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Deviant Workplace Behavior

1 Introduction and Research Problem

“‘Many executives, administrators, and social scientists see unethical behavior as a
cancer working on the fabric of society in too many of today’s organizations.” It is
argued that we have a crisis of ethics which can undermine our competitive strength.
Unethical behavior of employees at all levels of the organization is very alarming.*
Primarily, those who are interested in issues of deviant workplace behavior are
managers, who want to prevent it, and scientists, who are interested in the

phenomenon.

The prevalence of deviant behavior such as fraud, theft, withholding effort,
aggressive behavior, and sexual harassment in the workplace is a big challenge for
organizations.? It is increasingly important to executives and to researchers to

3“

prevent deviant workplace behavior for good reasons.” “[...] A recent study found that

employees accounted for a higher percentage of retail thefts than did customers. [...]

One in every fifteen employees steals from his or her employer.”

Research reports
that 33 to 75 percent of all employees have engaged in some deviant action, and as
many as 42 percent of women have been sexually harassed at work.> About 25
percent of employees have reported to know of substance abuse of co-workers. One
in every fifteen employees has been threatened by violence at work. “Annual costs to
organizations have been estimated to be as high as $4.2 billion for workplace
violence, $200 billion for employee theft and $400 billion for various types of

fraudulent behavior.”

Since such behavior is associated with huge economic costs organizations need to
get this problem under control. Besides the economic costs deviant behavior is also

associated with social and psychological costs. In order to impede these negative

! Sims (1992), p.506

% Peterson (2002a)

® Robinson, O’Leary-Kelly (1998)

* Sims (1992), p.506

® Robinson, O’Leary-Kelly (1998)

® Robinson, Greenberg (1998), p.2



impacts on organizations and on the whole society it is crucial to identify the factors
that contribute to such behavior.’

The reasons of workplace deviance can be traced to many individual, sociological,
organizational, and economic causes. Personality, education, group influence,
Ethical Work Climate, frustration, and stress are only but a few examples. Deviant
behavior takes place when an employee’s behavior changes substantially. The
manifestations of deviant behavior are changes in work punctuality, work attitude and
performance, extended lunch breaks, tardiness, and many other incidences. The
deviant behavior can be regarded as a cry for help and management’s major task is

to recognize the change in behavior and to take corrective action.®

The scope of my work is to identify these factors from literature and to describe their
impact on deviant workplace behavior. | will show the link between deviant workplace
behavior and the ethical decision-making process, and finally | will give
recommendations how deviant workplace behavior might be prevented.

2 Deviant Workplace Behavior

2.1 Definition of Deviant Workplace Behavior
“Business ethics is rules, standards, codes, or principles which provide guidelines for

morally right behavior and truthfulness in specific situations.”

In the workplace many people come together and express different behaviors. Each
of these behaviors has different consequences to the individuals working in the
organization and to the whole organization. In the ideal case these behaviors
coincide with the norms of the organizations. The organizational norms are a
construct consisting of “[...] expected behaviors, languages, principles, and
postulations that allow the workplace to perform at a suitable pace”.® But since
reality is not always the ideal case, work behavior can also range outside the norms
of the organization. Employees either lack the motivation to conform to normative

expectations of the social content or become motivated to violate those expectations.

" Peterson (2002a)

® Magyar (2003)

° Appelbaum et al. (2005), p.43
1 Appelbaum et al. (2007), p.587



The consequences of deviant workplace behavior are critical because they can affect
all levels of the organizations including decision-making, productivity, and financial

costs. !

“There is currently no common definition or terminology regarding workplace
deviance that is generally agreed upon.”™? In literature deviant workplace behavior is
used under a variety of denominations. Although the concepts are very similar, there
may still be slight differences among them. The denominations include
Organizational Misbehavior, Non-Compliant Behavior, Antisocial Behavior,
Workplace Deviance, Dysfunctional Workplace Behavior, Counterproductive
Behavior, Employee Vice, Workplace Aggression, Organizational Retaliation
Behavior, and Organization-Motivated Aggression.”®* * “Each of these activities is
similar in that they violate significant organizational or societal norms and imply

harmful effects on the organization and on its members.”*

The terminology that is used most frequently is workplace deviance or deviant
workplace behavior; hence, | will use it in most cases. Whenever | will use other
denominations, they are to be understood as synonyms. Deviant workplace behavior
is defined as “voluntary behavior that violates significant organizational norms and in

so doing threatens the well being of an organization, its members, or both.”®

2.2 Deviant Workplace Behavior and Ethical Decision-Making
“Ethics considers rightness or wrongness of behavior in terms of organizational,

legal, or societal guidelines determining what moral behavior means.”*’

The ethical decision-making that takes place in organizations comprises employees’
evaluations of different precarious business practices (ethical dilemmas). Ultimately,

such reasoning leads to ethical or unethical conduct. But before action comes about

1 Appelbaum et al. (2007)

'2 Robinson, Greenberg (1998), p.3

'3 peterson (2002a)

' Robinson, Greenberg (1998)

!> Kidwell, Kochanowski (2005), p.139
'® Robinson, Bennett (1995), p.556

7 Kidwell, Kochanowski (2005), p.140



“ethical challenges must first be recognized, judged, and then be followed by [...]

intentions”.*®

In Rest’s framework (1986) the moral decision-making process consists of four basic

components. These are:

(1) Moral Awareness: “Being able to interpret the situation as being moral”
(2) Moral Judgment: “Deciding which course of action is morally right”
(3) Moral Intention: “Prioritizing moral values over other values”

(4) Moral Behavior: “Executing and implementing the moral intention”*°

“‘Moral awareness [...] is the degree to which an individual recognizes the aspects of
a situation that carry a reasonable likelihood of moral wrong or harm to individuals
[...].” Since many employees are taught to think of the effects that their actions have
on profit only, they can be inhibited to perceive moral components.®® “[...] An
individual’s judgment regarding an issue or behavior is the degree to which he or she
considers the issue or behavior morally significant.”®* Behavioral Intentions are “an

individual’s subjective probability that he or she will engage in that behavior”.?

Deviant
Behavior

Moral Moral Moral Moral
Awareness Judgment Intention Behavior

Behavior

| ,Normal“

Figure 1. Ethical Decision-Making

'8 valentine, Rittenburg (2007), p.125
' O’Fallon, Butterfield (2005), p.376
%0 yanSandt et al. (2006), p.414

L Barnett, Vaicys (2000), p.352

%2 Carpenter, Reimers (2005), p.118



2.3 Deviant Workplace Behavior vs. Unethical Behavior
While deviant workplace behavior violates organizational norms, unethical behavior is
wrong-doing when “[...] judged in terms of justice, law, or other societal guidelines

determining the morality of behavior”.?®

Deviant behavior and unethical behavior are not necessarily linked. Paradoxically,
dumping toxic waste in a river is not considered deviant if it conforms to the policies
of the organization. Several of the behaviors that are considered deviant may also be
considered unethical.?* Thus, not dumping toxic waste into the river and reporting to
the authorities can be interpreted as deviant behavior. The behavior that is
addressed in this work is both deviant and unethical. Hence, | will use both terms as

synonyms.

2.4 Positive Deviant Workplace Behavior

Although the majority of deviant acts are considered negative, there exist positive as
well. “Positive deviance is defined as intentional behavior that departs from the norms
of a referent group in honorable ways.”® Positive deviant behavior is commendable
and focuses on actions with laudable intentions, regardless of the outcomes. Positive
deviance comprises innovative behavior, noncompliance with dysfunctional
directives, and criticizing incompetent superiors. Positive deviant behaviors are
behaviors that are usually not authorized by the organizations, but in the end they
help the organization reaching its goals. In order to get into positive deviant behavior
employees need to be psychologically empowered. When employees are
empowered they are able to participate in decision-making and they “[...] are more
likely to engage in risk-taking behaviors that depart positively from the norms of the
organization in a way that is beneficial to the organization.” As innovation involves
thinking outside the box, sticking to organizational norms may impede innovative and
creative ideas. Creativity and innovation at the workplace are key to future success
and profitability of the organization due to advancements in technology and
processes. Those supervisors who empower their employees are regarded as more

innovative and inspirational.?®

3 Robinson, Benett (1995), p.556
24 Robinson, Benett (1995)

> Appelbaum et al. (2007), p.587
% Appelbaum et al. (2007), p.592
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Regardless the fact that deviant behavior can have positive aspects, my work will
focus on the negative aspects of deviant behavior.

2.5 Costs arising from Deviant Workplace Behavior

Deviant workplace behavior is linked to enormous costs. Up to 75 percent of
employees have engaged in deviant acts as theft, embezzlement, vandalism,
sabotage, or absenteeism. Almost 95 percent of all organizations report deviant
actions.?” In a survey analyzing restaurant employees, “60 percent [...] had stolen
[...] at work in the last six months and 80 percent had engaged in” substance abuse,

working slow on purpose, or other types of deviance.?®

Employee theft is most prevalent and is “the greatest source of loss due to crimes
against business”.?° In a survey, 75 percent or employees admitted to have stolen at
least once from their organizations.*® Such behavior is predominant in all industries;
depending on the industry, employee theft is estimated between 38 and 62 percent.
Financial losses due to employee theft are estimated between $20 and $200 billion
per year in the United States. Moreover, employee theft is suspected to be a major
factor in 20 to 50 percent of all bankruptcies. Because of losses provoked by
employee theft organizations have to raise the prices resulting in loss for consumers

as well 3! %2

Company-owned software and intellectual property are more and more subjects to
theft. Losses due to theft of property information are estimated at $45 billion;
“borrowing software from work for personal use” is estimated at another $12 billion

due to lost software privacy.*

In addition to financial and economic costs, non-monetary effects have to be taken
into consideration.** Interpersonal deviance can lead to stress and less job

satisfaction and subsequently to reduced productivity and more turnovers.® In a

" Appelbaum et al. (2007)

%8 Kidwell (2005), p.137

* Greenberg, Barling (1996), p.51
%0 Applebaum et al. (2007)

%1 Greenberg, Barling (1996)

2 Anonymous (2005)

% Anonymous (2005), p.42

% Robinson, Greenberg (1998)

% Appelbaum et al. (2007)
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survey, “42 percent of [...] working women have been sexually harassed”. Costs of

workplace violence are estimated at another $4.2 billion per year.*®

2.6 A Typology of Deviant Workplace Behavior

Classifications of deviant behavior were proposed by the following authors:
Mangione and Quinn (1974) first introduced the concept of property deviance and
production deviance. Wheeler (1976) distinguished serious and non-serious
organizational rule-breaking. Hollinger and Clark (1982) built up a framework that
was based on property deviance and production deviance. Redeker (1989) published
a list of punishable offenses.*’

The above mentioned frameworks “do not [...] account for deviant acts of an
interpersonal nature, such as physical aggression and sexual harassment”; only acts
against organizations. Deviant workplace behavior should also include social aspects
to the organization-directed forms of deviance.®® Finally, Robinson and Bennett
(1995) introduced a typology of deviant workplace behavior including the

interpersonal aspect. The framework consists of the following two dimensions:

(1) Minor vs. Serious
Describes the severity of the deviant behavior
(2) Interpersonal vs. Organizational

Represents the target of the deviant behavior®

By combining these two dimensions, deviant behavior can be categorized in four
different types of deviance. The types are Production Deviance, Property Deviance,

Political Deviance, and Personal Aggression.

The four quadrants might suggest that behaviors from one quadrant are unrelated to
those in another. In fact it is assumed that “deviant behaviors begin small but
escalate into different and more severe sets of behavior.” Minor incidents of incivility
can lead to aggression and ultimately unexplained absences and actions against the

organization can be the result.*® Wilson and Kelling’s (1982) theory of the Broken

% Everton et al. (2005), p.118

" Robinson, Benett (1995)

% Robinson, Benett (1995), p.558
% peterson (2002a)

“0 Everton et al. (2005), p.129
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Windows describes this particular instance; small offences that are not taken care of
will inevitably lead to more serious offences. If someone breaks a window and he
realizes that the window is not replaced, he will assume that he can break the rest of
the windows or even set the house on fire without consequences. Hence, it is crucial

to punish even the smallest offenses.*

Figure 2 is taken from Robinson and Benett (1995).*

ORGANIZATIONAL
N
Production Deviance PropertyDeviance
* Leaving early *Sabotaging equipment
* Taking excessive breaks * Accepting kickbacks
*Intentionally working slow * Lying about hours worked
* Wasting resources * Stealing from company
MINOR < > SERIOUS
Political Deviance Personal Aggression
*Showing favoritism * Sexual Harassment
* Gossiping about co-workers *Verbal Abuse
* Blaming co-workers * Stealing from co-workers
* Competing nonbeneficially * Endangering co-workers
A4
INTERPERSONAL
Figure 2. Typology of Deviant Workplace Behavior (Robinson and Bennett, 1995)

2.6.1 Production Deviance

Production deviance are “behaviors that violate the formally proscribed norms
delineating the minimal quality and quantity of work to be accomplished”. Being late
to work, leaving early, taking excessive breaks, withholding effort, wasting resources,
using drugs and alcohol in the workplace, and calling in sick when well (absenteeism)
are forms of production deviance.*® Withholding effort describes the incidence where

an individual gives less than full effort on a job-related task. An employee might

*1 |_evitt, Dubner (2005)
*2 Robinson, Benett (1995), p.565
3 Robinson, Benett (1995), p.566
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withhold effort because he has negative views about the group or the organization.*
All these behaviors have an impact on the productivity of organizations. A survey
disclosed that 29 percent of supermarket employees have called in sick when they
were well. Lateness and absenteeism are closely linked to each other. Those
employees who are absent frequently also tend to be unpunctual.*®

2.6.2 Property Deviance

Property deviance describes “those instances where employees acquire or damage
the tangible property or assets of the work organization without authority.”*® Property
deviance harms the organizations and is quite severe. Sabotaging equipment,
accepting kickbacks, lying about hours worked, releasing confidential information,
intentional errors, misusing expense accounts, and stealing from the company are
forms of property deviance. Some of these acts are connected with direct costs for
the organization since equipment has to be replaced. Furthermore they can have
consequences for productivity because work cannot be performed until the

equipment is replaced.*’ *8

Theft is defined as the “unauthorized taking, control, or transfer of money and/or
property of the formal work organization that is perpetrated by an employee during
the course of occupational activity.”*® One study found that 75 percent of employees
have stolen property from their organizations at least once. In another study of
restaurant employees, 60 percent indicated that they have stolen from their
organizations in the past six month.>® Employee theft is often seen as unavoidable
costs of doing business. In some cases, employers and employees have different
views of theft. Taking company property (e.g. food) is often not recognized as theft by
employees while it is by employers. Another form of employee theft, altruistic
property deviance, is “giving away of company property to others, either at no charge

or at substantial discount, usually to improve social relationships with peers.”*

* Kidwell (1995)

*® Everton et al. (2005)

*® Robinson, Benett (1995), p.565
*" Robinson, Benett (1995)

“8 Everton et al. (2005)

*® Greenberg, Barling (1996), p.49
% Everton et al. (2005)

*! Greenberg, Barling (1996), p.50
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As defined by The Federal Bureau of Investigation (FBI) embezzlement is “the
misappropriation or misapplication of money or property entrusted to one’s care,
custody, or control.” The difference between embezzlement and other forms of theft
is that the financial trust of an owner is violated by a delinquent.*?

When the victim is a group of individuals rather than the organization individuals are
less likely to steal; it is easier to harm a faceless organization.>® There is empirical
support that employees of smaller firms are more honest than those of larger
companies. Furthermore, employees are less likely to steal from someone they have
positive social contact with.>*

2.6.3 Political Deviance

Political deviance is “the behavior as engagement in social interaction that puts other
individuals at a personal or political disadvantage.” Workplace incivility, showing
favoritism, gossiping about co-workers, and competing non-beneficially are forms of

political deviance.*

Workplace incivility is bad-mannered and disrespectful behavior that harms whether it
is intentional and unintentional. There are numerous examples including being
interrupted while speaking, receiving humiliating notes, and not being thanked when
helping co-workers. Incivility is prevalent; in a survey more than 55 percent of
workers confessed having said something hurtful to co-workers. The consequences
of such behavior are serious. Those who were or still are targets of this type of
behavior are less satisfied with their jobs, and are subsequently more likely to resign.
Besides, they are more likely to be depressed or anxious. Workplace incivility can
also result in other types of deviance. Absenteeism, stealing, doing work wrong
intentionally, and aggressive behavior are plausible outcomes. The consequences of
workplace incivility are stronger, the stronger the incidences are. Even a relatively

small incident can lead to a chain of events resulting in a very grave incident.>®

°2 Anonymous (2005), p.41

°3 Everton et al. (2005)

> |_evitt, Dubner (2005)

° Robinson, Benett (1995), p.566
%% Everton et al. (2005)
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2.6.4 Personal Aggression

Violence that is initiated by co-workers can happen everywhere: No industry, no
organization, and no employee can exclude the occurrence of such behavior.
Personal aggression is “behaving in an aggressive or hostile manner towards other
individuals.” Sexual harassment, rape, verbal abuse, physical assaults, sabotaging
the work of co-workers, stealing from co-workers, destroying property of co-workers,

and endangering co-workers are forms of personal aggression.>” *®

Employees who have been the target of aggression by co-workers have more
physical and emotional health problems and are less committed to their
organizations. They tend to be more often depressed and to have less job
satisfaction than those who have not been victims of aggression. If the victims of
such behaviors receive support, they report higher well-being and possess more
positive feelings than those not being supported.®® While usually individuals are those
who have the greatest costs from these types of behavior, in the end organizations
face costs as well. The costs result from lower productivity, lost work time, inferior

quality, medical and legal expenses, and a damaged public image.®

There are approximately 300,000 incidences of workplace violence reported in the
United States every year and even more are never reported.® Another survey
estimated that more than two million workers are physically attacked at work every
year. Homicide in the workplace is one of the “major causes of employee deaths”.
Women are more affected than are men. 50 percent of all women who decease in the
workplace are victims of violence. “Ten percent of all workplace fatalities in 2004
were homicides. (US Department of Labor, 2005)” Workplace homicide is the fastest

growing kind of homicide in the US.%

Verbal aggression and obstruction usually take place covertly in the workplace.
Hence, harming the victims- whether they are individuals or the organization- can be

carried out with little danger.®®

*" Robinson, Benett (1995), p.566
°% Everton et al. (2005)

% Everton et al. (2005)

% Fleet, Griffin (2006)

®1 Magyar (2003)

®2 Fleet, Griffin (2006), p.700

% Appelbaum et al. (2005)
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3 Factors contributing to Deviant Workplace Behavior

Taking into account the increasing prevalence and the enormous costs of workplace
deviance, controlling this negative aspect is crucial for corporate prosperity. Beyond
doubt, some factors described in this chapter are more applicable to some forms of
deviance because different types of deviant behavior are caused by different
antecedents. Nevertheless, indicating the factors linked to deviant behavior is a
reliable advent to controlling the phenomenon.® ® Analog to Peterson (2002a), | will
structure the factors into individual factors, social and interpersonal factors, and
organizational factors. Organizational factors as perceived ethical values,
organizational justice, and codes of ethics enhance individuals’ reasoning. So do
group behaviors and the relationship between supervisor and subordinate. Finally,
ethics is also affected by unique individual qualities, personality and demographics.®®

Social and
Interpersonal
Factors

Individual Organization Behavior

Organizational
Factors

Demographics

Figure 3. Factors influencing Deviant Behavior

3.1 Person-Based vs. Situation-Based Perspective
Person-based and situation-based factors of deviant workplace behavior were seen

mutually exclusive. Nowadays, it is presumed that there is a strong interaction among

® Robinson, Greenberg (1998)
% Robinson, Benett (1995)
% valentine, Rittenburg (2007)

17



both perspectives. Individual characteristics influence the way employees interpret
and respond to certain situations. Hence, deviant behavior can be credited neither to
individual nor to situational factors exclusively. Deviant behavior can be best
predicted by considering a combination of both individual characteristics and

workplace situation.®’

3.2 Individual Factors
Individual factors are personality characteristics as value orientation and
demographics as age and gender. ”[...] Individual variables may be more likely to

explain interpersonal forms of deviance.”®®

3.2.1 Personality Characteristics

“It is widely believed that some people are, by nature, prone to be deviant.”®® When
individuals enter organizations they already possess some potential predisposition to
commit deviant behaviors. Those individuals’ predisposition can be either small or
large. The greater the individual’s predisposition, the greater is the likelihood that he
or she will engage in deviant behavior. Background reviews of violent individuals
brought to light that they have already attracted attention in the past due to cruelty
towards animals, interpersonal hostility, interests in weapons, and similar. “Violent
and aggressive behaviors have been linked to endocrine influences and brain
structures. The limbic system, biochemistry, genetics, levels of dopamine and
serotonin, and mental illness has also been suggested as causally related to violent
behavior.”® Some personality factors are positively linked to predisposition.
Personality types that are emotionally reactive, that display under-controlled
aggression, and those personality types that can be described as finding pleasure in
hurting or causing discomfort in others possess more predisposition to engage in
violent behavior. Individuals characterized by Type A personality and Hostile
Attributional Bias have larger predisposition as well. A Hostile Attributional Bias
describes a personality factor where individuals have the impression that others
behave aggressively towards them. As a result those individuals attempt to retaliate

and violence is their method. Type A individuals are usually impatient, excited, and
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predominant. Hence, Type A individuals lose their tempers more rapidly and display

aggressive behaviors more often.”*
3.2.1.1 Philosophy/ Value Orientation

Idealism vs. Relativism

“[...] Idealism is the degree to which an individual adheres to moral absolutes when
making moral judgments.” Individuals that are highly idealistic have the opinion that
harming other individuals is always evitable.”? As expected, Idealism is positively
related to ethical decision-making. “[...] Relativism refers to the degree to which an
individual rejects universal moral rules when making ethical judgments.” In the
viewpoint of Relativists, the circumstances regarding ethical dilemmas are more
relevant than sticking to moral principles when making ethical decisions. There is a
negative relationship between Relativism and ethical sensitivity because Relativists
consider ethical issues to be less important.” Relativism is negatively related to
ethical decision-making.” Thus, idealistic individuals behave more ethically and are

less likely to engage in deviant behaviors.

Deontological vs. Teleological Perspectives

From a deontological view “[...] an action is right only if it is consistent within a set of
moral rules and wrong only if it violates those rules”.”” Deontology is best described
by Kant's Categorical Imperative: “Act according to a maxim that you can will to be a
universal law” and “Do unto others as you would have them do unto you”. In a
teleological view an action is good or bad compared to its outcomes.’”® While
Deontology is positively related to ethical decision-making, Teleology is negatively
related.”” Thus, individuals characterized by a teleological view are more likely to

exhibit acts of workplace deviance.
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3.2.1.2 Locus of Control

Internal vs. External Individuals

Internal individuals view events and outcomes in life as being “[...] largely under their
own control”, external individuals believe that outcomes and events are determined
primarily by external forces as “[...] luck, fate, social context, and other people”.
Internal locus of control is positively associated with the ethical decision-making
process, while external locus of control is negatively associated.”® Thus, external
individuals are more likely to engage in deviant behaviors

3.2.1.3 Machiavellianism and Love of Money

There is a link between Machiavellianism and the likelihood of deviant behavior within
individuals. Machiavellianism is associated with both interpersonal and organizational
deviance.” Machiavellianism refers to the individuals’ inclination to manipulate others
in order to achieve personal goals. Machiavellianism is can stimulate people to use
aggressive, manipulative, and disingenuous strategies and policies to achieve
specific goals. High Machs (people with high Machiavellianism) apply aggressive
practices to achieve goals regardless of others’ feelings, rights, and needs. High
Machs are related to antisocial behavior and are primarily concerned about power,
financial success and other extrinsic goals.®® There is a negative relationship
between Machiavellianism and ethical decision-making. People with a high
Machiavellianism character are less ethical than those with a low Machiavellianism
character.?’ Thus, people characterized by Machiavellianism are more likely to

engage in deviant behaviors.

“‘Many people are attracted to the business field due to lucrative rewards and high
compensation.” Studies have shown that pay is ranked upon the most important work
goals. Love of money is “[...] one’s desire and aspiration for money”. Whenever
money is a core motivator, individuals tend to do everything necessary to make
money. Hence, money can motivate to act unethically and engage in deviant acts.
Especially regarding people with high or median income, this relationship is most

prevalent. Love of money may mislead people to incorporate the win-at-all-cost
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strategy. Love of money is positively related to Machiavellianism which is related to

deviant behavior.®?

3.2.1.4 Personality Flaw

Individuals can have serious personality flaws or mental disorders which make them
commit deviant acts. Unsurprisingly, alcohol and drug users are more likely to act
aggressively in their workplaces.®* “Some employees seem to steal simply for the
thrill of it.”®

Regarding theft, certain attitudes are linked to individuals engaging in employee theft.
The typical employee-thief is by predisposition tempted to steal, thinks oftentimes
about theft-related activities, is willing to punish (other) thieves less, and is more
prone to steal caused by peer pressure. Studies have shown that employees who
were fired for deviant behaviors admitted past theft and had significantly lower scores

in honesty tests.®

Dysfunctional employees bring inopportune behaviors to their workplaces. Some
children grow up in an environment — dysfunctional family system - characterized by
the presence of alcoholism, drugs, or other addictions. The family is a primary source
of learning, especially of social behaviors. Those children grow up receiving bad

influence concerning values and dealing with others and the world.®

3.2.2 Demographic Variables

“[...] Personality variables by themselves account for only a small portion of the
variance in predicting deviant workplace behavior.”®” Employees who are rather
young (age), who are “new to their job” (tenure), and who have “low-paying positions”
are more likely to engage in acts of deviance.®® Gender, education, religion, and
marginality position are further demographic variables that influence the ethical

decision-making.
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3.2.2.1 Gender

There is a long-established belief that females including business persons and
students are more ethical than males. In empirical research there are often no
differences discovered between women and men, but when there are differences,

women are more ethical than men.®® “

Women are more likely to hold higher values
[...]” resulting in lower likeliness to engage in unethical and deviant behavior.*
Furthermore, usually males not females engage in aggressive behavior in the
workplace.® Reviewing 14 studies that examined gender, Ford and Richardson
(1994) found that seven of those studies showed females to act more ethically than

males.%

There are three different approaches that try to explain why there are gender
differences in ethical decision-making. In the first place, socialization theory is used
to explain gender differences. It is argued that differences between men and women
are the result of “early socialization through institutions such as family and schools”,
and through gender “specific role requirements such as being a wife or husband”.
Whereas women place greater emphasis on “interpersonal relations, caring, and
doing work well”, men place greater emphasis on “competitive success and extrinsic
rewards such as financial rewards and status”. Since men are more interested in
competitive success than caring about others, they are more willing to engage in
unethical and deviant behavior in order to achieve their goals. Secondly, gender
differences are explained as the result of men and women “using different ethical
frameworks in their ethical decision-making”.*® Thus, men and women tend to use
different orientations when facing ethical dilemmas. Women seem to view ethical
dilemmas with empathy and compassion, whereas men view such dilemmas with
justice and fairness.* Finally, the role of moral situations is used to explain gender
differences. Empirical results show that men made the more ethical decision in

situations, where the moral intensity was extreme. The situation was either unethical
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or obviously ethical. When the situation was somewhere in between, women were

more likely to make the more ethical decision.*

Thoma (1986) carried out a meta-analysis of fifty-six DIT studies including over six
thousand men and women. He concluded that women score significantly higher than
men at every age and education level. Rest’'s Defining Issues Test (DIT) is an
instrument that is used most often when intending to measure moral development.
Moral development refers to the fact that people of all cultures “[...] pass from lower

to higher stages of moral reasoning”.”®

“Literature [...] suggests that women score higher in ethical reasoning than men.” In a
study regarding ethics training, positive effects of training were only observed in

women.?’

3.2.2.2 Tenure

The longer an employee is a member of an organization, the more unlikely it is that
he will act unethically and engage in deviant acts.®® Employees with less tenure in an
organization are more likely to engage in acts of property deviance and other types of

workplace deviance.*

3.2.2.3 Education

One of the most important factors in the “development of moral judgment” is the
length of formal education. An individual with a longer length of formal education is
“‘more aware of the social world [...] and his place in it”. With each level of education
attained, an individuals’ moral awareness increases.'® Thus, education is positively
related to ethical decision-making; the more education an individual possesses, the
less likely it is that he will act unethically and engage in acts of deviant behavior.***
Nevertheless it is undoubted that top managers engaging in corporate crimes

possess more education than the average person. The exception proves the rule.
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3.2.2.4 Age

Age is expected to be positively correlated to ethical decision-making.'®* In fact, elder
employees are likely to be more honest than younger employees are.'®® Younger
members of the workforce are linked to an “epidemic of moral laxity” because “more
theft involvement has been found among younger employees.”*® But surprisingly,

the research on age shows mixed results concerning ethical decision-making.'%

3.2.2.5 Status and Numerous Reference Groups

Individuals with a high status and those who have numerous reference groups are
more likely to engage in positive deviant behavior. Employees who have numerous
reference groups have a “broader range of varying perspectives” and points of view.
By integrating more perspectives in problem-solving can lead to increased workplace
creativity and ultimately to innovation, a form of positive workplace deviance. Those
who have a high status will receive more support when engaging in positive deviant

behavior than those with a low status.'®

3.2.2.6 Religion
As anticipated, religious people tend to be more ethical, thus there is a positive

relationship between religion and ethical decision-making.'®’

3.2.2.7 Marginality Position

Some forms of Deviant Workplace Behavior “are more likely to involve employees
who are young, new to their job, work part-time, and have low-paying positions.”*%®
Marginal employees have “low status, low rank in the organizational hierarchy, low
wages, little opportunity for advancement, short tenure, little chance to develop

® Furthermore, the

relationships”, are socially isolated, and are disposable.®
temporary nature of work is likely to cause deviant workplace behavior. There are
several reasons why temporary workers are more likely to engage in deviant acts.
Temporary workers are usually paid less, have lower skills and poor motivation, have

limited identification with the organization, lack the opportunity to develop
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commitment to the organization, and do not have enough time to develop a
relationship with their employer. Once employees gain tenure and identify more with
their organizations, they are less likely to engage in employee theft and other deviant

acts.1°

3.3 Situational Factors

An individual does not work for months or even years in an organization, without
being influenced in his thinking, his beliefs, and his aspirations.'** In predicting
deviant workplace behavior individual variables explain only a small part of the
variance. In order to predict deviance, not only individual factors, but also situational
factors have to be taken into consideration. “Neither apples (people) nor barrels
(organizational environment) by themselves account for as much variance in
workplace deviance as both factors together.” The situational factors include both

social and interpersonal factors, and organizational factors.**?

Employees’ behaviors in organizations are influenced by factors such as
compensation, organizational goals, job design, and socialization. Norms and values
imposed by organizations can induce an otherwise moral individual to commit
unethical and deviant acts.**® The Stanford Prison Experiment has shown that in the
right situation, individuals are able to become sadistic and behave brutally towards
others. Although the experimenters used several personality tests, they “were unable

to predict (or even postdict) who would behave in what ways and why.”***

3.3.1 Social and Interpersonal Factors

Perceptions of social norms, the influence of work groups and supervisors,
opportunity, need, and dissimilarity contribute to workplace deviance. “[...] Individuals
use information from their immediate social environments to interpret events, develop
appropriate attitudes, and understand expectations concerning their behavior and its
consequences.” (Social Information Processing Theory) From their social

environment individuals receive information about what is acceptable within the
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organization. They might be convinced that unethical and deviant behavior is a

necessary part of the working environment.**®

Organizational deviance is the result of an employee’s “social exchange with the
organization”, while interpersonal deviance is the consequence of the “social

exchange with co-workers” '

3.3.1.1 Influence of Work Groups

“Groups play a large role in influencing their members and their organizations.”**’
Individuals analyze their work environments and if necessary modify their actions in
order to comply with their surroundings. Those individuals who already have
antisocial tendencies are more likely to be attracted to and selected into groups with
similar types of tendencies. Individuals tend to adapt their behaviors, cognitions, and
attitudes in order to match better with their social environment at work. People who
adapt well will more likely remain a part of the work group and organization, while
those who do not adapt enough will more likely leave. Thus, there is a positive
relationship between an individual’s level of antisocial behavior and the level of his

co-workers.'*®

Research suggests that employee theft is usually a solitary event. Nevertheless, the
influence of co-workers on theft is tremendous. Employee theft can be a widespread
and accepted occurrence in particular groups. Those groups are able to create a
system of theft that beneficiates the particular group. The individuals that do not get
along with the theft culture are often excluded and they perceive great pressure to

leave their jobs.™®

The effects that aggressors have on personal (well-being) and organizational
(commitment) outcomes are permanent. Deviant role models will significantly
influence others within the group to engage in acts of deviance as well.*?° Although

individuals with a high sense of ethics are less satisfied in deviant groups, still they
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do not prefer to leave the group.’? In this case socialization factors weigh more than
individual factors.

Groups that possess stronger antisocial climates are able to influence individual
members’ antisocial actions more than groups with more ethical climates. The more
time an individual is part of a work group, the stronger will be the influence the group
has on him. The higher the level of a group’s task interdependence the higher will be
the group’s influence. When an individual engages in less deviant behavior than his
work group, he will be less satisfied with his co-workers. Prosocial individuals who
have to work with antisocial co-workers will feel unwell which may lead to attrition
among those who do not fit. The likelihood of punishment by management reduces
the influence of a group’s antisocial behavior. Interestingly, those whose deviant
behavior was lower than the group’s do not seem to have higher intentions to leave.

Close supervision does not reduce the influence of a group’s antisocial behavior.?

When an individual feels strong identification with his work group, he will more likely
engage in deviant behavior if such behavior is tolerated by the group. If the social
bond in a group is very strong, individuals are more likely to conform to group

norms.*?3

Within group settings, individuals observe other group members; subsequently, these
members serve as role models. The diffusion of responsibility in groups can lead
individuals to engage in deviant acts easier, since they are not fully responsible for

the outcomes. 1%

3.3.1.2 Influence of Supervisors
Not only work groups influence employees. The way managers behave and the
culture they establish influences the way lower level employees and the whole

organization behave when facing ethical dilemmas.*®

The better the alignment between words and deeds (behavioral integrity) of the
manager, the greater credibility he has and the greater will be the trust of his

employees. Behavioral integrity also implies that managers act in consonance with
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psychological contracts. A psychological contract is “the perception of an agreement
between employee and employer.” A psychological contract is the outcome of one’s
belief “that a promise of future return has been made, that a contribution has been
made, and that an obligation to provide future benefits has been created”.’*® A
psychological contract that is violated equals a broken promise; the words and deeds
do not match. The degree of behavioral integrity of managers and the attitudes of
employees are closely related. Psychological contract breach correlates positively
with absenteeism and negatively with performance. Moreover, behavioral integrity
and bottom line achievement by the organization have a significant positive
relationship. When employees consider their immediate supervisors the relationship
between behavioral integrity and employee attitudes is stronger than when they
consider more distant managers such as top management. Thus, when managers
show greater behavioral integrity, employees will be more satisfied with their jobs,
with their organizations, and will have greater organizational commitment. Job
satisfaction and organizational commitment are linked to firm performance.
Furthermore, there is a link between job satisfaction and lower absenteeism and

turnover.*?’

Usually, those who behave uncivilly in organizations direct their rudeness to people
who are their subordinates in organizational hierarchy. If supervisor and subordinate
do not get along personally or professionally, interpersonal conflicts are the result.
The consequence is that employees will try to avoid that person, and due to less
motivation they will work less and consider quitting. Thus, they will behave in a less

favorable way for the organization.'®®

Disagreeable behavior of managers is often overlooked by top management when a
good bottom line performance is accomplished. A manager who is rude to his
subordinates and reaches his objectives is more beneficial than a good manager who
misses his objectives by little. Bad managers can make life miserable for their
subordinates. Deviant workplace behavior as an act of retaliation can be the
consequence. Hence, frustrated and maltreated employees will sabotage

organizational property; another plausible outcome is workplace aggression. Even if
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the bad manager is dismissed, the problem is not already solved because the former
manager might have recruited bad employees — similar to him. Once a bad manager
has been recruited, the organization will have to labor hard to reconstitute.*?°

3.3.1.3 Opportunity

Individuals might be inherently greedy and employees would steal if given the
chance. Thus, opportunity is positively correlated to employee theft.** “[...]
Loosening, ambiguous conditions create opportunities to behave illegally.”**! Since
employees who have positions of responsibility, and access to cash are controlled
less, they are more likely to engage in employee theft or fraudulent behavior.**? By
minimizing opportunity — for instance by using surveillance techniques — theft could

be inhibited .3

Employee theft can be compared with entrepreneurship. Similar to entrepreneurs,
employee thieves usually work independently in order to exploit opportunities. “[...]
Why and how some individuals and not others exploit risky opportunities” is part of
entrepreneurship research. The same method can be applied to workplace theft.
Individuals can possess characteristics and attitudes motivating them to steal, but not
all individuals will behave in situations the same way. Some may act impulsively and

steal, others may not.***

3.3.1.4 Need

A very evident reason why employees steal is financial need. They simply need to fix
financial difficulties that have no conventional solutions (e.g. debt, drug habits,
gambling). External financial pressures cause individuals to engage in deviant acts,
they would not have engaged in if circumstances were different. Social needs play
also a role in explaining employee theft from a need viewpoint. People that are
characterized by high belongingness needs will consider stealing if there is enough
peer pressure. This is especially the case with young individuals. Stealing can be a

test of courage.'®
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3.3.1.5 Indebtedness

Providing gifts to purchasing executives is a usual sales practice in business life
which often leads to feelings of indebtedness for the purchasing executives.
Business gift expenses are estimated at $1.5 billion every year (in the US 1989).
Most of the organizational buyers accept gifts or favors from sales personnel. Gifts or

favors include lunches, tickets to sports events, and business support.*®®

Exchanges between buyers and vendors are usually characterized as “balanced
reciprocities where there is a one-for-one exchange”. Thus, the balanced exchange

between buyers and vendors is dictated by the norm of reciprocity which says:

(1) “Individuals [...] help others who have helped them”
(2) Individuals do not harm others who have helped them®’

Whenever buyers receive gifts, the exchange relationship between him and the
vendor is unbalanced. The buyer will have an uncomfortable feeling and he feels an
“[...] obligation to repay the vendor”. The discomfort and the willingness to repay are

referred to as indebtedness.*®

3.3.1.6 Dissimilarity

The following chapter on dissimilarity is taken and adapted from Liao et. al (2004).

“In the context of an increasingly diverse workforce, organizations are faced with th