

Instructor Notes for Ethical and Leadership Dilemma Role Play Exercise
Activity Objectives
· Apply  “Honorable” concepts (i.e., leading ethically and personal strengths) to a role play situation
· Enhance students’ confidence in their ability to handle ethical dilemmas in the workplace.

Materials Required
· Role play scenarios (available on CLC resource site or create your own tailored to your class and/or discipline)
· Observer Feedback Sheets for Role Play (6 per team) (available on CLC resource site)
· Assertive Communication Format (available on CLC resource site)

Suggested Process
1. Organize the class into teams of 3-6 students and assign each team a number of 1, 2, or 3
2. Provide each student an Observer Feedback Sheet for Role Play
3. Review assertive communication techniques with students, prior to starting role play
4. Review the execution instructions for the role play exercise:
a. Teams numbered 1 will get role play scenario 1 (Ethical & Leadership Dilemma with Supervisor)
b. Teams numbered 2 will get role play scenario 2 (Ethical & Leadership Dilemma with Peer)
c. Teams numbered 3 will get role play scenario 3 (Ethical Dilemmas & Leadership with Direct Report)
d. Team members determine which members play the roles (2) and the remaining members serve as observers for the role play
e. Role players are given 2 minutes to read their respective roles and formulate a plan for how they will enact the role play.
f. The team conducts the role play until ethical and leadership dilemma is resolved and/or 5 minutes pass
g. After the role play, the observers conduct a debrief focusing on key portions of the Observer Feedback Sheet with the role players
h. After all teams conduct their debrief, teams assigned number 1 will pass their scenarios to teams assigned number 2; teams numbered 2 will pass their scenarios to teams numbered 3; and teams numbered 3 will pass scenarios to teams numbered 1
i. Team members select different role players and observers and repeat steps d-g
j. After all teams conduct their debrief, teams assigned number 1 will pass their scenarios to teams assigned number 2; teams numbered 2 will pass their scenarios to teams numbered 3; and teams numbered 3 will pass scenarios to teams numbered 1
k. Team members select different role players and observers and repeat steps d-g
5. Execute the role play exercise
6. After the number of desired role play rotations, conduct a class debrief by asking different groups (supervisor, peer, and direct report) to summarize what they learned from the experience
7. Summarize or ensure key points are discussed using debrief summary sheet starting on page 2



Scenario 1: The Supervisor’s Request (Management Example)
Supervisor
You are the Retail Manager for a regional bank.  The competition in the banking market is very tough. Over the past three months your team has been struggling to meet revenue goals.  You are being considered for promotion and want to do everything possible to ensure your department meets all performance goals. You have cut costs to the breaking point.  In order to keep costs low, you implemented a hiring freeze which means your employees are assuming more responsibilities. You are now re-focusing on other ways to increase revenue.  As you reviewed your cell phone bill last night, you had an idea of how to increase revenues.  Your cell phone bill had several additional nebulous, small service fees on the bill.  It took you 30 minutes reading the small print on the bill, going to the provider’s website, and, finally, talking to a service representative to find out that the charges were for nice to have features you do not use. The provider puts these services on all accounts and it is up to the account holder to opt out of the services.  The representative walked you through your contract and on page 10 you found a sentence that mentioned the additional service fees.  You were wondering if this could be a means to help you boost the bank’s revenue to secure your promotion.  You decide to call in one of your Junior Associates and persuade him/her to assist you.  This associate is young and ambitious and likely to see the utility of your plan.  This also provides you with reasonable plausible deniability if the scheme is discovered.  You will try to appeal to his/her ambition and if that does not work, you will pressure him/her.
Tony/Toni
You are a Junior Retail Associate at a regional bank. You have been working hard to earn a name for yourself in the bank and secure your first promotion.  Also, you have invested to build good relationships with your peers by sharing best practices with them and meeting regularly socially. You want to win, but also bring your peers and team along. You have been on the job about eight months and like “pushing” the envelope when thinking about creative ways to raise revenues and/or cut costs. You know the banking business is built on trust; therefore, you are committed to maintaining your integrity and not violating the law.  
The Retail Manager has requested an office call with you this afternoon.  You think the Manager might be using this meeting to let you know that you are doing a great job.  You know the Manager is up for a big promotion and this might be your opportunity to secure a “fast-moving” senior executive mentor. You are excited about the upcoming meeting.

Suggested Debrief Questions and Key Points Summary
Scenario 1: The Supervisor’s Request (Finance Example)
Suggested Discussion Questions Based on Scenario 
· What is your assessment of the Retail Manager’s ability to lead ethically?
· How would the Retail Manager’s actions potentially impact the culture in the organization?
· How would you feel working for someone like the Regional Manager?
· How could Tony/Toni exercise ethical influence on the Regional Manager (lead up)?
· What implications does the Regional Manager’s behavior have for the norms and professional standards of the finance profession?
· What personal strengths did the Regional Manager lack?
· What was the ethical issue Tony/Toni faced?
· What were the forces that Tony/ Toni must overcome to take ethical action?
· What personal strengths (e.g., integrity, courage, moral reasoning, personal responsibility, confidence, etc.) can Tony/Toni leverage to take ethical action?
· What course of action would you recommend Tony/Toni take to resolve the ethical dilemma?
· Does Tony/Toni have a responsibility to report the Regional Manager’s request to his supervisor?  If so, how would you go about doing this?

Suggested Key Learning Points
Regional Manager (Senior Supervisor)
Lead ethically
· Regional Manager’s behavior takes advantage of his position and breaches trust with employees
· Unethical behavior by leaders adversely impacts the culture and climate within an organization
· People (talent) will leave an organization whose leaders engage in unethical behavior to preserve their integrity and professional reputation. Thus, doing business ethically attracts and retains good talent.
· Customers will leave the bank if they found out about unethical practices

Strengths and factors facilitating ethical action
· Potential consequences associated with cheating customers such as losing promotion, getting fired, and facing criminal charges (costs might be greater than reward)

Obstacles to ethical action 
· Ambition for promotion at any cost
· Lack of integrity regarding being true to personal and organization’s values
· Value system does not fit the organization’s culture
· Lack of a sense of duty as a leader regarding not asking direct reports to compromise themselves, the organization’s values, and/or the law

Tony/Toni
	Lead Ethically
· Appears to be an ethical leader among his peers—a role model
· Understands the importance of trust for the organization to stay in business
· Possesses a good sense of his values and boundaries to preserve integrity	
· Assists in establishing a positive, open, and ethical climate by sharing best practices with his peers

Strengths and factors facilitating ethical action
· Clear sense of integrity and ethical boundaries 
· Sense of duty as representative of the bank
· Understands the importance of trust to attracting and maintaining customers
· Good relationships to draw on for support to take ethical action
· Early in career thus has greater flexibility to shift jobs
· Consequences associated with cheating customers such as getting fired and/or facing criminal charges (risks greater than rewards)

	Obstacles to ethical action
· Ambition for promotion
· Threat of losing job, poor performance evaluation, and/or negative working climate

Scenario 2: Peer’s Shortcut to Success (Marketing Example)
Taylor
You are a sales account manager at Action Brands.  The challenges of working with a variety of customers and closing deals motivates you.  You are a people person and enjoy establishing relationships with customers and your fellow sales account managers. You also like the freedom of action that a sales job provides you.  Your goal is to leverage success in this sales position to earn a promotion.  Thus far you have been fairly consistent in achieving your quarterly sales goals.  However, January to March gives you the toughest challenge in meeting your assigned goals. This year you were a little short as were the majority of account managers.  One of your peers, Joe/Joanne consistently hits all his/her sales goals throughout the year.  You want to leverage peer learning, so you invited Joe/Joanne to lunch to learn the trade secrets from a master.  At lunch, Joe/Joanne states that his/her secret to success is post-dating all sales over his/her assigned goal to the next quarter.  He/she states that the company rewards you for consistently making quarterly goals and not for exceeding your goals.  Thus, he/she states that it makes no sense wasting a good sale by reporting it in a quarter when you have already met your goal.  So, he/she holds the order request and places it into the system in the new quarter.  Joe/Joanne states that sometimes you have to make-up a story about production delays to explain to the customer why the order is taking so long.  He/she states, it is all about gaming the system and getting ahead.
You are somewhat shocked by Joe/Joanne’s underhanded scheme and feel that this practice is unethical. First, post-dating sales violates the company policy. Second, improper reporting of sales impacts quarterly estimated taxes the company must pay by law. Third, the scheme takes advantage of all the other account mangers that are doing the right thing. Fourth, the customer is being lied to which places the company’s reputation at risk.  This is bothering you and you decide to confront Joe/Joanne to persuade him/her to tell the supervisor about his/her practice of post-dating sales.  You have successfully confronted a peer for cheating while you were in college. Thus, you are confident in confronting Joe/Joanne.
Joe/Joanne
You have been at Action Brands for 18 months and you are the only account manager who has consistently made every quarterly objective.  Your impressive track record has caught the attention of the senior leadership and you expect a promotion in the next couple of months. The key to your success was to learn the system and “game” it.  The company’s compensation system rewards people for meeting and/or exceeding their quarterly objectives.  You can meet or exceed your objective by 1 or 100 and get the same reward. You learned the post-dating trick of the trade the first quarter you worked at Action Brands.  You achieved your sales goal for the quarter on the 28th of the last month. The following day you received an unexpected sale. You realized that you only had two days to hold the sale until the next quarter started.  As you were deciding to enter the sale or not, you discovered the sales software allowed people to post-date orders up to two days to account for weekends at the end of the month.  So, you posted the sales in the system but dated them for the next quarter.  You have been using this trick of the trade to gain success.  
When you had lunch with Taylor yesterday you shared your trick of the trade to help him/her earn a promotion.  While out on a call, Taylor texted you to set up a second meeting this afternoon.  You wonder what that could be about.

Suggested Debrief Questions and Key Points Summary
Scenario 2: Peer’s Shortcut to Success (Marketing Example)
Suggested Discussion Questions Based on Scenario 
· How does Joe/Joanne’s actions potentially impact the culture in the organization?
· How could Joe/Joanne’s actions impact customer trust in the company’s brand?
· What changes to the policies, procedures, practices, and systems can the organization make to facilitate ethical action by all sales account managers? (e.g., rewards & compensation, system to enter orders, etc.)
· What responsibility does Taylor have to report Joe/Joanne’s behavior?  What is the source of this responsibility?
· How could Taylor exercise ethical influence on Joe/Joanne (peer leadership)?
· What implications does Joe/Joanne’s behavior have for the norms and professional standards of the marketing profession?
· What personal strengths does Joe/Joanne seem to lack?
· What was the ethical issue Taylor faced?
· What were the forces that Taylor must overcome to take ethical action?
· What personal strengths (e.g., integrity, courage, moral reasoning, personal responsibility, confidence, etc.) can Taylor leverage to take ethical action?
· What course of action would you recommend Taylor take to resolve the ethical dilemma?
· How would you go about reporting Taylor’s behavior to your supervisor?

Suggested Key Learning Points
Taylor
	Lead ethically
· Taylor seems to model ethical action
· Taylor seems to feel a duty to the organization and his peers to take action to hold Joe/Joanne’s accountable for the behavior of pre-dating orders
· Taylor seems to lead in a manner that produces results with integrity, which contributes to establishing an open and ethical climate

Strengths facilitating ethical action
· Good social relationship to seek advice and draw support to take ethical action
· Strong sense of values and integrity
· Sense of duty to the company by protecting its brand and customers’ best interests
· Moral awareness—realizes Joe/Joanne’s actions are unethical and potentially violate tax codes
· Moral efficacy- has experience successfully confronting a peer who cheated while in college
· Moral responsibility—decides to take responsibility to confront Joe/Joanne

Obstacles to ethical action 
· Potential of being ostracized by peers for turning a fellow peer in for ethical violation
· Potential adverse consequences of Taylor getting fired and not being able to find another job

Joe/Joanne
Lead ethically
· Seems to willingly violate his/her own integrity and the organization’s values to get ahead
· Engaging in actions that have the potential to breach customer’s trust in the brand
· Actions have a negative impact on the culture and climate of the organization
· Violating trust with supervisor and peers	

Strengths facilitating ethical action
· Intelligent

	Obstacles to ethical action
· Ambition for promotion and success
· Being rewarded for “gaming” the system
· Lack of self-awareness regarding personal core values 
· Lack of moral awareness regarding taking advantage of peers and potential violation of tax codes
· No integrity demonstrated by the willingness to lie to customers

Scenario 3: Direct Report’s Additional Compensation (Operations Example)
Supervisor (Michelle/Mike)
You are a production manager responsible for three shifts of six people for a total of 18 workers and one senior line supervisor.  Your primary responsibilities are to ensure your team: meets production goals, the equipment continuously functions, members are well led, and personnel follow safety procedures.  You are proud working for a company that lives its values of: integrity, respect, achievement, and people. These values are aligned with your own personal values. The company produces athletic clothing. Your senior line supervisor notified you this morning that Robert/Robbie Campbell, the Second Shift Lead has been taking apparel that does not meet the quality control standards and selling to local merchants and on E-Bay. This is a gross breach of the company’s policy and core value of integrity. The company’s policy is to sell suitable second quality items to discount stores. Thus, Robert/Robbie Campbell is stealing from the company.  
You ask for background information on Mr. /Mrs. Campbell. The line-supervisor informs you that he/she has worked for the company for 19 years and until this incident has been a model employee and leader. Mr./Mrs. Campbell is married with three children. Two of the children are in college and one has been recently diagnosed with a life-long debilitating muscular disease.  His/her team consistently meets production goals and the members like him/her very much.  Some members have turned down promotions to stay on the team. He/she is one year shy of being fully invested for retirement. You decided to talk to Robert/Robbie first before deciding what to do.  
Robert/Robbie
You realized you screwed up big-time by taking apparel from the second quality pile and selling to make extra money to pay your bills.  You were at your wits end, did not know what else to do, and felt like you had no one to turn to for help.  You have always lived a private and modest life-style so you could save for retirement. Four months ago, your financial world spun out of control. Unexpected medical expenses and college costs wiped out all of your savings.  Your portion of the insurance co-pay for the required on-going treatment for your daughter’s disease exceeds what you and your spouse make after expenses.  You thought that the company’s medical insurance plan would cover all expenses and you would be responsible for a reasonable co-pay.  To your shock you learned that the company’s insurance would only pay expenses up to $10,000 per year for the experimental treatments, and you are responsible for the remainder.  It cost you $35,000 for the initial testing and diagnosis of your daughter’s condition and you had to pay an additional $20,000, up front, to cover the first six months of your daughter’s treatments and medications.  Your savings were quickly expended. Your spouse picked up double shifts to bring in extra-money and you have been working extra-overtime. However, the bills kept piling up and you turned to a payday-loan company to try to stay afloat.  You realized that was a big mistake when you saw that they were charging 15% per month on the loan. Between the threats from the loan agency, creditors calling, the college threating to dis-enroll your children, and the mounting medical bills, you did not know where to turn.  You figured that selling the scraps would help you financially and the company would not miss them.
Your production manager has asked to see you.  You want to persuade him/her that you once were and will be in the future a valuable employee.  You are seeing a credit counselor who is assisting you in getting control of your finances.  HR has helped you get OBAMA Care to cover more of your daughter’s medical expenses and the local college has provided your children hardship grants.  You will take responsibility for the mistake and hope to keep your job.  If you are fired, you lose a majority of your pension.  You are highly motivated to stay and vow to serve as a model employee.
Suggested Debrief Questions and Key Points Summary
Scenario 3: Direct Report’s Additional Compensation (Operations Example)
Suggested Discussion Questions Based on Scenario 
· As a leader, how do you balance compassion and loyalty for your employees with the responsibility to enforce company policies?
· What decision rules do you use to determine if loyalty and compassion for people take precedent over company polices or vice versa?
· Should a leader consider an employee’s personal life issues when enforcing company policies?
· What are the implications if you choose not to enforce a company policy out of loyalty and compassion for employees?
· As a leader, what choices do you have to deal with Robert/Robbie’s taking of second quality clothing?
· What must you consider when communicating your decision to your entire team, especially second shift?
· What implications does Joe/Joanne’s behavior have for the norms and professional standards of the operations profession?
· How does Robert/Robbie’s actions potentially impact the culture on your team and the organization?
· What were the forces that Michelle/Mike must overcome to take ethical action?
· What personal strengths (e.g., integrity, courage, moral reasoning, personal responsibility, confidence, etc.) can Michelle/Mike leverage to take ethical action?
· What course of action would you recommend Taylor take to resolve Mr./Mrs. Campbell’s breach of company policy?

Suggested Key Learning Points
Supervisor (Michelle/Mike)
Lead ethically
· Possesses strong sense of values and models the values
· Realizes Robert/Robbie’s behavior breached organization’s values and integrity
· Confronted employee regarding breach of policy
· Seems to strive to build an open and ethical climate

Strengths facilitating ethical action
· Self-aware of own personal values
· Sense of duty as a leader to people and the company
· Moral awareness—realizes Mr./Mrs. Campbell’s action violated company values and policy
· Serving the organization by reinforcing its core values and culture

Obstacles to ethical action 
· Potential adverse consequences to Mr. /Mrs. Campbell and his/her family
· Team’s potential reaction to Campbell’s punishment 

Robert/Robbie
	Lead ethically
· Taking second quality clothing breached trust with his team and the company
· Actions compromised his/her integrity and credibility, thus ability to lead

	Strengths facilitating future ethical action
· Moral awareness—realizes his/her action is wrong
· Moral responsibility—willing to assume responsibility for action
· Commitment to be a model employee like before the action
· Duty to team members
· Motivation to earn pension and support family

	Obstacles to ethical action
· Necessity to support family
· Poor financial decisions
· Lack of social support



Role Play Observation Feedback Sheet

Students Role Playing: _____________________________		Class: _____________

Observer: ________________						Date: ______________
	Criteria
	Yes
	No
	N/A
	Observations & Comments

	Did the main character identify the leadership challenge and/or ethical dilemma?

	
	
	
	

	Did the main character use assertive communication effectively to state his/her position on the leadership challenge and/or ethical dilemma?

	
	
	
	

	How could the main character improve his/her assertive communication techniques?

	
	
	
	

	Did the main character communicate his/her position and rationale clearly?

	
	
	
	

	Did the supporting character(s) communicate his/her position and rationale clearly? How could he/she improve the communication?

	
	
	
	

	What influence techniques did other actors use on the main character?  Were they effective?

	
	
	
	

	How did the main character counter the various influence techniques to get him/her to engage in unethical behavior?

	
	
	
	

	What are some suggestions to assist the main character in resisting future influence attempts to get him/her to engage in unethical behavior?

	
	
	
	

	In your opinion, how effective was the main character in handling the leadership challenge and/or ethical dilemma and what can he/she do to improve?
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