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Background & Purpose: Gossip is among the most common forms of deviant
behavior in organizations and can affect trust, relationships, and human capital
retention. Despite numerous studies, understanding the social situation in which
this phenomenon emerges, persists, and is managed in private companies remains
limited. Therefore, this study aimed to explore the management of deviant
behavior with an emphasis on gossip in private companies.

Methodology: This qualitative study employed Clarke’s situational analysis.
Participants included 12 managers, experts, and senior experts from a private
company who were selected through purposive sampling. Data were collected
through semi-structured interviews and analyzed using Clarke’s situational
analysis.

Findings: The findings showed that gossip results from the interaction of
individual, cultural, structural, communicative, and managerial factors. The
normalization of gossip in everyday interactions, weak formal communication,
perceived injustice, information ambiguity, and power relations were among the
contexts underlying its emergence and persistence. Differences in managers’ and
employees’ perceptions of the effects of gossip on organizational relationships
were also identified.

Conclusion: The findings showed that gossip in private companies emerges
through the interaction of individual and organizational contexts, persists through
informal relationships, information circulation and distortion, and normalization of
the behavior, and is influenced by managerial responses. Its management involves
interventions ranging from post-occurrence reactions to regulating communication
and information flows, strengthening direct dialogue, transparency, and prevention.
Thus, managing gossip requires managing the situation in which the behavior
emerges, rather than merely controlling the individual
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Exploring the Management of Deviant Behaviors in Private Companies

(Case Study: Organizational Gossip)
Extended Abstract

Background & Purpose

Organizational gossip is a common informal workplace behavior that can undermine trust,
cooperation, psychological safety, and the retention of human capital. Although gossip
may occasionally enable social bonding, emotional release, or informal learning, it can
also distort information, damage reputations, intensify conflict, and weaken organizational
functioning. Its management is particularly consequential in private companies, where
competitive pressure, limited resources, close work relationships, and employment
uncertainty can amplify the effects of dysfunctional interactions. Prior studies have largely
examined antecedents or consequences of gossip as separate variables. Consequently, less
is known about the social situation through which cultural norms, organizational
arrangements, informal networks, power relations, and managerial practices jointly shape
its emergence, continuation, and management. This qualitative study explored the
management of deviant workplace behavior, focusing on organizational gossip in a private
company. It asked how gossip emerges and persists within its social situation and how
managers can control or prevent it.

Methodology

This applied qualitative study used Clarke’s situational analysis to examine the human and
nonhuman elements, discourses, social worlds, arenas, and positions implicated in
organizational gossip. The research field was a private company. Using purposive
sampling, 12 participants—including managers, experts, senior experts, and an academic
expert with relevant knowledge of organizational relationships—were recruited until
theoretical saturation. Data were collected over approximately six months through
recorded, semi-structured interviews guided by 10 main questions and follow-up probes;
interviews lasted about 15-45 minutes or longer and were transcribed verbatim. Data were
manually analyzed through initial coding, constant comparison, messy and ordered
situational maps, social worlds/arenas maps, positional maps, and relational analysis.
Credibility was supported through prolonged engagement, in-depth interviews, and
saturation; dependability and confirmability through a documented analytic trail; and
transferability through contextual description. Informed consent, confidentiality, and
participant codes were maintained.

Findings

Five overarching themes were identified. First, contextual and organizational conditions
of gossip formation showed that gossip in private companies is a multidimensional
phenomenon emerging from the interaction of cultural and value-based conditions with
organizational structural, managerial, and communication arrangements. Jealousy, social
comparison, value ambiguity, and cultural normalization can create the initial motivation
and legitimacy for gossip. Simultaneously, perceived injustice, information ambiguity,
weak formal communication channels, organizational instability, and nontransparent
managerial relationships create opportunities for its occurrence and spread. Accordingly,
managing gossip requires simultaneous attention to communication values and culture,
organizational justice, transparent information flows, and improved managerial and
communication structures.Second, patterns of gossip emergence and diffusion indicated that
gossip is reproduced through three interrelated mechanisms: the transmission and distortion of
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information; informal interactions and instrumental use of information; and competition and
organizational positioning. Through these mechanisms, information may be selectively circulated,
reinterpreted, exaggerated, or used to influence others, damage reputations, form alliances, or
pursue personal and power-related interests. In interaction with cultural, structural, and
communication conditions, these mechanisms transform gossip from an occasional conversation
into a persistent pattern of organizational relationships. Third, individual and organizational
consequences of gossip demonstrated that gossip has implications beyond a simple communication
behavior. It can simultaneously affect employees’ psychological well-being, interpersonal
relationships, organizational trust, team cohesion, and managerial and organizational performance.
The analysis showed that psychological and relational damage can lead to lower individual and
organizational performance; conversely, weak performance and ineffective management may
reinforce the cycle of gossip. Thus, individual and organizational consequences are mutually
related and contribute to the continuation of gossip. Fourth, managerial strategies for controlling
and managing gossip revealed that individual managerial strategies cannot be understood merely
as formal actions or managerial directives; employees’ perceptions of how these strategies are
implemented are decisive for their effectiveness. Managers emphasized active listening, verifying
information, directing employees toward direct dialogue, and intervening at the source of conflict.
However, employees often reported that they had not observed these practices consistently and
described experiences different from managers’ accounts. This mismatch between managers’
claimed behavior and employees’ perceived experience can weaken organizational trust and
perpetuate gossip. Therefore, the success of managerial strategies depends on fair, transparent,
evidence-based, and trustworthy implementation, as perceived by employees. Fifth, the role of
leadership and management in controlling or intensifying gossip showed that leadership can either
be the main force for controlling gossip or, when leadership style and policymaking are weak,
become a central source of its reproduction. Managerial behavior, organizational culture, and
management policies mutually reinforce one another. Leadership functions as a connecting
element that influences contextual conditions, individual and organizational strategies, and the
consequences of gossip. Effective management requires leaders not only to formulate appropriate
policies but also to model professional conduct, fairness, confidentiality, impartiality, and
transparency. Such alignment can strengthen trust, encourage the use of formal communication
channels, and weaken the cycle of gossip production and diffusion.

Conclusion

This study advances a situational understanding of organizational gossip as a relational,
context-dependent deviant behavior shaped by the interaction of personal, cultural,
structural, communicative, and leadership factors. Clarke’s situational analysis
highlighted the role of nonhuman organizational elements often overlooked in prior
research. Practically, private companies should move beyond post-occurrence discipline
and manage the conditions that produce gossip through transparent decisions, fair
procedures, safe formal channels, and ethical leadership. Effective management requires
regulating the situation and communication environment in which gossip develops,
alongside proportionate responses to harmful conduct

Keywords: Deviant Behaviors; Organizational Gossip; Clarke’s Situational Analysis;
Human Capital
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