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The Macondo disaster is a case in chapter 2. The following aspects of the disaster are ethically relevant: management, technology, planning, quality, culture, cooperation, risk, professionality, trust, accountability, transparency, safety, safety testing, ignorance, hubris, and, perhaps most importantly, money trumping safety and sound engineering design. The disaster was in 2010, in 2011 BP had a near disaster in the North Sea due to poor maintenance – bad habits are difficult to change.
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Ethical vision

A new ethics is needed, in response to corruption, fraud, cheating, poor quality, tax evasion, lack of professionality, obsolete management, pollution, wars and incredible incompetence. This ethics is based on modern developments, like ISO 26000 and guidelines for investors, indicating the need for better accounting principles. Some organisations show the way, like Red Cross, incorporating two religions, and with 97 million members. Advanced companies combine ethics and business to provide good products and healthy profits. This combination provides a vision for the future, missing for many traditional corporations, but strong and motivating among some leaders.

The vision is of a world for its people, with climate and finances controlled, and possibilities for all, not only the rich. Companies will provide useful products and services, nations will target health, schooling and other common benefits, and citizens will become increasingly involved in Earth governance. Ethics is about doing things right, but also about doing the right things, or, as Aristotle says, to do good work over time.

A management built on ethics is suggested, and is possible due to global guidelines and the structure they provide. Some businesses have built impressive ethical frameworks, and are also successful. They show how ethics can be good business.
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Preface

Ethics is relevant today, some even find it exciting. Major work is going on; in some sense “ethics is where things happen”. In finance there is disappointment with models and theories, new initiatives are on their way. This is especially relevant for investors needing better risk management and a focus on sustainability, the long term.

Earth climate is threatened, recent evidence includes US Sandy (2012), UK floods (2012) and Australian heat (2013). Denmark has started disaster planning, but climate deterioration has a cost. More than 40 insurance companies have teamed up in ClimateWise to advise against climate risk. World disasters in 2011 cost $366 billion, a tripling from the year before. Cost was down in 2012, and not all disasters can be attributed to Man. But the long-term trend points up, and more and more scientists agree that humans are partly to blame. Ethics has in this case failed, by not pointing out the dangers early enough.

Many see ethics, especially the climate, as a cost. But others have thought further, and benefited from ecology, and reflected thinking in general. Some are among the most successful companies today (see chapter 8). It is too early to conclude that ethics is a sure road to success, but indications are that it may even contribute to financial wellbeing.

Typical of successful companies is that they work closely with customers, and find that they need top competence to serve well. Thus employees and their contributions are recognized, they become stakeholders rather than commodities that can be hired and fired at will.

Reflection is an important concept in this book, targeting visions, goals and strategies in a complex and dynamic world. Often that reflection is done in cooperation with employees or partners. Reflecting over a good strategy, or a customer agreement, may take months; they need to be good to benefit all. A target for reflection is sustainability, to survive well over 10 or 100 years. This is different from targeting quarterly reports. A seldom-seen aspect of reflection is to imagine yourself in the role of a major stakeholder, for instance an employee, customer or owner.

In the world described above, managers are employees, and important ones, but other employees may be more important (chief designer, top researcher, world-class surgeon…). In service management the corporate pyramid is turned upside down, emphasis is on first line, where the customer is helped. Management still has the duty to create the infrastructure to enable first line to help customers, apparently effortless. One first requirement is training. More advanced are smart computer systems to assist employees or help customers directly.

This means that efficiency takes on a new meaning, it is no longer based on saving time or money, but on achieving something important, helping, creating, contributing and motivating. In some cases selling is a result, but that should be based on customer needs.

This is in contrast with some of the world today, where considerable management time is spent on bonuses, tax havens and accounting fraud, see chapter 2.

In pharmacy two large corporations are struggling to create. One is fined for «repeat crimes», the other accused of creating a fake journal to market one of its medicines. Have they used creativity on the wrong projects?

A beverage-maker has sold tap water in bottles, adorned with snowcapped mountains, another creativity example. That is not regarded as a crime, but can become costly.

Most of the world watched when a BP oil rig exploded in 2010 and the shores of the USA were threatened. Is quality and good project management part of ethics?

The answer in this book is yes, bad quality can threaten customer life and health. Unfortunately there are many examples, from foods to buildings. An indirect threat is loss of value due to wear or lack of maintenance, well known to owners of houses or cars. But oil rig owners in the North Sea are collectively accused of ignoring maintenance, and the North Sea has higher standards than the Mexican Gulf, see chapter 2.

Management salaries are an indication that something is deeply wrong; in large US corporations total compensation for top management is now 325 times average employee earnings. The difference has increased even when growth and profits have largely stagnated; US shares were flat (no increase) between 1999 and 2009. Bankers responsible for the financial crisis were quick to award themselves bonuses after they were saved by taxpayers. Thus the link between salary/bonus and utility or competence was largely removed.

A central assumption in economics is that of self-interest, perhaps egoism, even if the latter term is seldom used. Self-interest is natural, and some people have it in the extreme. But most normal people sometimes prioritize family, friends, nation, religion or trade, even to the point of sacrificing their lives. The self-interest paradigm is criticized even by economists, but remains central to economic theory and evaluations. Is it sustainable in a world partly built on trust?

The book is mainly aimed at organisations, but some argue that ethics is not for organisations. However, some organisations are fined, in other cases their directors are jailed. This book will present evidence of cultures in organisations, some have positive cultures addressing customer welfare, quality, design, ecology and society. Others have negative cultures, where characteristics include «find the loophole» and «mercenary». Most are in between, but, especially among small- and medium-sized organisations, many are positive. This is natural, small organisations can seldom survive if they ignore stakeholders, like customers, employees and society. Unfortunately, many textbooks and management courses do not mention stakeholders.

Social Responsibility (earlier called CSR) is part of the title. Lately, it is recognized that businesses are social responsible. They are part of society and have responsibilities there. Some philosophers regard «ethics» as individual only, and «social responsibility» only for organisations. But the borders are unclear. Parents cooperate with schools in many countries. Other groups target social life or the environment. Now the environment threatens us, because we were not doing enough to save it. We are all responsible. Who else is?

Consequently, the terms ethics and social responsibility have been merged in this book, and ethics used as shorthand for both. Formally, social responsibility can be seen as part of ethics (where definitions vary), but not all ethics is part of social responsibility (for example ethics used to evaluate different morals). Governance can be regarded as a way to ensure that social responsibility is well-implemented, documented and reported. This aspect has sometimes been missing from social responsibility.

Students are a prime target of this book. An assumption is that ethics is needed as a base, perhaps presented in the first year of study. This is done today in medicine – many readers will understand why. An early grounding in ethics influences how later subjects are interpreted. If done in economics this may lead to central assumptions being questioned.

The generalization of social responsibility to all organisations was made by ISO 26000 in 2010, and points to political science being a potential target of this book. This has not been done to limit the size of the book. Politics is done differently across the world, and needs considerable insight for each single country. This author has problems understanding even the politics of his own country.

However, governments are organisations, some government issues and projects are well documented and will add to the cases presented in this book. A sharp difference between government and private practices may be true in some countries, but has not been observed by this author, having worked both for business and government. Rather, some large businesses resemble bad government (bureaucratic, slow, rigid, rule driven, top down...). This is different from most small organisations, who need agility to survive.

In general ethics is presented here as a «meta» or «umbrella» concept, helping students to analyze or question established morals or fashions, but also investigating projects and organisations where goals are unclear or arguments vague.

At an overall level, ethics should help organisations question their values and strategies. If they are «mercenary» or incoherent, perhaps redesign. One proposition is the need for ethics design. In hospitals errors should be reported, but this may lead to a conflict of loyalties. Design should make reporting easy. When sorting garbage, somebody should take care of the different batches, including logistics and treatment. This can be seen metaphorically; various forms of «garbage» and «handling» will be presented in the book.

For readers – including students – the book should result in the following, representing stages of maturing:

1.Reflection.

2.Framework, using ethical terminology and references.

3.Balancing.

4.Deciding.

Reflection relates to self, organisation, Nature and the world. Nature is interrelated and interdependent, not a “chain” but a network, and the same thinking can be applied to organisations. Reflection targets the nature of things, and their relationships. It also determines importance, especially relative to sustainability.

Framework addresses a key philosophical term, legitimacy. Terminology and references establish a framework that limits and sometimes enables. The same reasoning can be used for technology, business and society. Defined, clear and useful concepts are needed for serious discussions – Aristotle would agree.

Balancing assumes that there are different courses of actions, and several stakeholders. This breaks with the popular view that the world consists of “problems” each with one exact solution. Instead, the ethical world is often one of possibilities. In some cases they are all negative, but they can also be positive. Balancing implies that several options and nuances are possible, addressing various stakeholders.

Deciding is the task of managers, but also parents, teachers, professionals and politicians. Sometimes a decision must be taken under pressure (time, money, personal relations, politics, war…). The decision is often not the best. In ethics decisions should be reflected, based on an ethical framework and balanced. When time allows, the decisions should be documented, including the pressures leading to the decision. That may lead to better decisions. More on decision theory in chapter 3.

The book chapters correspond to two-hour lectures, a total of 10. For the course in Oslo 1H2012 five two-hour discussion sessions were included, the first after lecture 3. All homework addresses current issues, assumes access to the Internet or similar, and targets the following lecture/chapter (for pedagogical reasons).

Even non-student readers should consider Googling controversial topics, or investigating new and ethically relevant cases.

The chapters are, with a short description:
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1


	
Reasons and values


	
The value of ethics, definitions, major concepts. Conflicts with current views.





	
2


	
The ethical challenge


	
Crimes and transgressions. How society is reacting. Reasons for disasters. How to avoid some disasters (intro).





	
3


	
Natures of ethics


	
The three main natures, utility, rules and virtue. Also care and Kantian ethics. Decision theory and associated challenges.





	
4


	
Philosophical methods


	
“Tools” for ethics and management. Asking questions, analysis, synthesis. Philosophy of science. Quality. Theory of Knowledge. Ethics as “ill-structured” (sometimes).





	
5


	
Professional ethics


	
Ethics for professions, and professional ethics. A survey, and recommendation for more professionalism, including a combination of humility and pride. Codes of ethics with criticisms. Competence needs in a complex world.





	
6


	
Ethics for management


	
Views of the organisation, addressing members, culture, goals etc. Stakeholders, like employees, customers, society and owners. The need for new management principles.





	
7


	
International agreements


	
Human rights, ILO principles, ISO 26000 etc. An introduction to universal ethics, including various concerns, challenges and malpractices.





	
8


	
International applied ethics


	
Ethics in international organisations including Red Cross, the EU, Novo Nordisk, Kone lifts, Skanska etc. Does ethics pay?





	
9


	
Governance


	
Governance principles and challenges for business and government. Need for better governance of finance and climate. The evolution of new forms of governance.





	
10


	
The future of ethics


	
Some positive developments are planned, but is the total too slow? Need for better management principles, measurements and reporting. Ethics need renewal to absorb developments, but also more emphasis to reach all.
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1Reasons and values

1.1Chapter overview

This chapter will present ethics as applied to organisations at an introductory level, to be further investigated in the following chapters. An overall chapter goal is to establish the basics of an ethical framework, enabling the reflection needed for the rest of the book.

The first task is to show the value of ethics, at a preliminary level. This is not only to avoid mistakes, but also to establish visions, enable sound relationships and check the coherence of strategies and projects. While this book was being written there was strong development in two directions. One was to promote the values of ethics, especially in teaching. Another was a steady stream of new crimes and transgressions, some intriguing and even funny, but in sum questioning the value of today’s management training. Hopefully, the development may lead to more emphasis on sound teaching.

A definition of ethics will be developed, unfortunately there is no consensus on what it is, and some definitions land uncomfortably close to the established morals of powerful countries or organisations.

The context of ethics will be outlined, including relatively new concepts like compliance and positive ethics. Many organisations practice what here is called instrumental ethics, i.e. ethics to impress and sometimes deceive, but not meant sincerely. This is a risk, if stakeholders or media find out.

Internet and mobile technology are useful to promote a positive message, they may also help to investigate wrongdoings and hypocrisy. Bloggers, more than mainline media, have recorded and followed up the wrongdoings presented in chapter 2. The Arab Spring used modern technology to spread its message, often of government atrocities. Even for people disliking ethics this is a message; if you cheat, murder or torture, someone with a mobile camera can record and publish.

Additional principles will be presented; an organisation may adopt some and ignore others, but that should be done in a reflected manner, at least asking questions. Why do we object to being open? What status has creativity in our organisation? Is what we do sustainable?

An important function of ethics is as a «measure» of morals, an evaluation mechanism. This is especially relevant in an international context, where national, regional, religious and other morals are involved. A central goal is to find guidelines that are fair and helpful, and can be accepted all over the world. This chapter will start this ambitious work.

In sum, this chapter will enable students and others to perform basic ethical evaluation needed for chapter 2, where instructive cases of bad or substandard ethics are presented.

Methodology will be the last part of the chapter, to show how this was done, especially the path from individual ethics to organisation ethics.

1.2Why ethics

This book intends to show the value of ethics, and hopefully inspire more research. Ethics is ideally a fundamental subject for all higher education, emphasizing reflection and a meta-approach. Ethics courses are from 2012 compulsory for bachelor-level economics in Norway.

More arguments for a high-profile ethics education or organisation policy are:

1.A fundament for values and visions. Many organisations express these on their websites.

2.To avoid various exposures and risks, even to reputation.

3.To motivate employees – many like to do something important.

4.For positive stakeholder relationships.

5.An overall check on plans. Are they consistent, durable and sustainable? This view is called holistic.

6.Part of making the organisation sustainable.

These arguments are expanded below:

1.2.1Fundament

Many organisations display full ethical guidance, or Codes of Conduct, on their websites, others ignore the issue. There has been a noticeable positive trend raising awareness, perhaps starting in 2010 with ISO 26000 and the UK stewardship code 2010. An increasing number of organisations appear interested in ethics.

One group that has improved rapidly are those accused of some sort of wrongdoing (Dell, Pfizer…), perhaps a long-term trend, see Sims 1991.

A large international study indicates that modern employees lack motivation (Gebauer 2007), they partly distrust management, and would like to do some sort of important work. This is quite different from the world some economists describe, where motivation is based on pay and bonuses.

Many of these employees, and recruitment candidates, visit organisation websites, excellent places to promote values. However, few organisations leave a lasting positive impression – there are few As. There are a number of Bs, doing good work, but not impressive.

Websites can be used for recruiting. But they can have a more fundamental role, expressing the organisation “soul”, its culture. What sort of company are we? Where will we be in 10 years? Why should others trust us? Why are we important? What do we contribute to society? Why would you want to work here?

Values/strategies for organisations will be presented in chapters 6 and 8. Some are poorly written, questioning management and especially governance. Why do corporations present themselves to the world with statements that are sterile and sometimes inconsistent? The Board should be involved, ensuring that what is expressed is the best the organisation can do. Hiring someone for better English or quality-assured ethical statements is a minor expense.

Ethics can be a direct help to writers, it facilitates thinking about meta-issues, concepts that are bigger than daily life, a conclusion of current thoughts, or an “umbrella” where even future thoughts can fit in. Sustainability is such an “umbrella”, where even contributions of future employees or members are welcome, in order to secure, yes, sustainability. Chapter 8 has several examples of positive ethical thinking, suggesting that for business, ethics may be an important success criterion.

For nations, another group of organisations, birth rates are important since the babies will be future taxpayers, and perhaps care-givers. Birth rates can be helped by good government, an optimistic culture and even concrete issues like kindergartens. An analysis at this level is important, but few if any economists do it well. It involves expenses, where the benefits are uncertain and far ahead in time. Immediate wishes may outrank future needs that are perhaps more important.

Many agree on the importance of good schooling, but some countries plan by cutting school budgets or increasing school fees (example the UK). Others (like the US) “motivate” teachers by a competition culture, where you may easily lose your job. Classes are very different, in large classes the chance of social misfits or psychopaths is higher. So, your future is determined by chance, not by skill or diligence. This probably limits recruitment to teaching, and there is also the question of pay, normally low for teachers. For a future-oriented sector, reflection is especially valuable.

1.2.2Avoidance

One contemporary issue is extreme weather. Danish engineers recommend 50% bigger diameters for water drainage pipes in Copenhagen, a large cost because more rain has become the norm. Insurers can (and probably will) increase prices in exposed areas, a message to politicians. More directly, insurers can team up with climatologists and engineers to assess damage from extreme weather. Will it be permanent or get worse? That damage has to be paid, the bill will be added to your taxes and insurance policies.

Unfortunately, the world is already at the stage of secondary avoidance, as we attempt to limit the consequences of something we did not do years ago.

In the ClimateWise programme, 40 insurers cooperate to reduce their environmental impact and support climate awareness among customers (www.climatewise.org.uk January 2012). Its principles are:



1.Lead in risk analysis.

2.Inform public policy making.

3.Support climate awareness amongst our customers.

4.Incorporate climate change into our investment strategies.

5.Reduce the environmental impact of our business.

6.Report and be accountable.



Figure 2 ClimateWise principles



This is practical, useful ethics that can promote trust, preserve values, save lives and Nature.

The above combines proactivity (avoiding problems) with some reactivity (attempting to reduce costs of disasters). Notice the double role of insurers, they are even investors. Their investment strategies should address “climate change”, perhaps including a positive evaluation of companies active in this area, and a negative evaluation of investment targets with no or negative plans. One negative action is to support organisations that fight regulations or deny that humans play a role in climate change.

The above 40 insurers have already chosen sides in the climate debate, probably assisted by their able actuaries, risk evaluation specialists with top mathematical education.

There are arguments in the opposite direction, and it is good ethics to hear them. But the evidence is pointing in the direction of climate change and the resulting extreme weather is active around the world – most of us have seen manifestations. The decision is, should we act now, or wait till we know more? If your house is about to be flooded, you don’t wait till it has happened. You start action at once1. In ethics, you (sometimes) have to act early on insufficient information, more on this in chapters 2 and 3.

Another way to avoid trouble is to follow standards. This has been unpopular, and Margaret Thatcher was hailed for reducing regulation, for instance in the North Sea. But when 167 people died in the Piper Alpha disaster 1988, her reputation was tarnished. A report after the disaster pointed out that it could have been avoided with a few and cheap preventive measures (Paté-Cornell 1991). Indeed, Paté-Cornell 1985 suggested what should be done. Some say that problems following from deregulation in the North Sea were partly a reason for Thatcher’s fall.

However, this and other disasters, and failures to clean up disasters, did not reduce the popularity of the anti-regulation movement. Unfortunately, it has reached academia, and only two books have been found mentioning standards (Brunsson 2000, Hall 2003). It is not part of any known business school curriculum, although Hall 2003 has very good arguments for the importance of standards (limited to one chapter).

One standard, ISO 20000, targets computer disasters, how to avoid them, and how to recover when they occur. The method can be used for general disasters, for oil rigs, railways, cities, roads, but is not well known outside computing.

A standard for risk management, ISO 31000 is highly appropriate today, but again is not widely used.

This leads to financial disasters, a topic in chapter 2. They can be characterized by belief in some system or tools, without ever checking with reality. A part of ISO 20000 disaster planning is to test, apparently finance houses tested very little, and the countries where the houses operated tested less. A rather thorough study of the US finance market (Fabozzi 2008) concludes: “Current risk management tools are considered to be inadequate in terms of their ability to predict severe events, such as those of July-August 2007”. The book itself (dated 11 April 2008) did not predict the Autumn 2008 disaster.

One part of the belief system was implemented in the USA, the UK and the Republic of Ireland. The countries bailed out the failing banks with taxpayer money. The reader knows well how the banks showed gratitude, by awarding themselves bonuses and resisting regulation.

In ethics texts there seems to be little consideration of risk, safety and quality. But the cases in chapter 2 will show dire consequences of poor risk assessment, ignoring security and indifference to quality. Besides, some of the offenders had multiple issues, showing risky behaviour as part of a culture. Unfortunately, shades of this may be taught in economics, criticized by McPhail 2009 and Locke 2009, 2011.

A book on US government appears to see even productivity as an ethical issue (Madsen 1992). That productivity should preferably be within borders of acceptable risk and security, both for staff and citizens. But the book brings in another concern, the US Constitution. Some key office holders must take an oath to uphold the Constitution. But that supported slavery for long, and is not clear on other human rights issues. Privacy is supported, but the US laws are weaker than European (later in this chapter). So, what does productivity mean in this context?

However, the book succeeds in highlighting productivity, and perhaps in a more general sense, creativity. The bureaucrats should work hard. Probably this also means that they should work well, hopefully a corollary. Government plans, targeting areas like ecology or industry, should not only be comprehensive, but also smart, to achieve positive results on behalf of the population.

Another issue in Madsen 1992 is professionalism. How can that coexist with external restrictions on behaviour? This will be further elaborated in chapters 3 and 5.

In general this points to compliance, how to assess standards, select some and meet their requirements. To be fully compliant on everything is in general impossible, but it may be prudent to comply on more than is specified by law. Laws normally have to be observed, likewise accounting rules. But both have issues, for instance slowness. Better accounting rules are discussed (UN 2012), but they need years to implement.

In the mean time, perhaps one should make a good job out of what we have? Accounting fraud looks bad to investors, in some cases it means that the basis for their investment decision is wrong.

The banana producer Dole was for many years sued by employees. A Swedish film team documented the situation in 2009. However, the Swedes were soon sued, because Dole maintained that they contributed to fraud, claiming that the employees were faking. The nematicide DBCP was at the centre of the controversy, and was later forbidden. Workers had no warning of the hazards of DBCP (Boix 2012). Boix 2012 also comments on the odd court proceedings under a Judge Cheney, where Dole asked that their 27 witnesses “be protected” and succeeded, thus no meaningful cross-examination was possible.

In addition to a law suit, the Swedes were subjected to a PR campaign, and even direct threats. They persevered, and were backed by a blogger who observed Dole products at the hamburger chain, Max, a competitor to McDonald’s. He informed Max of the treatment of the film people, and Max canceled orders to Dole. The case ended up in the Swedish Parliament, where the film was shown. The result was that all parties backed the film maker. In the mean time the workers won their case, but a full settlement is not yet reached. The film about the film, Big Boys Gone Bananas, is recommended.

This unfortunately shows some of the state of ethics, that big organisations can usurp law, dominate media and make threats. Worker rights were overridden, as were consumer concerns. Freedom in this context was interpreted as the right for the strong to do what it pleased. Besides, this is a good example of what may be called “death wish”, Dole may have known that they could not continue, and stand to lose billions. Unfortunately, there are many similar examples in chapter 2.

This section can be summed up as compliance, with some foresight added. But this is not all of ethics, as will be shown.

1.2.3Motivation

Some important motivation issues are already covered, like vision and consistency. The next question is how this will motivate employees, or members. Perhaps the last term is useful, some organisations have few if any employees, they have members, and what motivates members? One option is good and important work. Red Cross Norway is overwhelmed with new members after the mass murder at Utøya 2011, where the Red Cross did good work to help victims.

So, motivation is a suitable follow up to web design. Doing good work is perhaps more important (and essential according to Aristotle 1955).

In daily life “good work” can be the normal drudgery of serving customers, designing useful stuff, contributing to society and being on good terms with colleagues and neighbours. But is this really drudgery? Is it not part of a meaningful life? This indicates the power of words, and concepts. If serving is seen as positive, Red Cross, the EU and Novo (see chapter 8) will all benefit, and their stakeholders. Red Cross has 97 million members.

A more academic discussion will follow in chapter 6, the conclusion of many studies seem to be that money and awards are poor motivators, the best motivation comes from recognition (probably best from fellow workers), work done (“allowing” it to be high quality), and future prospects (in the world today perhaps keeping your job).

Motivation from achievements is less frequently described, especially when based on creativity. In service, workers apparently derive considerable motivation from satisfied customers, and even from the act of helping, but good research has not been found.

Finally, and very valuable, is motivation from being “seen and heard”, to have influence on strategy, work situation and the future of the organisation. This is missing from many management models, for instance Nohria 2010. The employees are apparently regarded as partly dumb beings, without independent ideas. They should follow current strategies obediently, even when these are wrong. The leaders in such organisations are likely promoted based on the same obedience, thus independent initiatives are largely weeded out (they are a nuisance to the budget anyway!) In chapter 6 some current strategies are presented as illustrations that this “hypothesis” is indeed active. More significantly, creativity in large corporations is worryingly low. This is generally recognized, some have adopted a strategy of buying small, dynamic companies to inject creativity.

Hamel 2007 laments this status, and attempts to improve it by promoting creativity within the existing economic dogma, assuming mass production. The book is very readable, but does not reach its goal. Apparently more than a new idea is needed, the philosophical fundament of management must be changed to accommodate real creativity. This will be further discussed in later chapters.

1.2.4Relationships

Swanton 2003 talks about relationship ethics. She sees ethics as not a single issue, but what she calls “plural”, where several features are involved. We can like certain traits, and abhor others. The resulting relationship is therefore not a simple one-to-one, but a complex network of interfaces (extending her views a little). Such are probably the relationships within families, within organisations, and between organisations (realizing that we need to know more about relationships).

Some organisation relationships were reduced to a minimum, for instance in General Motors (Womack 1990, Liker 2004). The books describe the “business” view of GM, salesmen and maintenance technicians were treated like economic units, and there were apparently few feedbacks or joint consultations. For example the designers at GM were not told what the salesmen wanted (at least in theory), or what errors the mechanics found. This view is widespread, and called transactional.

A key promoter of the transaction view is Oliver Williamson who got the Nobel Prize in 2009. See Williamson 1996 for his views. Grønroos 2000 explains how this concept is suitable for mass production, for instance of consumer goods. The main focus is price, and a function called marketing is charged with finding consumers, perhaps by advertising.

The transaction view has been strongly supported in business schools, but is coming under attack from several people, including a professor and commentator:

“Thus US banks came to dominate London’s wholesale market in financial services. Even those activities that were conducted by US institutions were conducted in the transaction-oriented style the Americans had developed. But that same aggression and greed created reputational issues that steadily eroded the numbers of US banks. Drexel failed; Salomon, Bankers Trust, CSFB were absorbed into larger institutions. By the beginning of the last decade the number of large investment banks world-wide had been reduced to five, all of them American. The crisis of 2008 would claim the scalps of three”.2

Grønroos misses another angle, namely that the transactional view assumes large turnover, many customers, insensitivity to quality, and a largely static world. This is seldom the case today.

Grønroos 2000 then explains how new services, like ICT, do not follow the template above. An ICT customer needs help, courses and updates. Selling an ICT program is implicitly a promise to be around some years to take care of customer support.

Grønroos is recommended for further reading, his conclusion is that “relationships between parties are considered the core phenomenon in marketing.” This is apparently an assumption (but not discussed) in Kotler 2008 who also promotes customer need as a goal, another key service management term, based on Grønroos 2000 and Normann 1983.

Birkinshaw 2005 accuses Williamson’s transaction cost theory of causing excessive controls, perhaps even new controls because the first round of controls erodes trust. Williamson’s popularity is therefore difficult to explain.

In sum there is an ethical dyad here, relationship vs. transaction. Transactions can be related to Robert Nozick’s “atomic” world where all actors are separate, and interact only to further their own interests (Nozick 1974). Strangely absent in Nozick is the “other’s” view, perhaps ourselves. Are we satisfied to be ignored or to serve as instruments for someone’s wellbeing? Transferring to organisations, do we want suppliers that are self-interested organisations? What happens when your dentist or plumber has this view?

Relationships are deeper, according to Grønroos 2000, “All business is built on relationships. The firm only has to make them visible and meaningful for customers, provided that the customers want that.” An interesting example is the US Government, having failed to make a “visible and meaningful” relationship with its citizens. The citizens apparently want an active government, but slimmer, and there is disagreement on how to achieve this. Even the great orator Barack Obama has failed to convince the US people that he can make their lives better. This appears unsustainable, especially when all US politicians ignore the poor. Including the near-poor the group is one third of the population, with a difficult situation in a society dominated by money.

The nature of relationships is investigated in many novels, but seldom in academic texts. Characteristics seem to be:



•Mutuality, perhaps some sort of respect

•Long term (although some may be brief) Long term (although some may be brief)

•Improving over time, relationships are built

•Valuable, at least a little

•An element of trust, perhaps even trust-based



Figure 3 Relationships



An eminent writer (Sennet 2003) comments: “Mutuality requires expressive work. It must be enacted, performed.”

Does this describe your relationship with your dentist and plumber? And with your spouse? Do you have deep relationships with other people, or do you see them only as instruments to further your ambitions?

Concepts like respect and trust are key, when were they management topics? Some practices, like calling employees “fat” or “dead dogs”, impact negatively on respect and trust. Cutting service and ignoring security are other ways of losing trust. Huge management salaries picture a self-interested person not well connected to stakeholders, ignoring the value of colleagues, and perhaps with a personal agenda. Indeed, some well-paid managers have commented to media on their own supreme value, ignoring other contributors to company success (if indeed there was success).

Another important comment from Sennet 2003: “The patient to whom a doctor explains nothing, the student taught by rote commands, the employee who is ignored – all have become spectators to their own needs, objects worked upon by a superior power.”

For president Obama the above can be inputs to a long-term strategy. One error he made was to act instrumentally, to be reelected. Some Republicans are equally blind, seeing replacing Obama as their only strategy. But such strategies do not necessarily benefit the USA, or the world.

A better view for Obama is service management, the customer is the US people. How can he meet their needs? With nearly 50 million poor, perhaps a project is needed. Enlisting the extremely rich to pay is a step in the right direction, and that is already his strategy. Stopping wars has already been started, scaling down the military will be more controversial, but necessary. What if sharp minds making devastating weapons invent smart kitchen machines instead? Sorry, this is only the beginning, Obama has a nearly impossible task ahead. A basic activity may be to make the US people more reflective. Educating the customer is a valuable service management activity.

Returning to Sennet 2003, the book seems to talk directly to Obama:

“Firms in trouble need stable relations with their suppliers, patient investors and dedicated employees committed to getting businesses through hard times.”

But in large organisations these dedicated employees are not well motivated, according to Lucier 2007 and Gebauer 2007. Lucier 2007 indicates that this is partly due to “imperial managers”. This is changing, but is the change fast enough?

The above relationship characteristics can be a starter set when buying services, but misses an important one, professionalism. This relates to Grønroos’ comment in the beginning of this section, that new, complex services need more than delivery. Indeed, many services are bought on more issues than price, other service components can be (think about a long and complicated business trip):



1.Availability

2.Dependability

3.Responsivity (of people and machines)

4.Security

5.Personal impression (including staff competence and helpfulness)

6.Ease of use

7.Value



Figure 4 Service components



Your choice is made by combining the above according to your personal preferences. You probably will not select a high-risk airline (unless you are very brave). If the airline is repeatedly late, you may select a more expensive offer to be certain.

Thus you want the travel agency to fulfill several characteristics, and you cannot readily say that one is unimportant. Besides, there seems to be no way of converting one into the other. Is low security offset by smiling operators?

Competence is a term influencing several of the terms above. A competent airline also has a good security check. They may even be competent enough to employ highly skilled technicians, saving money in the long run. Perhaps this focus on competence is company-wide, and is the culture that passengers meet when entering or even booking? It could work.

Competence is a general requirement for services, from dealing with customers (first line) to designing service (perhaps a transport system). This is different from mass production, where the operators need to produce stuff fast. Bank clerks were told to be effective during the financial crisis, meaning that time-consuming risk analysis was ignored. This shows how concepts in one context can be wrong or even damaging when used out of context.

1.2.5Holistic

This view considers the whole, and the whole as more than the sum of its parts. Systems theory is one holistic system, assuming that a member of an organisation is changed by becoming a member of the organisation.

Holistic is used in various contexts, ranging from global branding to health. Sometimes the ideas are unsupported or of a religious nature. Still, there is a need for an overall view, seeing organisations, nations and life as something more than their components.

A variant of holistic is interconnected. Students of the standard ISO 20000 express after a day’s introduction, “everything is connected to everything”. This is indeed fact for computing, and probably for most complex ventures. Ignoring some connections can be costly, or lethal. Interconnected is not necessarily holistic, or systemic, but a close enough approximation that it will be included here. An administrative ICT system includes programs, machines, operators, users and perhaps end customers, analyzing only one of these components can give a wrong impression. It is as a total that the system succeeds, or fails.

This is the opposite of the atomic view assumed by Nozick. It also conflicts with reductionism, the view that analyzing components provide valid conclusions for the whole, perhaps a design or an organisation. Reductionism can be effective on a low level. Studying cells in a microscope provides clues that may contribute to medical practice. But many relationships are not known, just as in physics the “Standard Model” is only a thought construct. Future research may confirm it. Alternatively, the model may be contradicted, and physicists have to look for another explanation. More in chapter 4.

On an organisation level studying single departments or groups can contribute to overall knowledge, but Boyle 2001 has a sobering thought. If you study 2000 people in an organisation, your sample size in organisation science terms is one (1). Studies on large organisation samples are few, but sometimes important (examples are IBM 2008, Lucier 2007, Gebauer 2007, OECD 1996).

Management Science has no “Standard Model” that can be confirmed or rejected. Still, the belief in some phenomena is strong, like an efficient market, competition, size and the ability to express everything in monetary terms. But because these beliefs are seldom explicit, they are difficult to challenge.

The quality of management research is also questioned from inside, Hamel 2007 maintains that management science is “moving at a snail’s pace”.

The holistic view in this section is even extended to strategies and projects. Experience indicates that planning is not always top rate (Collins 1997). Behind many failures presented in his book is partly an emphasis on narrow views, and the ability to cover failures in beautiful English, or obscure academic language. Strategies will be presented in chapter 6, they are not always present and seldom high profile. An overall view may uncover weaknesses.

Design, already presented, is holistic (Simon 1996). A design, in engineering or computing, is normally only one way of meeting complex requirements. Perhaps there are 5 or 10 alternatives, all valid. One may be chosen, the criteria for that choice should be open and reflected.

This means that design is not optimization, or finding an ultimate truth. Rather its target is utility. A complex computer system may have ease of use as its most important characteristic, the reader will know why. Thus, simplicity may trump complexity as an evaluation factor.

Books are examples of another form of design. Again simplicity may trump complexity, and usefulness (in text books) is better than completeness. Many authors have experienced, however, the fact that at some stage, the book “starts to write itself”. The story depends on what is already presented. Even in textbooks, the material “forms” into patterns and groups, logic is involved, but at a complex, overall level. This is difficult to achieve with articles (but a few manage even that).

Accepting holistic principles is no wholesale submission to all streams of thought calling themselves “holistic”. If another and better term comes up, perhaps convert to that. Simon 1996 uses design, which is more descriptive. But design in popular usage has taken on very limited meanings, even in academia. Both design and holistic will be used in this book.

1.2.6Sustainable

Sustainable in this context means ability to endure, to create something lasting and useful in a long-term context.

The origin of the term in current usage is a UN report3 from 1987, the so-called Brundtland report. The concept of sustainable has not only endured, but been extended to finance systems, political systems (for instance the unsustainability of the Soviet Union) and business. Sustainable then means lasting, successful over years. Its opposite is short term, e.g. businesses striving to meet quarterly objectives. One characteristic of sustainable organisations is training (and competence in general). It is expensive short term, but useful long term, perhaps essential.

Training is good for employee relationships, but is costly. Customers like to be met by a competent first line. Design and research will benefit. The whole organisation will become more flexible (assuming well-chosen skills). It is likely that owners will appreciate, and perhaps society in general. Training is one of the key characteristics of the German Mittelstand, high-technology companies responsible for a growth exceeding China after the financial crisis.

But many report that organisation training has been cut rather than expanded in a more complex and global world.

Another aspect of sustainability is long-term planning. Training is a good beginning, competence is needed for good plans. One way already presented is to think holistically. If this is extended to time (four-dimensional), long-term planning can be included in a holistic perspective. This implies seeing the project or strategy in a larger context. For governments it can mean a better way of evaluating public transport. Short term, public transport projects are normally expensive. But in a larger context they may pay for themselves and more, when considering road congestion, pollution, health effects, the positive impacts on the construction industry, reduced travel time etc.

One methodology is ISO 38500, governance for ICT. Governance in this context targets overall utility of ICT, apparently not so successful until the standard. Also, the standard addresses governance in general, a subtitle item for this book. One aspect of governance is just this overall utility, or success. Success criteria are not always clear in organisations, and steering towards those criteria even rarer. Goals will be further investigated in chapter 6.

Is the world of today sustainable? Its finance system is not, and that is acknowledged. Improvements are planned, or at least discussed. That will lead to better operations, and safer. But will it be sustainable?

Bankers are partly satisfied with status, and some award themselves bonuses. But insurance – another branch of finance – argues that the world uses too many resources, beyond its current capacity. And the trend is in the wrong direction, when developing countries want the same standard of living as advanced countries.

One casualty is the climate, pointing to another question of sustainability, perhaps more concrete. Extreme weather and rising sea levels are already facts, and according to meteorologists, the main cause is human activity.

In terms of markets, these are two large “markets”, both failing. A short-term perspective is unsuitable for both, even wrong. Time frames of decades seem more suited to the task. Climate projects are already addressing this timeframe; finance projects seem more ad hoc and retroactive.

Another “market” will be pointed out later in the text, health, where “market-oriented” approaches may not be suitable. How much health can you buy for €20000? Health is a service (Grønroos 2000), with other criteria than mass production.

US health is the world’s most expensive, but not the best. Its cost relative to GDP is also rising rapidly, and is now at 18% (2012). Nurses are modestly paid, would they be more efficient if paid more? Hardly, they make their choice outside the market paradigm.

This questions current tuition in management, should it target the market, and the short term? Is self-interest useful as an overall planning principle? The last question is relevant today, some countries look after their own interests first and have almost stalled climate progress, whereas countries like Germany and Sweden have helped the EU achieve goals, and are at the same time doing fine economically.

Perhaps management education needs radical redesign to be more sustainable?

Chapter 6 and 8 will present examples of successful businesses targeting sustainability instead of short-term success. But they also succeed short term.

1.3Definitions

A number of definitions of ethics can be found, some are similar, few are identical. Even in its origin, ethics is somewhat ambiguous, its Greek roots are either from ēthos = character or ethos = custom (Aristotle 1955). Aristotle himself appears to use both interpretations, making his work more interesting, a tension is present. Perhaps ethics is not simple answers to complex questions, doubt and balancing is involved? The investigation starts below.

This section is also an introduction to definitions, especially important for students. A good text is Aristotle 1979, emphasizing deep knowledge of the topic, “whatness”.

A recurring part of the definitions is that:

Ethics is moral philosophy

In this context moral may be interpreted as «in society» (from Latin mores). Philosophy (from Greek philosophia (φιλοσοφία)) «love of wisdom» is the study of the fundamental questions of life; what is life for, what is good and evil, what is right and wrong, what is knowledge?

In this context ethics is the methodical study of the principles of good (or wise) human conduct (in this book extrapolated to organisations).

This points to a longer definition, incorporating views from many texts:

Determining rights and wrongs, selecting actions to achieve good results, evaluating motives

The non-absoluteness of this is commented in Ayer 1986:

«Ethics is indeed concerned with human conduct, but it is not descriptive of human conduct, in the way that psychology and sociology are. It can be prescriptive, but its interests is rather in what lies behind the prescriptions»

Another, and deeper criticism at this stage is that we do not know what “right” and “wrong” is, and we do not agree on what is “good”. Perhaps we should even determine what “bad” is? Resolving this will take the rest of the book, and still be open to questions and criticism. But especially in the latter chapters, we find implementations of ethics that most of us will call “right”, and perhaps even “good”.

To further elaborate a third definition is feasible (but not found in references):

Achieving wisdom, choosing actions that are beneficial and acceptable long term; in other words, sustainable.

This is not an absolute definition, but the wording may help readers to understand the tentative nature of basic ethics. This will be further elaborated in chapter 3, where three main forms of ethics will be presented (and some others). Humans – or organisations – are supposed to evaluate the three not as separate entities, but as a set, a system or a collection of “forces”. The three cannot be converted into a common denominator, at least this has not been found. This is seldom clear in ethics texts.

Wisdom is based on Sternberg 1990, a psychological interpretation that can be applied generally. A summary may be «doing the right things, as opposed to doing things right». One does not exclude the other, but few books are about doing the right things to do.

Sternberg 1990 emphasizes the difference between intelligence and wisdom. Intelligence is the ability to do relatively simple things quickly, according to set rules. However, «The wise person resists the automization of thought, but seeks to understand it in others.»

Wise people are characterized in that they:

1.Know what they know

2.Know what they do not know

3.Know what they can know given the limitations of present understanding and of knowledge itself

4.Know what they cannot know, again given [current] limitations

Especially the «Know what they do not know» is rare in management texts.

The impressive list above misses an important item:

5.Know how current and new knowledge fits into an overall context

The last item may refer to different topics, for instance economics and ecology, each with conceptual limitations and considerable impact.

With these definitions, ethics becomes an overall, “umbrella” or meta-concept. It encompasses a large part of human activity, dealing with values, choices, actions and judgments.

Extrapolating from this view, ethics becomes universal ethics, acceptable by all people and organisations. This is a goal, even of this book. Usefulness is a main attribute. Some fine examples are presented in chapters 7 and 8. In chapter 9 another important aspect of international ethics is investigated, governance. Ethical principles and rules may be useless if not upheld and enforced. This is not the full story, human rights (chapter 7) are not universally upheld, but still have force, because it is difficult to explain why some humans are treated differently from others.

However, in the process of making universal ethics, nuances and sometimes radicalism may be lost, as will be shown. The standard ISO 26000 (Social Responsibility) was launched in 2010. During development it was adjusted to gain world-wide acceptance, and even then, some countries voted no. The adjustments were in the areas of sexual orientation, national sovereignty and business “freedom”, three areas that may be controversial in any world-wide standard of human behaviour, and where more work is needed.

Thus there is a tension between principles like universality, and utility, a phenomenon often found in ethics. Tension is also between freedom and solidarity, openness and privacy treated later in this chapter. Often ethics represents a balance between opposites, rather than selecting one extreme as the only right solution. Later, another characteristic of ethics will be discussed, ill-structured problems, where we lack absolute facts and perhaps even a structured way of making sustainable decisions. It may be more important to decide, based on what we know, than to wait for enlightenment. This is especially so in management.

Ethics is related to another important concept, namely morals. The word morals is derived from Latin mores, the customs in society. Morals can be attributed to religions, nations and organisations. Even sports teams have “morals”, but then with a different shade of understanding. Sometimes morals are seen as identical to ethics, then (possibly) meaning the “right thing to do”.

However, there is a need for both concepts, perhaps sometimes in conflict. If morals is:

Acceptable behaviour for a group in society

then ethics is:

Acceptable behaviour for the whole society, all humanity, targeting principles and sustainability.

In a corporation the service department may set an example for all others, creating their own culture. This may be called their morals. Perhaps the rest of the company should learn. But there may be components of this moral that are not acceptable for all, the service people disclosed confidential information to their customers. Thus an overall assessment may be that their morals need adjustment.

At the executive level a different assessment could be made, is the confidentiality necessary, or indeed desirable? Perhaps it is better to be open, and the discussion then enters into the area of ethics.

A large movement is now spreading, causing disturbances and sometimes jubilations, the Arab Spring. It is fired by what we can call moral indignation, a feeling of injustice, exploitation and hopelessness. This is indeed moral and not necessarily ethical, reflected analysis is not part of the movement. But it is directly ethical when Human Rights (chapter 7) are violated. And it is unethical when violating the same rights.

Several businesses have supported the enemies of the Arab Spring. They have mostly run their operations according to accepted business principles, i.e. morals. But they have caused the misery of millions, so perhaps reflection is needed?

As the expression “moral indignation” shows, morals can be a strong force, Libyan freedom fighters 2011 achieved the “impossible”, facing a far superior military force. A poor moral underpinning of a cause can on the other hand be a weakness, for instance a war not well justified. Why, then, should soldiers risk their lives?

This addresses the general problem of pressing moral views on others, through business or diplomacy. Without arguments and negotiations the project can become negative, the outside moral views become oppressive, often observed in colonial times.

Indeed, the “best” moral may be to include some from each group, the resulting “moral” being a compromise. This would offend some moralists, but perhaps the result is in absolute terms “better”? Then we are approaching ethics, with an uncomfortable notion that the result is neither absolute or “proven”, but simply useful. Human Rights is such a project (chapter 7), controversial and unfinished, but perhaps one of the best expressions ever of the essence of humanity.

Another challenge to ethics is national security. However, that has different goals and background in different countries, and therefore cannot be an overall principle. Besides, some national security actions break with ethics (an example is Syria). Most bothersome to ethics and philosophy is that national security is not defined in many countries, or that it is seen as military by default. Colonel Gaddafi made this mistake. Waldron 2010 presents a depressing picture of US academic discussion suddenly changing from principles to national security after 9/11 2001, his view is that it shows the “moral corruption of the system”.

A general problem is shared in many morals, exclusiveness and its consequences.

Exclusiveness is differentiation based on nation, race, religion, sex, politics, disability or (increasingly) age. If causing negative action, this violates ethical principles like Human Rights. But some morals depend on its followers feeling special, or perhaps better than others. Some politicians target selected (large) voter groups, with messages sounding “moral.” This can create an opinion at odds with ethics. An example is the Nazi movement, unfortunately there are many contemporary movements that take inspiration from the Nazis, or sentiments much older than Nazi Germany, part of the common human heritage. A distrust of outsiders seems common across the world, but is not well suited to global business, international cooperation and ethics.

The exclusiveness can become confrontation, e.g. when George W. Bush in 2002 appointed some countries to be the “axis of evil” (Iraq, Iran and North Korea). Later, Syria was added. However, there was no “axis” and no coordination between those countries. But for the world, the resultant irritation, perhaps rage, is still a problem years later.

Exclusiveness and high appreciation of own qualities can become an obsession, as expressed in the Manifest of Norwegian mass murderer Anders Behring Breivik 2011, referring to nationalism and religion. The sufferings of other people were outside his emotional reach. Apparently he was backed by Fox News, where commentator Glenn Bech called the young people4 murdered, “Hitler Youth”. Fox News is owned by Rupert Murdoch who will be revisited later.

“Hitler Youth” was even used in the “court explanation” by mass murderer Breivik himself, a reason why he felt justified in doing what he did.5

A member of the Norwegian Christian People’s Party in January 2012 gave a talk saying that the killings were part of God’s punishment for Norway’s sins, the worst being not supporting the government of Israel. This “logic” suggests that Breivik was God’s tool, and that revenge is divine, see below.

The Party leadership firmly disagreed with the member, but this shows friction, even when religious morals are rooted in written texts (that are not always read by the devout, and there are interpretations). In major religions there are sects and divisions, for instance catholic/protestant, sunni/shia, hinyana/mahayana, and these are only main examples.

Revenge is one of the curses of today. Its nature is reactive, violence is met by violence and a relatively small matter can accelerate out of proportion and become a spiral of violence. Still, revenge is supported by some organisations. Revenge is observed all over the world, an example is World War II partly caused because the losers felt cheated by the settlement after World War I (at least this is one explanation). Revenge is also involved in the Palestine question, a source of discontent for the whole Middle East.

Tragically, in Libya in January 2012, Libyan freedom fighters were accused of torturing Gaddafi loyalists. This revenge is perhaps not religious or nationalist, more tribal. The medical NGO Médecins Sans Frontières (MSF) pulled out of Miserata, where several cases of torture were suspected. It would not be right for MSF to participate in torture, even indirectly, see chapter 5.

The ethical alternative is inclusiveness, and is normally good for business, allowing all to be treated similarly. One immediate and concrete advantage is easier computer programs. A more far-reaching issue is easier management training. An ethical angle is Human Rights (chapter 7), relevant even for people we do not like, including the mass murderer Breivik.

Inclusiveness implies knowledge, especially of stakeholders. This may mean that popular propaganda should be investigated and questioned. Anti-revenge is also related to sustainability, an ability to see and plan for consequences far into the future. Clearly, the Palestinian situation is unsustainable at present.

A form of “moral” central to this book, is that of the “business” community. In banking “…the bonus culture stands accused of an accomplice to crimes against the global economy… monetary reward remains the carrot of choice for companies world-wide and across many sectors”.6 The bonus culture is a component of managerialism, criticized by Locke 2009, 2011. In a wider context, especially larger business has achieved a power and pervasiveness not always used for good, criticized by Bakan 2004 and Klein 2007. The moral aspect is strong conviction, bordering on the religious when seen from the outside.

From a review of Locke 2011: “Their concluding remedies are doubtless right and necessary: remoralise the discipline, recover a public conscience, name crime and wickedness for what they are. But what will it take to do these things? It will take a Reformation.”7 Indeed a Reformation is called for, a religious phenomenon.

Chapter 2 will present some wrongdoings, and arguments for calling this a culture, spreading to media, academia and even professional organisations.

1.4Categories of ethics

The forms presented here are methodological, addressing how ethics is formally grouped.


A.Metaethics

This explores overall concepts of ethics, like what is “good”? Aristotle 1955 discusses this concept well, and ends up by suggesting that acting is important to be good, in fact acting well over time. It seems he means considerable time, like years.

Another interpretation is universal ethics, useable by all people in all organisations. This will be further investigated in chapters 7 and 8.

B.Normative ethics

These are guidelines, normally for others. This can break with the purity of metaethics. If others should follow, they need to understand. Too many nuances can limit understanding.

Besides, the rule set should not be big, otherwise it is not comprehended, and remembered. Actions are based on norms, and the actions can be performed in a context not imagined by the author. Thus normative ethics needs testing, ultimately in a «live» environment.

An excellent example of normative ethics is ISO 26000. It has legitimacy, being developed by nearly 100 nations. However it is bulky, details are missing etc. The defence is that the current document is only release 1, following releases will be better. But probably never perfect.

C.Applied ethics

How do we apply ethics to work and life? Part of the answer is normative ethics, but that will be relatively static relative to everyday life. Often balancing two or more principles are involved, for instance where to spend resources in the Health system. Should children and youngsters get better care? This may reduce care for the elderly, when money is scarce. Do we want that?

Important examples of applied ethics are Codes of Ethics (chapter 5), either for organisations or professions. They are normative in nature, pointing to the often close connection between normative ethics, and applied ethics. Perhaps the best examples are in chapter 8.

D.Moral psychology

This is the study of humans and animals to discover the roots of our moral thinking. Interesting research is being done, but it is difficult to reach a conclusion. Tentatively it seems like cooperation is sometimes a «survival trait», and may be hard coded into (higher) animals. A different angle is the meta-cooperation of ants and bees, at the time of writing not well understood, but perhaps having some basis that will throw new light on ethics.

E.Descriptive ethics

This is a description of the different forms of ethics, normally called morals in this book. Accurate descriptions are important for instance to develop norms that do not break sharply with beliefs and customs. This sounds un-principled, but it is sometimes better to arrive at consensus, than to press views on other people.



In the current book emphasis will be on B. Normative ethics, and C. Applied Ethics, but the reader is asked to remember even the other forms, contributing to view ethics in context.
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1 Reasons and values

1Your author’s house was flooded in 2007, and again in 2012.

2“What Bob Diamond really tells us about the City”. John Kay. Financial Times 9/11-2011.

3http://worldinbalance.net/intagreements/1987-brundtland.php

4Members of the Government party, in no way extreme, but against extremism. The author belongs to another party. “Hitler Youth” or Hitlerjugend was the youth branch of the Nazi party, quite ideological.

5Court proceeding sent directly on radio, April 2012.

6“Bonuses of contention.” Andrew Hill. Financial Times 4-5/2-2012.

7Review of Locke 2011 in Times Higher Education Supplement, 26/1-2012, Author Fred Inglis, University of Warwick.



Ethics – The Future of Management

Ethical problems and discussionshave existed as long as humans have beenable to verbalise opinions. This book covers all the elements and practicesweneed to know, includinggovernance and socialresponsibility. I have not readanother CSR/Ethics book withthisapproach, and it is bothuseful and interesting.

Stavanger University 22 October 2014

Thomas Laudal, associate professor

Ethics in this book is based on Aristotle, but extended to cover quality, risk, creativity, social responsibility, governance and organisation ethics. Future management will hopefully see ethics as its fundament, including worldwide principles for good, reflected and constructive behaviour.

Ethical management includes values, vision, trust, relationships, stakeholders, user needs, creativity and sustainability, and is the last stage in a development from US mass production in the 1950s.

The new ethics is in response to corruption, fraud, cheating, poor quality, tax evasion, lack of professionality, obsolete management, pollution and incredible incompetence. This ethics is based on such modern developments asthe standard ISO 26000 andguidelines for investors. Some organisations show the way, like the Red Cross with its 97 million members. Advanced companies combine ethics and business to provide good products/services and healthy profits. This combination provides a vision for the future, missing for many traditional corporations, but strong and motivating among advanced managers.

The vision is of a world for its people, with climate and finances controlled, and possibilities for all, not only the rich. Companies will provide useful products and services, nations will target health and schooling and other common benefits, and citizens are increasingly involved in Earth governance. Ethics is doing things right, but also doing the right things, or, as Aristotle says, to do good work over time.

The book presents ethics as a new fundament for management, a structure to tie the different parts of management together. One advantage is that modern ethics is global, andhas legitimacy from ISO 26000 and other developments. ISO 26000 is stakeholder-oriented, showing how this can form a structure and a memory aid.75 “initiatives” in ISO 26000 target important areas of society concern, but it is also a handy framework for management. Organisation ethics is linked to culture, a strong and healthy organisation culture is both good for profitsand also attractive for investors.

Ethics will not solve all management problems, nor will it generate profits automatically. But it is a helpin concentrating on important things – normally represented by stakeholders. Quality and risk avoidance is good ethics, likewise service design to please customers. In health, this provides an environment that targets patients, and employees. In investment it concentrates on sustainability and “healthy” companies with low risks. For society ethical management can become a way of providing good services to all citizen, independent of political ideologies. It is also a way to concentrate on important issues such ascustomers, employees, creativity, the environment and human rights.

Management stages, or paradigms, began with US mass production, where cost and efficiency were important. Japanese management was an improvement, including quality, competence, design and cooperation. Service management is the third stage, with relationships, service components, standards, methodology and concepts. Ethical management incorporates the best from other paradigms, adding stakeholders, vision, values, the environment, social responsibility, governance and sustainability. It seems likely that this management will survive and provide advantages to employees, customers, owners and society.


Fjellhamar, 12 February 2015

Tore Audun Høie

Tore.hoie@vikenfiber.no
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