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Abstract

Recent high profile corporate scandals have sparked considerable discussion about the need for increased research into business ethics.  This paper reviews the extant literature on ethical leadership, and makes recommendations for future research.

Introduction

T

he very high profile corporate scandals with WorldCom, Enron, Adelphia, Global Crossing and others in the United States have sparked significant discussion in academic, government and public circles about the need for change to corporate governance standards and practice, and business ethics practice and education. 

The United States government has opted for a regulative approach with the introduction of the Sarbanes-Oxley Act (SOX), which is intended to make corporate executives and their audit firms more accountable and responsible to shareholders.  Canadian politicians are facing pressure to introduce similar legislation and are studying various options. In an apparent attempt to influence the development of the Canadian government’s response, the Canadian Council of Chief Executives (CCCE), whose members consist of chief executive officers from some 150 Canadian companies, released a 34-page statement outlining reforms necessary to promote good governance. The Council recommended that companies express their values internally through a comprehensive code of ethics and conduct, and externally through good corporate citizenship and stakeholder relationships. The CCCE maintains that such changes, more than the introduction of new rules and regulations, will help ensure good corporate behaviour.  But are they right?  Are corporate leaders able to set ethical standards and, more importantly, how do they?  Are some leaders more effective than others in this regard?  Why is this so?  To answer these and other questions, it is crucial to have a thorough understanding of ethical leadership.  This paper will contribute to such an understanding by providing a detailed review of the academic literature on the topic.
The General Study of Ethics and Leadership


Two year ago, The Leadership Quarterly signaled its recognition of the growing concerns over ethics and leadership by devoting a special issue to the topic.  Editors Offermann, Hanges and Day noted, “Much of the public discourse on leadership in the United States over the past several years has centered on issues of ethics and values” (2001, p. 129).  They highlighted a need for new and expanded research in the area, ranging from “an individual level examination of follower traits and personality and their effects on desired leadership behavior, to the group level, examining leadership as the creator of organizational climate surrounding values and ethics, to the macro-level impact of societal culture on leadership expectations” (Offermann et al., 2001, p. 129)

The Canadian Journal of Administrative Sciences (CJAS) followed suit with its first ever special issue devoted to ethical leadership and governance in December 2001.  “The need to explore the phenomenon of ethical leadership in organizations is prompted by the increasing societal concern that it is unacceptable for organizational leaders to be indifferent to moral responsibility, much less engage in unethical behaviour” (Kanungo & Mendonca, 2001, p. 241).


Despite this clear call for work in the area, organizational scientists have been for being slow to respond.  Evidence the comments from the editors of LEA’s Organizations and Management series on their newly published collection of business ethics research articles:  

“For too long, organizational scientists have not attended adequately to the problems of unethical behavior in and of organizations.  Of course, the literature is punctuated with an occasional article, chapter or book on the topic, but the subject matter is worthy of much more.  …We in the organizational sciences have an ethical obligation to place such unethical behaviors at or very near the top of our research agenda.” (Knouse, 2002, p. ix) 


In apparent shared recognition of the need to promote further study in the business ethics arena, the Academy of Management Executive announced plans for its own special issue on Ethical Behavior in Management.  In a call for papers in May 2003, guest editor John Veiga noted, “Now, more than ever, managerial ethics are being called into question.  While it is almost a cliché to make such a statement, the fact is management scholars have not sufficiently addressed ethics within mainstream research agendas” (p. 145).   Is this indeed the case?  Have academic researchers, specifically management scholars, neglected research relative to business ethics in the last 10 years?  And, how much attention has the specific topic of ethical leadership garnered?  

A preliminary search for journal articles in peer-reviewed academic journals conducted using the research database ABI/INFORM Global revealed that the topic had been studied in some depth.  Concentrating on ten respected journals, an electronic search yielded a total of 91 articles from the 10-year period of 1993 to 2003 using the search parameters of “ethics and leadership”.  The Journal of Business Ethics, 167th on the Starbuck ranking of academic business journals (Starbuck, 2003), contained the greatest number of articles at 60.  A review of article abstracts uncovered considerable variance in the content.  
A number of articles addressed new theoretical developments relative to business ethics and leadership by academic scholars, including virtue theory (Arjoon, 2000), a constructive-developmental theory considering leader’s ethical orientation and behaviour (Lichtenstein, Smith, & Torbert, 1995),  and a values-based management theory (Kumar & Rao, 1996).  Other contributions consisted of a critical discursive framework for analyzing women’s leadership (Lamsa & Sintonen, 2001), a method for considering and resolving right claims from owner and non-owner stakeholders (McCall, 2002), a decision making process using systems of communication and discourse theories (Schnebel, 2000),  and a post-industrial paradigm for addressing ethical problems of the 21st century (Rost, 1995).  The literature also shows new instruments were developed for evaluating the effectiveness of leaders’ ethical behaviour (Craig & Gustafson, 1998), and college students’ thinking about leadership and organizations (Wielkiewicz, 2000).  Other scale development work included experimental studies with the Reid Report Integrity Attitude Inventory (Cunningham, Wong, & Barbee, 1994) and refinement of Reidenbach and Robin’s multidimensional ethics scale (1990).  

The role of business schools generally, and faculty specifically, in educating current students and future business leaders also garnered considerable attention (Adler, 2002; Gioia, 2002; O'Connell, 1998; Singer, 1993; Trevino & McCabe, 1994).  

Other articles were more applied in nature.  A significant number were concerned with the practical operation or institutionalization of ethics programs, and the need for leadership in this regard.  Five empirical studies (Jose & Thibodeaux, 1999; Lindsay, Lindsay, & Irvine, 1996; Trevino, Weaver, Gibson, & Toffler, 1999; Weaver, Trevino, & Cochran, 1999a, 1999b, 1999c) examined corporate ethics programs and practices, and their management.  Case studies were also conducted on specific initiatives requiring ethical leadership, such as the introduction of a corporate responsibility program (Werre, 2003), and total quality management initiatives (Guillen & Gonzalez, 2001; Perles, 2002).  Others articles addressed perceived gaps in leadership (Zaleznik, 1990), the need for companies to practice ethically-centered management (Allinson, 1995), leader-follower relationships (Hollander, 1995) and to adopt a strategic management perspective to ethics (Milton-Smith, 1995).

The relationship between ethics, leadership and organizational culture or climate also received considerable attention  (Brien, 1998; Dickson, Smith, Grojean, & Ehrhart, 2001; Fisher & Fowler, 1995; Key, 1999; Milton-Smith, 1997; Sims, 2000) with leader modeling being a particular focus (Morgan, 1993; Murphy & Enderle, 1995; Sims & Brinkmann, 2002).  Researchers examined management team characteristics and illegal behaviour (Daboub, Rasheed, Priem, & Gray, 1995), as well as gender differences relative to leadership and ethical perspective (Buttner, 2001).
On a related front, researchers considered the ethical leadership challenges of U.S. multi-nationals operating in a global context or with multi-cultural employees (Morrison, 2001), as well as the ethical practices of leaders from different cultures (Milton-Smith 1997; Wu, 2002).

More currently, the notion of spirituality relative to organizational ethics and leadership has been explored in articles (Orwig, 2002; Rumor, 2002; Weaver & Agle, 2002).  Another area attracting recent attention is that of ethics and corporate governance, where scholars have considered the effects of emphasizing ethics as an aspect of corporate governance (Mink’s, Small, & Chatterjee, 1999; Verschoor, 1998), as well as the role of boards of directors with respect to ethical leadership (Siebens, 2002).

The journals also featured reviews of a number of books dealing specifically with ethics and leadership  (Brock, 1994; Buono, 1996; Herrin, 1996; Krefting, 2003; L. E. Parry, 2001; Smith, 1993).  However, the greatest number of articles uncovered in the literature search focused on ethics and leadership style.  

The Specific Examination of Ethics and Leadership Style

Given the considerable scope of the above referenced literature, and the preponderance of articles on leadership style, the decision was made to narrow the focus of this literature review to examine “leadership style” and “ethics”.  An electronic search of the ABI/INFORM Global database using these more limited parameters yielded significantly fewer articles.  Further electronic searches using the previously referenced terms were conducted in the ISI Web of Science research database, the PsychInfo database and the Philosopher’s Index database.  Seminal works, subsequently identified using the ancestry approach (Cooper, 1989), were also included in the review.  This brought the total number of articles examined to 46.

The Literature Review Framework

In approaching the review of the previously mentioned articles, a “concept matrix with a unit of analysis” was utilized (Webster & Watson, 2002, p. xvii).  That is to say, the articles were read, and the ethical and leadership style frameworks used by the author(s) were examined.    

Based on a preliminary review of the articles, ethical frameworks were first divided into the two major categories of deontological and teleological.  However, since other articles also referenced a virtue focus, a formalist or utilitarian framework, or a combined approach, the decision was made to add these as well.  Lastly, in case an ethical framework other than those specified was referenced or no framework was identified, “other” and “not specified” categories were also added.  The final ethical framework considered:
· Deontological Focus: An ethical framework with a focus on duties and obligations.  Also sometimes referred to as formalism, or Kantian ethics. 

· Teleological Focus: An ethical framework with a focus on the consequences of acts. Also referred to as utilitarianism. 

· Virtue Focus: An ethical framework with a focus on virtues, or behaviour.  Also referred to as agent-based or Aristotelian or Confucian.

· Not Specified

· Other: A framework other than the three main ones noted above. 

Based on the seminal works of Burns (1978) and Bass (1985), the leadership literature identifies two primary leadership styles, transactional and transforming or transformational.  A preliminary review of sample business ethics articles discussing leadership confirmed that these were indeed cited most frequently, either individually or in combination.  However, other styles were referenced occasionally as well, or the article did not specify a particular style.  Accordingly, leadership styles were categorized into one of six groups:
· Transformational or Charismatic Leader

· Transactional Leader

· Laissez-Faire
· Pseudo-transformational
· Not Specified

· Other

Lastly, there is discussion in the business ethics literature about the notion that there are two distinct approaches, normative (traditionally considered the domain of philosophers and theologians) and empirical (often considered the domain of business school scholars), and whether it is possible to combine the two (Thomas Donaldson, 1994; Thomas Donaldson & Dunfee, 1994; Trevino & Weaver, 1994; Weaver & Trevino, 1994).  To determine whether one approach was being favored over the other in ethical leadership style studies, this too was considered.  Additional data relative to the empirical studies, such as sample size, population, study length, were also collected for comparison.  The main focus or theme of each article was also noted.  
Major Findings and Insights

Analyzing the results generated from the previously referenced framework provided the following key findings and insights relative to leadership frames, ethical frames, research methodologies and foci of study.  Let’s examine each of these individually.

Leadership Frames

Specific leadership styles were analyzed in the majority of articles.  The most frequently referenced leadership framework was transformational leadership.  In nine articles, it was the only leadership style referenced, and in another 18 it was studied in combination with another style, most often transactional (14).  Pseudo-transformational leadership was discussed in three articles, and servant leadership received five mentions.       
In discussions of leadership styles, a common theme was whether specific leadership styles were in and of themselves ethical.  In discussing the issue, scholars differentiated between “authentic”, and “pseudo” or “in-authentic” transformational or charismatic leadership.  Several scholars posited that true transformational leadership is by its very nature ethical (Bernard M. Bass & Steidlmeier, 1999; Kanungo, 2001), while others noted this was not necessarily the case (Aronson, 2001; Howell & Avolio, 1992; T. L. Price, 2003).  Ciulla (1995), in her extensive review of the study of leadership ethics, argued that good leadership is “morally good and effective”  and called for consensus on the ethical elements of leadership in order for there to be clarity on the very definition of leadership.  
Other researchers explored the benefits of using specific leadership styles in various industry sectors, namely the transportation industry(Ginsberg, 2002), and the hotel sector (Tracey & Hinkin, 1994; Upchurch & Ruhland, 1995).  In each case, transformational leadership was found to enhance the performance of these organizations and their ethical climates.  One recent article examined the specific relationship between the law and transformational leadership, finding that the use of this leadership style resulted in “less litigation and better ethical outcomes” when compared to transformational leadership (Odom & Green, 2003, p. 62).  

The drawbacks of various leadership styles, often referred to as the “dark side”, was also a focus of the literature.  Takala (1998), in interpreting Plato’s views on leadership, discussed the problems of charismatic leadership -- particularly the issues with its stability and its tendency to come to the fore in times of crisis.  Ludwig and Longenecker (1993) theorized on the reasons for the failures of successful leaders, arguing that even very principled individuals can have difficulty coping with success and be tempted to engage in unethical behaviour.  Kelly (1987) explored how a charismatic leader fueled by self-interest can become a “destructive achiever” and erode the ethical foundation of the organization, and Girodo explored the use of Machiavellian and bureaucratic leadership styles by police managers in influencing people on the job (Girodo, 1998).
Other scholars ignored the transformation/transactional leadership style discussion entirely and focused on the development of new typologies of ethical leadership styles.   Trevino, Hartman and Brown proposed the concept of ethical and ethically neutral leadership (2000), while Caldwell, Bishop and Karri advanced ethically detrimental, neutral and virtuous leadership styles (2002).  

Lastly, leadership styles of people of various cultures were also discussed, namely the Japanese leader (Taka & Foglia, 1994), the Chinese leader (Huang & Snell, 2003), and a Russian-American leader (McCarthy, Puffer, & Naumov, 1997).  Strengths and weaknesses of these leadership styles were presented, and the authors promoted the idea of cross-cultural exchanges of learning to improve ethical leadership styles everywhere.  

Ethical Frames
The majority of articles (41 of 46) explicitly or implicitly referenced a particular ethical framework.  The “virtue” frame was cited most often, with explicit reference in 16 articles and implicit reference, i.e. a focus on leader behaviour, in an additional nine. The deontological/formalism framework was used in nine articles and the teleological/utilitarian frame in 11.  A combined frame was used in 13 papers.  There was also a significant focus, i.e. nine articles, on the values and traits of the leader.  

Normative scholars utilized the virtue frame most frequently (in 13 of 23 articles), suggesting it is becoming the dominant framework of these theorists.  

Research Methodologies
The analysis of research methodologies used in studies of ethical leadership yielded several interesting findings.  For one, articles included in this literature review were evenly split between normative (23) and empirical studies (23).  Of the empirical studies, 11 were quantitative, 11 were qualitative, primarily case studies, and one combined both qualitative and quantitative methods.  
The was discussion in the literature about the lack of empirical work in the domain of ethical leadership (Brady & Wheeler, 1996; Schminke & Wells, 1999; Trevino et al., 1999).  In their 1999 study, Schminke et al. referenced one empirical study by Dukerich, Nichols, Elm, and Vollrath (1990) as an “exception”.  [The current review uncovered three additional empirical studies during the 1990 to 1999 period, but they do not seem to have attracted much attention.  One was a doctoral dissertation (Girodo, 1998), one appeared in a low profile journal (Tracey & Hinkin, 1994) and the third considered leadership orientation as just one aspect of the study (Butz & Lewis, 1996)].  Since 1999 however, the number of empirical studies has increased considerably, with five quantitative studies (Hood, 2003; Mobbs, 2002; K. W. Parry & Proctor-Thomson, 2002; Schminke, Wells, Peyrefitte, & Sebora, 2002; Turner, Barling, Epitropaki, Butcher, & Milner, 2002) and eight qualitative studies (Ginsberg, 2002; Huang & Snell, 2003; May, Chan, Hodges, & Avolio, 2003; Odom & Green, 2003; Sims & Brinkmann, 2002; Trevino, Brown, & Hartman, 2003; Trevino et al., 2000; Whetstone, 2003).  

As might be expected given the population of study, sample sizes in most of the empirical studies were on the low side, ranging from a mean of 73 for leader samples, and a mean of 210 for follower samples.  In both cases, these results are skewed upward by one study with higher than average sample sizes, i.e. 382 in a CEO study (Hood, 2003) and 1,343 managers in a “follower” study (K. W. Parry & Proctor-Thomson, 2002).  The majority (67%) of samples were drawn from real populations of leaders and followers.  Of the four studies using students, two of these involved research into ethical group leadership (Schminke & Wells, 1999; Schminke et al., 2002) and, as such, the use of student leaders and followers was deemed appropriate.  

In all, 14 specific scales were identified in the 11 quantitative studies included in the review.  Only two studies utilized the exact same scales; all others used different combinations.  In rank order, the four most commonly cited were the Multifactor Leadership Questionnaire (MLQ) (B.M. Bass & Avolio, 1995), Measurement of Ethical Viewpoints (MEV) (Brady & Wheeler, 1996), Leadership Behaviour Description Questionnaire (LBDQ) (Stogdill, 1963); and Work Group Cohesion Index (WGCI) (J. L. Price & Mueller, 1986).  A new scale, the Perceived Leader Integrity Scale (PLIS) (Craig & Gustafson, 1998), was referenced in the literature as having been created expressly for ethical leadership studies, but was used only once. 
Foci of Study

In reviewing the literature, four dominant themes of interest were evident.  Let’s look more closely at these now.

Inter-relation and Integration 

The most common themes of articles in the ethical leadership literature were those of inter-relation and integration.  A total of 23 articles focused on various inter-relationships required for ethical leadership, or the need for an integrated approach to ethical leadership.  
Carlson and Perrewe (1995) proposed a transformational leadership process to ensure the institutionalization of ethics initiatives.  Sims and Brinkman (2002) focused on the need for an ethical leader to use the five mechanisms identified by Schein (1985) to create an integrated ethical culture, i.e. attention, reaction to crisis, role modeling, allocation of rewards and criteria for selection and dismissal.  More commonly, scholars emphasized the importance of consistency in communication and behaviour, i.e. leaders needing to walk the talk, and the resulting benefits in terms of effective role modeling and perceived integrity of the leader (Gini, 1997; Kouzes & Posner, 1992; Murphy & Enderle, 1995; Oliverio, 1989; Simons, 1999; Trevino et al., 2003).  Trevino, Hartman and Brown (2000) explored this further by considering the need for consistency between the traits and behaviour of “the person”, and the role modeling of “the leader” in order for a leader to be seen to be both a “moral person” and a “moral manager”.  Hood (2003) looked specifically at the relationship between the CEO’s leadership style, values and the ethical practices of the organization, and found transactional leaders tended to approach ethics as a legal mandate, while transformational leaders went beyond simply adhering to prescribed requirements and voluntarily adopted additional socially responsible practices.  Parry and Proctor-Thomson (2002) sought to assess the statistical relationship between transformational leadership and perceived leader integrity.  They found a moderate to positive relationship did exist, and that perceived integrity also correlated positively with measures of leader and organizational effectiveness.    

From a broader perspective, Miller (2002) considered the leadership challenge of ensuring consistent ethical modeling in conglomerates, and Petrick and Quinn (2001) discussed the notion of the organization’s “integrity capacity” and the leader’s responsibility in managing this “strategic asset”.  

Another area of study was the leader-follower relationship, on a one-on-one or leader-to-group basis.  Schminke and Wells (1999) investigated the degree to which individuals’ ethical predispositions were affected by groups, and found that leadership styles do have an effect, and that the nature of the effect is particular to the individual’s ethical orientation.  The second study, by Schminke, Wells, Peyrefitte and Sebora (2002), also considered leadership style, but this time from the perspective of how it affected individuals’ conformity to particular ethical decision frameworks.  Again, results showed there was an effect, with those leaders demonstrating what the authors described as “more active leadership” eliciting greater conformity in both types of individuals’ decision frameworks.  

And lastly, Whetstone (2001) called for a tripartite approach to ethical frames, integrating virtue, deontological and teleological perspectives, as well as for the integration of virtue ethics and virtue language into studies of managerial excellence (Whetstone, 2003).

Moral Reasoning and Moral Development

The second most common themes were moral reasoning and moral development.  The literature review revealed a total of eight articles considered some aspect of these phenomena.  

The literature on moral reasoning focused on ethical decision making and the relationship between such factors as accountability and the moral intensity of decisions (Mobbs, 2002), the need for personal responsibility in complex ethical decision making (Enderle, 1987), the trade-off between decisions favoring profit maximization or ethical business practices (Giampetro-Meyer, Brown, Browne, & Kubasek, 1998), and the influence of leader behaviour on group moral reasoning (Dukerich et al., 1990).   

A closely related topic was that of the moral development or moral capacity of leaders.  Here normative scholars discussed such concepts as the need to develop the moral capacity, moral courage and moral resiliency of leaders (May et al., 2003), and the importance of identifying individuals with “ascetic” personalities, that is people with already well developed traits that promote ethical awareness and accountability, for leadership roles (Jones, 1995).  Scholars also emphasized the need for leaders to adopt the stewardship model of leadership to enhance the moral development of their organizations (Graham, 1995), and to develop the personal capacity to assess their views of reality and the influence of these views on their ethical frameworks (Caldwell et al., 2002).  Along similar lines, Mendonca stressed the need for leaders to draw on sources of “ethical power” and to continually practice “examination of conscience” to ensure ethical behaviour despite pressures to do otherwise (2001).  And, Aronson (2001) proposed a model suggesting how ethical leadership styles reflect the moral development and values of the leader.

Relatively little empirical work was done in this area.  However, researchers did study the use of the transformational leadership style relative to the development of interpersonal ethics (Girodo, 1998) and, more recently, scholars examined whether differences in leader reasoning were related to different levels of cognitive moral development (Turner et al., 2002).  Both studies found an association between transformational leadership and ethical behaviour, with the latter demonstrating higher moral development was related to greater use of transformational leadership behaviour.  Additionally, Butz and Lewis (1996) looked at moral development and moral reasoning orientation in men and women in conjunction with leadership orientation values and attitudes.  Their results replicated those of previous studies in the area, showing that there are “significant differences in the GILL moral reasoning mode of males and females” (p. 1146).  

Research Gaps

As has been demonstrated, the subject of ethical leadership style has been studied in significant detail, but that is not to say that the work has been completely comprehensive in nature.  

The question of moral development received considerable attention from scholars, but no one has examined the practical questions of how an executive’s moral development and reasoning could be enhanced through training initiatives, and exactly what that training should consist of.    

On a similar vein, the literature stressed the importance of the leader’s personal values and traits to the development of strong ethical cultures in organizations.   Again on a very practical note, no research appears to be being done on how to effectively incorporate this learning into executive recruitment and selection activities.

As noted, the literature also clearly stressed the importance of ethical role modeling and yet scholars do not seem to be investigating the question of who serves as role models for CEOs, how they identify these individuals and why they look to them in particular.  One possible source of role models would seem to be corporate directors and there has been a call for ethics to “start in the boardroom” (Bavaria, 1991).  However, no studies examining the ethical leadership role of directors were uncovered in the literature review.  

The question of why leaders experience ethical failure also does seem to have attracted attention.  Ludwig and Longenecker (1993) suggested that successful leaders are often ill-prepared to cope with their good fortune and as such fall victim to temptation. They proposed that this is not due to lack of intelligence or principles, but rather the “inability to cope with and respond to the by-products of success” (p. 265).  More recently, Militello and Schwalberg (2003) proposed four factors that create pressures for unethical behaviour.  Research needs to explore what actually does cause leaders to behave unethically and how they can be supported to respond differently. 

The issue of ethical leadership in group settings has not been the subject of much study.  Given that teams are considered a “basic building block” for many business today (Stewart & Barrick, 2000), and that there are relationships between work team characteristics and effectiveness (Campion, Papper, & Medsker, 1996) greater study seems necessary. 

There is a decided lack of longitudinal study of ethical leadership.  Of all the articles reviewed, only two involved the study of ethical leadership over a period of time, i.e. four months, and as such could be considered longitudinal in nature.  Given that moral development increases over time (Kuhnert & Lewis, 1987), this would seem to be a serious shortcoming of research done to date. 

There has been relatively little investigation into the relationship between ethical leadership styles and gender, with only one study (Butz & Lewis, 1996) identified.   Given that a meta-analysis by Franke, Crown and Spake (1997) using data from 20,000 respondents in 66 samples clearly showed a relationship between gender and ethical perceptions, and that gender differences in leadership styles have been documented (A. H. Eagly, Karau, & Makhijani, 1995; A. H. Eagly, Makhijani, & Klonsky, 1992; A. H. J. Eagly, Blair T, 1990; Vecchio, 2002), future research agendas should consider exploration of this area, particularly from the perspective of employees.
And finally, as a general comment, the work of business ethics scholars has been criticized for its lack of specific and practical solutions for business.  As noted by Bagley in the Harvard Business Review, “The new focus on ethics in corporate America is laudable, but it is long on works and short on tools” (2003, p. 18).    
Inconsistencies

In examining the literature, there are a few inconsistencies that warrant discussion.  As pointed out by William Kahn, “As an interdisciplinary field, business ethics research naturally builds from existing primary disciplines that are relatively disconnected from one another.  The developmental task of the field, like any social system, is to create and build on shared territory” (1990, p. 313).  When one examines the literature since the 1990s, there does not seem to be a significant focus on developing this shared territory.   Ethics scholars do not seem to be publishing a great deal outside of ethics journals, and business scholars and industrial psychologists do not seem to be giving ethical leadership much consideration.  The electronic search using the search terms of “ethics and leadership and style” yielded just one article from each of the Academy of Management Review, Academy of Management Journal, and two from the Journal of Applied Psychology. (One article from the latter was not specifically on topic as it related to the ethics of leaders engaging in sexual harassment.)  The Leadership Quarterly, the highest ranked leadership journal on the Starbuck list, featured only four articles during this same time period, one of which was a book review. The only “leadership and ethics” items in Administrative Science Quarterly and Personnel Psychology were also book reviews.  The Academy of Management Executive search did not uncover a single related article during the stipulated time frame. 

Another significant issue is that there does not seem to be one universally accepted typology of ethical leadership styles.  Is all transformational leadership ethical?  Burns (1978) suggested yes but, Bass (1985) initially said no, noting that unethical behaviour could result from transformational leadership.  Now, Bass and Steidlmeier (1999) make the distinction between authentic and pseudo-transformational leadership, saying only authentic transformational leadership is ethical.  To further muddy the waters, others, such as Trevino (2000) and Caldwell et al. (2002), are introducing new typologies.  While these newer concepts do seem to have merit, it does not seem necessary or wise to develop additional leadership frameworks.  It would seem to only create fodder for continued debate and take away much needed emphasis from a focused, integrated research effort.  
Another issue is that there was repeated discussion in the literature about the increased complexity of the operating environment of many organizations, and that ethical prescriptions needed to allow for this complexity.  At the same time, there were repeated criticisms about ethical frameworks being too complicated and abstract for most lay people to understand, yet alone use in everyday work situations.  It seems to be a very tall order to try and accomplish both simultaneously. 
As noted, there is no one empirical measurement scale that is favoured for ethical leadership studies and this would seem to warrant addressing.  With so many scales being used it is difficult to compare study results and build on previous work.
Lastly, there were several sector specific studies of ethical leadership however they do not seem to be in industries where there is a critical need for such study.  Studies of sectors where there is a significant degree of public trust required, i.e. financial services, insurance, pharmaceutical, would seem to be more warranted.

Opportunities for Future Study

William Kahn, who set out to establish a research agenda for business ethics in 1990, noted “One concrete task of business ethics research is to help create conditions for ethical practice in organizations and by organizations.  Such a task demands that researchers develop concepts that make sense in the reality of organizational life, that is, they create specific and concrete intersections of normative and contextual perspectives” (p. 314).  In its call for papers, the Academy of Management Executive echoed this perspective, noting “the everyday ethical dilemmas that managers and employees face routinely also need to be explored” (2003, p. 145).  But, what is it specifically that needs to be addressed from the perspective of future ethical leadership research?  Building on the suggestions of researchers in the field, and considering the demands to be specific and concrete, the following is a list of possible research questions under various headings:

Assessment of Leader Needs
Given the criticisms of Bagley, 2003, and the like, it would seem important for those interested in the area of ethical leadership styles to address what truly practical advice and tools can be provided to leaders to help them develop and hone their ethical leadership styles?  Perhaps a good starting point for creating an agenda for future applied research would be to ask leaders what tools and techniques they currently use in their ethical decision making processes, what they find lacking in them, and what they believe they need to be effective ethical role models.
Corporate Governance

There is an important oversight role for boards of directors to play relative to ethical corporate leadership.  It would be worthwhile investigating what role directors perceive themselves to have in this regard.  Do they see themselves as needing to act as their CEO’s ethical watchdog?  Are they concerned about their CEOs work/life balance, and psychological well being, and actively taking steps to promote leader health?  Have or would directors consider taking any of the action proposed by Ludwig and Longenecker (1993) regarding imposed vacations, etc.  Do they perceive such steps as having made a positive difference in their leader’s ethical leadership?
With increased pressure for good corporate governance (Bird, 2001; Vinten, 2001; James Weber, 1981),  public companies may wish to take a closer look at the ethical development and orientation of their board members.  Perhaps a question that should be considered is how to ensure that external directors, who may be members of multiple organizations and therefore exposed to various ethical cultures, adopt and support a particular organization’s ethical framework?

The issue of board ethics training also seems to warrant study.  Results from a survey of senior ethics officers attending the May 2003 Conference Board Ethics Conference reported that while over 81% of their firms had held ethics and compliance training for their employees, only 27 percent have held any training for directors (2003).  These results are from a very small sample of 80 individuals, but as pointed out by the conference organizer they suggest that “The people who present the most risk to the company – senior management and the board – receive the least training” (Hopen, 2002, p. 18).  Large scale research is warranted to determine if this is a widespread phenomenon and, if so, what it says about the perceived responsibilities of directors relative to ethical leadership. 
Ethics Training Effectiveness
Work by Rest (1986) suggests that ethical training programs of eight weeks duration involving a variety of elements are successful with lower level employees.  Executive development programs are continually being introduced, with two director specific initiatives announced this year by McMaster University and the Conference Board of Canada (2003), and the Rotman School of Business’ Clarkson Centre for Business Ethics and Board Effectiveness and the Institute of Corporate Directors (2003).  Future study of the effectiveness of such ethical training programs will be warranted.
Executive Recruitment and Selection
Given the demonstrated importance of moral character, researchers should consider what can be done from a leader recruitment and selection perspective to attract individuals who are inherently ethical?  Can the same approaches be used with recruitment and selection of external corporate directors?

Groups

Considering the results of Schminke et al. (1999 and 2002) and the continued reliance of organizations on teamwork, future study of the dynamics of ethical leadership in groups seems warranted.  Schminke et al. (2002) raised the question of whether groups have formal task leaders, and moral leaders.  It would seem relevant to explore this further.  They also discussed the fact that leaders must ensure “correct ethical norms are planted during group interaction” and suggested that work group leaders can be trained in ethics to assume this role (Schminke et al., 2002, p. 286).  Formal study of such an undertaking would likely provide valuable knowledge to organizations dependent on effective group functioning.

Integrity

The results of the Parry and Proctor-Thomson (2002) study would seem to justify the need for greater investigation of integrity.  The authors point out the need for theory development in the area, as well as qualitative studies to identify variables that relate to perceived integrity.  The also call for quantitative investigations to identify contributors to perceptions of low integrity, and to consider how perceptions of leader integrity vary across people and roles.

Leader Studies

The point was made by many that more needs to be learned about the conditions that contribute to consistent ethical leadership.  Addressing leaders directly 10 years ago, Ludwig and Longenecker wrote of the need for leaders to live a balanced life to reduce the chances of “losing touch with reality” and experiencing ethical failure (1993).  Given the ever increasing demands on top executives (Joseph Weber, Arndt, Thornton, Barrett, & Foust, 2003; Yoder, 2001),  research is needed to investigate the degree to which work/life balance contributes or threatens ethical leadership styles.  

Leader role modeling was stressed as critical and warrants additional study.  Specifically, how can leaders more effectively role model ethical behaviour for their employees, and how can they effectively communicate their expectations of employees in terms of ethical comportment.  Perhaps Eden’s self-fulfilling prophecy (SFP) model (1984) could be used to determined whether Pygmalion effects can be realized by leaders increasing their expectations of ethical behaviour in their organizations.  
Technology

Kelloway, Kelley and Weatherbee (2003) have examined the issue of leadership in virtual environments.  Given the importance of role modeling in ethics, a key research question would seem to be how can such role modeling occur effectively in virtual working environments with leaders and followers in separate and often asynchronous work environments?

Longitudinal Study
Given the temporal nature of moral development in transformational leaders (Kuhnert & Lewis, 1987), it would seem critical to study many of the previously discussed phenomena over time.

Conclusions
Clearly ethical leadership is not fiction, but fact.  Through research, scholars have confirmed that ethical leaders favor a transformational leadership style.  They have also determined that a leader’s personal character traits and values are key to effective modeling of ethical behaviour, and that it is this modeling, more than specific ethics initiatives, that fosters ethical cultures in organizations.  Future work needs to build on these findings to determine how leaders can enhance their moral development, be more effective role models and generally improve the ethical climate of their organizations.  This is important work; work that can have a lasting and meaningful impact on business and society at large.  And, it is work that should be done now.  As Tom Donaldson summed it up:  
“At no time has the appetite for knowledge about ethics/business and society been so large.  And at no time has the legitimacy of business depended so heavily on clarifying its connection to human values.  Taking ethics seriously, then has become the mission more possible” (Tom Donaldson, 2003, p. 365).
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