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Understanding academic integrity problems
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Understanding Organizational Misconduct



What is organizational culture?

Level Aspects

1. Structures Rules Targets and 
Incentives Hierarchy

2.   Values Explicit Shared 
Values

Injunctive Social 
Norms

Hidden 
Assumptions

3.   Practices Visible common 
behavior

Unaware Common 
Behavior Situational Norms

Adapted from (Schein 2010)
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Three cases
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Goals and strategies
• Ambitious targets
• External pressures and

resource shortage
• Insufficient means to achieve

such targets
• Risk prone means to achieve 

targets
• Strong pressure to meet 

targets
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Goals and strategies

• Leads to strain that obstructed rule 
following (cf. Agnew et al. 2009) 

• In the structures (incentives) and can
move deeper to values and practices 
(cf. Schein 2010)
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Management and Employee Responses to 
Goals and strategies

Why is there no successful 
pushback against unrealistic 
targets?
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Management and Employee Responses to 
Goals and strategies

• Obstructed internal communication
• Limited flow upward: filtering and 

ignoring
• Limited job security and high stress
• Intimidation and repression of speech
• Extra difficult within social hierarchies
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Management and Employee Responses to 
Goals and strategies

• Can result in social norm not to speak out 
(cf. Schultz et al. 2007)
• Create an opportunity for rule breaking to 

occur (cf. Clarke 2013)
• Lead to more strain (cf. Agnew et al. 2009), 

and undermine support to comply
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Rule Breaking and Wrongdoing and 
Responses to It

What happens when people start
breaking the rules?
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Rule Breaking and Wrongdoing and 
Responses to It

• Limited responses to rule breakers
• Shifting blame to individual (bad 

apple) and not looking at the
organization (bad barrel)
• Limited internal discussion on what

went wrong
• Focus on managing liability rather 

than prevention
• At worst, condoning rule breaking

and retaliation against internal 
complainants
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Rule Breaking and Wrongdoing and 
Responses to It

• Creates descriptive negative social norm 
(Schultz et al. 2007)
• Leads to normalization of deviancy 

(Vaughan 1997), and 
• Evasion of detection creates Opportunity 

for further offenses (Clarke 2013). 

  
Centre for Law and Behavior



Responses to Exposure

What happens when the wrongdoing 
and violations becomes public?
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Responses to Exposure

• Reputation and liability management 
result in denying injury, harm or 
responsibility
• Further and more elaborate blame

shifting
• Obstructing external investigations
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Responses to Exposure
• Result in different forms of neutralization, 

(Cf. Sykes and Matza 1957, Maruna and 
Copes 2005)
• Strengthening the normalization of deviancy 

(cf. Vaughan 1997).
• Neutralization occurs in a context of strain 

and fear of legal liability and loss of 
reputation
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Mixed messages

What difference is there between 
leadership messages and everyday
practices on the workfloor?
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Mixed messages

• Disconnect between what leaders and
official policy states and what happens
in practice
• Without true reform and follow through 

the disconnect between what is said and 
what is done will continue and expand
• Worsens after major scandals
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Mixed messages

• Results in corporate cognitive dissonance
• Difference between preached values and 

actual social norms 
• Will undermine the authority and 

legitimacy of internal rules and ethics
• And create more rule breaking (cf. Keijzer

et al. 2011)
• Undermines trust in leadership should it 

truly want to change culture
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1. Strain

2. Obstructed 
communication

3. Opportunity to 
offend

4. Normalization 
of deviancy5. Blame shifting

6. Neutralization

7. Corporate 
cognitive 

dissonance

Organizational
Communication

Organizational
Strategy and
Operations 

Compliance 
Management

7 Elements of Toxicity
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Implications
• When organizations structurally engage in unethical conduct, there is 

more at play than individuals
• The existing  focus on liability, discipline, and punishment may make 

toxic cultures worse
• In the worst cases we need a forensic ethnography to understand 

what organizational elements need to change
• In other cases we need a toxicity risk assessment to address negative 

elements before a full negative culture develops
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Specific aspects in to address in academic 
institutions

Look at the deeper underlying causes of academic misconduct:
• Create realistic university ambition, targets, and workload
• Recognize the inherent problem of assessing quality in academic work
• Reduce formal and social hierarchies
• Empower staff to speak out and against 
• Taking organizational responsibility also for individual misconduct
• Create a transparent way to discuss and learn from misconduct
• Ensure that leadership and policy matches everyday reality
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General lessons for academia

• Integrity is part and parcel of the overall organization and 
thus the organizational ambition, targets, workload, HR 
policies and social safety policies
• More rules and complaints mechanisms will not work when

toxic organizational elements are at play
• Training values or practicing moral dilemma’s similarly will

not be sufficient alone
• Deeper staff empowerment and transparency in addressing

misconduct is vital
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Law is the most important sys-
tem that we have to maintain our 
complex societies. Our laws are 
supposed to protect our proper-
ty, safety, health, economy, and 
natural environment. But why do 
some laws radically change be-
havior whereas others are rou-
tinely broken? 

Drawing upon decades of research, professors 
Benjamin van Rooij and Adam Fine reveal the 
behavioral code: the root causes and hidden forc-
es that drive human behavior and our responses 
to society’s laws. Packed with compelling exam-
ples—from park rangers in Arizona who reduced 
theft by altering “No Stealing” signs, to walls that 
“pee back” at public urinators in Germany, to how 
Richmond, California, o!ered rewards to curb 
gun violence, and why a $2.3 billion legal settle-
ment failed to reduce corporate malfeasance at 
Pfizer—they argue that law is destined to fail if 
it continues to rely on our intuitions rather than 
behavioral science. 

Van Rooij and Fine show how the law can keep 
us safe without building more prisons or launch-
ing yet another “tough on crime” campaign. "ey 
unveil a fundamentally new approach to law, a 
behavioral jurisprudence that delivers the safety 
and justice our society so direly needs. Revelatory 
and counterintuitive, !e Behavioral Code catalyz-
es conversations about how the law can improve 
human behavior and respond to some of the most 
pressing issues today, from police misconduct to 
environmental destruction. 

B E N J A M I N 
VAN ROOIJ is 
a professor in law and 
society and the direc-
tor of research at the 

School of Law at the University of Amsterdam 
and the Global Professor of Law at the Univer-
sity of California, Irvine. Findings from his work 
have been featured in the New York Times, !e 
Hill, NPR, and Hu"ngton Post. His research on 
law and behavior was awarded a highly competi-
tive and prestigious 2-million-Euro grant by the 
European Research Council.

ADAM FINE 
is an assistant profes-
sor of criminology and 
criminal justice and of 
law and behavioral  

sciences at Arizona State University. His award- 
winning research has been funded by the US De-
partment of Justice and a Visionary Grant from 
the American Psychological Foundation. His ap-
plied work with community groups and justice 
systems on reducing crime and empowering peo-
ple appears in the top psychology, public policy, 
and criminal justice journals.
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“A fascinating book with crucial implications—from the 
successes and dysfunctions of entire societies to our own everyday behavior.”

—ROBERT M. SAPOLSKY,  author of Behave

THE HIDDEN WAYSTHE HIDDEN WAYS

THE LAW MAKES US BETTERTHE LAW MAKES US BETTER
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“"is brilliant and foundational text, beautifully written and compelling, will launch a long-need-
ed movement. . . .  "e current system is deeply unjust; this book points a clear way to making 
it much more just.”—LAWRENCE LESSIG , Roy L. Furman Professor of Law and 
Leadership, Harvard Law School

“An excellent and urgent reminder of how behavioral science is essential to our understanding of 
law.”—ROBERT B. CIALDINI , author of Influence and Pre-Suasion

“Accessible, timely, and compelling, !e Behavioral Code explores the vast literature concerning 
punishment and provides a blueprint for reforming the criminal justice system.”
—ERWIN CHEMERINSKY , dean, UC Berkeley School of Law 

“"rough fresh and fascinating analysis, !e Behavioral Code has the potential to lead policymak-
ers to make wiser decisions to pass laws that make the most sense given how humans actually 
behave.”—MAX H. BAZERMAN , author of Better, Not Perfect and Blind Spots

“If you’ve ever dreamed of a legal system that’s informed by behavioral science, this book could 
very well move us one step closer to making your dream a reality.”—ADAM GRANT ,  
author of !ink Again and host of the TED podcast WorkLife

“A fantastically engaging look at how legal codes—from how we drive to how we serve food 
to how we reduce harm—guide every aspect of our lives. . . . Anyone who cares about mak-
ing our society a safer place should read this book.”—ELIZABETH F. LOFTUS ,  
former president, Association for Psychological Science  

“Van Rooij and Fine challenge us to a new mindset, one that tests our theories and intuitions with 
scientific methods and empirical evidence.”—HUI CHEN , former Compliance Counsel  
Expert, US Department of Justice  

“Whether the issue is wearing a face mask, complying with a police request, or accepting the results 
of an election, the ability to motivate people to follow 
rules is central to the viability of our own, or any other, 
society. . . . An engagingly written, timely, and compelling 
read.”—TOM TYLER , Macklin Fleming Profes-
sor of Law and professor of psychology, Yale University
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Thank you!

b.vanrooij@uva.nl
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