applications 223

For Further Exploration, Challenge, and Self-Assessment 224

Chapter End Case: Ethical Scenarios for Analysis 226

Part IV. Shaping Ethical Contexts

8. Building an Effective, Ethical Small Group 233

What's Ahead 233

The Leader and the Small Group 234

Case Study: Tougher Safety Standards for All-Terrain
Vehicles? 235

Fostering Ethical Accountability 236

Resisting Groupthink 238

Signs of Overconfidence 239

Signs of Closed-Mindedness 239

Signs of Group Pressure 239

Focus on Follower Ethics: Avoiding False Agreement:
The Abilene Paradox 241

Promoting Enlightening Communication 243

Seeking Dialogue 243

Comprehensive, Critical Listening 244



Defensive Versus Supportive Communication 246

Productive Conflict 248

Leadership Ethics at the Movies: A Few Good Men 249

Engaging in Effective Argument 250

Implications and Applications 251

Self-Assessment: Argumentativeness Scale 252

Common Fallacies 253

For Further Exploration, Challenge, and Self-Assessment 254

Chapter End Case: Incentives for Organ Donations 256

Chapter End Case: Responding to Groupthink and

Faulty Reasoning at NASA 258

9. Creating an Ethical Organizational Climate 265

What's Ahead 265

The Leader as Ethics Officer 265

Ethical Climates 267

Leadership Ethics at the Movies: Breach 267

Signs of Healthy Ethical Climates 268

Focus on Follower Ethics: The Seven

Signs ofEthical Collapse 269

Zero Tolerance for Destructive Behaviors 270

Integrity 273

Process Focus (Concern for Means and Ends) 275

Structural Reinforcement 276

Social Responsibility 277

Climate-Building Tools 277

Discovering Core Values 278

Core Values 279

Self-Assessment: Mars Group Technique 280

Codes of Ethics 282

Case Study: Cutting Corners at the University 283

Continuous Ethical Improvement 286

Ethics Codes: A Sampler 287

Implications and Applications 291

For Further Exploration, Challenge, and Self-Assessment 292

Chapter End Case: The High Cost ofEthical Neutrality 294

Chapter End Case: Agenda for Change at

the Air Force Academy 297

10. Meeting the Ethical Challenges of Diversity 303

What's Ahead 303

Promoting Diversity in the Organization: An Ethical Imperative 304

Case Study: Diversity Pushback 305



Mastering the Ethical Challenges of Leadership
in a Global Society 309

The Dark Side of Globalization 309

Self-Assessment: The Diversity Perceptions Scale 310

Leadership and Ethical Diversity 316

Leadership Ethics at the Movies:

Letters From Iwo Jima 317

Cultural Differences and Ethical Values 317

Defining Culture 317

Programmed Value Patterns 319

Project GLOBE 321

Ethical Disadvantages of Collectivism

and Individualism 322

Standing on Moral Common Ground 324

Focus on Follower Ethics: Follower Obligations in

Cross-Cultural Leader-Follower Relationships 325

A Global Ethic 326

Eight Global Values 326

The Peace Ethic 327

The Global Business Standards Codex 328

The Caux Principles 329

Making Ethical Choices in Culturally Diverse

Settings: Integrated Social Contracts Theory 330

Implications and Applications 331

For Further Exploration, Challenge, and Self-Assessment 332

Chapter End Case: Google Meets the

Great Firewall of China 333

Chapter End Case: Ethical Diversity Scenarios 335

Epilogue 341

References 343

Index 371

About the Author 381


