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Preface

If management is defined as getting things done through people, it is evident
that ethics can seriously affect organizational morale, recruitment, productivity,
and many other daily administrative problems. Decisions about these problems,
whether or not they are perceived as ethical choices, are made in the belief that
something ought to be done. The administrative response is, in a word, a
function of values. They are not merely inevitable, but constitute the irreducible
nucleus of management.

Ethics and values have been highlighted in recent years by what is often called
post-Watergate morality. Indeed, when government and business executives are
involved in national scandals, the public legitimately wonders what else is
happening in American institutions. Studies have documented widespread
improprieties in the conduct of routine administrative activities, a fact that has
led some responsible commentators to believe that corruption is now ubiquitous
and systemic in American life.

Since administrators face complicated ethical issues in organizations and in
society, they are finding it increasingly necessary to expand their knowledge
about managerial ethics. An executive today, in fact, can hardly afford not to
study the subject. There is, however, a general lack of teaching and training
materials in this field. Specifically, there are few that address these questions in
the public and private sectors of the economy as they affect the administrator.

By the late 1970s and early 1980s, a number of articles appeared that examined
individuals and organizations encountering ethical problems. This book,
therefore, does nct contain separate chapters on the conventional socio-
management issues and methods which tend to be either transitory or technical.
Nor does it consist of inspirational essays or accusatory polemics which do little
to describe or explain behavior in, and by, organizations.

Instead, this collection aims at enlarging the administrator’s understanding of
the nature of ethics involved in his daily work by offering analytical studies of,
and meaningful guidelines for, managerial situations. If the study of ethical
puzzles in organizations is to be fruitful, in other words, then it must concentrate
on problems central to management. Essentials of Management: Ethical Values,

xi
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Attitudes, and Action, provides materials to assist managers and future
managers to develop and/or maintain, personal and organizational codes of
honorable performance.

The scope of this volume includes

1. Approaches to management ethics

2. Commentaries on past, transitional, and future ethical concerns of
professional administrators

3. Analyses of the organization and the individual

4. Survey evidence dealing with the attitudes, values, and behavior of
managers

5. Specific actions to deal with ethical dilemmas.

The emphasis is not on high elective officials, company presidents, or major
scandals—such concerns lack day-to-day relevance for the majority of students
and managers in business and in government. Nor is the focus on philosophical
questions. Most managers-to-be, executives, and instructors, are simply not
conversant in the philosophical nuances and theological distinctions of scholars.
Thus, articles are chosen with the expectation that the reader would have little
formal background in policy analysis or philosophy and ethics.

The focus is on the middle manager and organizational problems of
immediate significance to students of administration in the classroom or office.
Both the future executive and today’s executive, as decision-makers, must choose
among values in making policies. Therefore, the issues here are examined from a
manager’s point of view; values of employees and their organizations are
explored, and actions that individuals and institutions can take are discussed.

Thearticles in this work have been compiled in such a way as to be beneficial to
undergraduate and beginning graduate students. In addition, practicing adminis-
trators will find the material useful in sustaining a personal approach to
management ethics. The subject matter of this book, in a word, should be part of
the intellectual equipment of all managers and students who consider themselves
to be enlightened and socially concerned.

Several features of the collection will facilitate its effective use. First, in
selecting articles, it has been assumed that the reader has a general interest in
management problems, but limited knowledge of their ethical implications.
Accordingly, they are relatively free of jargon and written in a straightforward
manner. Second, each part in the volume contains an introduction that will direct
the reader’s attention to (a) issues that underlie ethical inquiry, (b) significant
aspects of the chapters, and (c) the Selected Readings at the end of the section.
Third, a synopsis introduces the key ideas in each of the articles. The
bibliography following the main sections in the book reflects not only the belief
that students and managers should read more, but also reflects the increasing
amount of excellent literature that is available.
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No book of readings can “solve” moral problems in the practice of business or
government; to pretend otherwise would deny all sensitive inquiry. There are no
easy answers because there are no easy questions. As will be seen, however, it is
too pessimistic to conclude that nothing can be done. It is precisely because
fundamental problems have not been solved that thoughtful reflection is needed.
In light of the ancient curiosity about ethics and contemporary ethical issues, a
timely analysis of the management implications of the subject can be found in
these pages. Enough government agencies and business firms are taking concrete
actions against corruption and for integrity to demonstrate that the situation can
be confronted with more than pious platitudes.

This anthology is one product of several recent research projects undertaken
by the editor. Appreciation is extended to John A. Rohr (Virginia Polytechnic
Institute and State University), Chester A. Newland (University of Southern
California), Theodore V. Purcell (Georgetown University), and N. Joseph Cayer
(Arizona State University) as well as to the W.K. Kellogg Foundation for its
support. Marcel Dekker, Inc., granted permission to adapt small portions of a
recent work of mine for use here. Most of all, my wife Ellona, and children
Christopher and Andrew, endured the domestic consequences of this effort for
which no satisfactory compensation has yet been devised.

James S. Bowman
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Part 1.

Introduction:
The Study of Management
Ethics

The study of ethics may be an established discipline, but its application and
integration into contemporary business ands government management is just
beginning. Although one of the exceptional characteristics of human beings is
their moral behavior, there has been a general reluctance on the part of students
of organizations to give appropriate consideration to this fact. There are, for
instance, few analytical models of the subject to help guide one through the maze
of reality, to develop generalizations, and to draw conclusions. In both practice
and theory, the ethical implications of administrative conduct remain largely
unexplored. Yet no one is entirely free of moral codes. Available evidence (see,
for example, Part I1I) clearly demonstrates that managers are interested in ethics
which they associate with rules and Standards, morals, right and wrong, and
values of honesty and integrity.

Although almost every individual has little difficulty understanding the idea of
ethics, it is not easy to define. Among the numerous attempts to explain its
meaning, perhaps the simplist and most useful definition is a set of standards by
which human actions are determined to be right or wrong. Stated differently,
ethics may be seen as the rules governing the moral conduct of the members of
the organization or management profession.

This inquiry is guided by the following assumptions:

a. The practice of management generates ethical predicaments;

b. People are capable of choosing one course of action rather than another in
dealing with these dilemmas;

c. Admirable behavior can be nurtured and directed in organizational
settings.



2 » PART L. INTRODUCTION: THE STUDY OF MANAGEMENT ETHICS

“In essence,” write Charles W. Powers and David Vogel (Part 1, Selected
Readings), “ethics is concerned with clarifying what constitutes general welfare
and the kind of conduct necessary to promote it.”

Over the past century, the centrality of ethics in higher education atrophied to
a peripheral concern. It has only recently acquired a visible, if small and
uncertain, presence in administrative studies. Therefore, in this introductory
section, several topics are explored: why ethics should be studied, and how it can
join the mainstream of the study of management.

A. Richard Konrad, in the initial essay, forcefully argues that management
ethics are indeed worth studying today. If students, regardless of the point in their
careers, are (a) establishing a level of professional competence and integrity, and
(b) facing value differences in making judgments, then the ability to comprehend
what is at stake is clearly the essence of management. What is needed is a
perspective on one’s role in society that permits one to recognize that ethics
cannot be left solely to philosophers or religious leaders.

The second and third chapters examine the problems and potential of ethics
research in making a contribution to the understanding of management. Odd
Langholm and Johs. Lunde indicate the deficiencies in past business ethics
literature, and discuss how contemporary studies can be integrated into
management science. While agreeing with Konrad that a moral pattern must be
implicit in the body of knowledge that each manager bases his.decisions on, they
disagree with Konrad (as well as Deena Weinstein, John Donaldson, and Mike
Waller, in later chapters) on how this can best be accomplished. The third
chapter, by John A. Rohr, examines “false starts” in the study of ethics followed
by an outline of a potentially useful approach to analyzing ethics in government.

None of the contributors would dispute the notion that ethics courses and
research cannot provide a panacea; it may be impossible to arrive at definitive
answers to moral questions through analysis alone. Yet, Derek C. Bok (Part I,
Selected Readings) maintains that there is no reason why ethical issues cannot be
as rigorously pursued as many other areas in business and in government, unless
it is claimed that ethical values have no intellectual basis whatsoever. The revival
of the interest in ethics in the management profession might be described as a
search for its soul. To paraphrase Justice Tom Clark, “What good is knowledge
of administration if those who possess it are corruptible?”

The Selected Readings at the end of this section amplify these themes by
investigating the state-of-the-art of management ethics teaching and research.
Perhaps the most oft-quoted piece on teaching in the field is by Bok. A useful
discussion of the relevant research trends can be found in Dwight Waldo’s article.
Recent overviews in both areas appear in the work by Joel L. Fleishman and
Bruce L. Payne in public management, and by Charles W. Powers and David
Vogel in business administration.



1.
Are Management Ethics
Worth Studying?

A. Richard Konrad

Although I am an instructor in a philosophy department, 1 now teach an ethics
course in a business school. An article in Business and Society Review by Mary
Susan Miller and A. Edward Miller (“It’s Too Late for Ethics Courses in
Business Schools,” Spring 1976), suggests that there really isn’t any point in
bothering with such courses. Their thesis was reinforced a few issues later in a
commentary by Pat L. Burr. If ] agreed with their assumptions about the
purpose of ethics courses, I would pack my briefcase immediately and look for
better things to do. But I believe their assumptions are wrong.

I want to argue against the belief that the purpose of a course is to teach people
how to behave and that the measure of success of a course is how “good” the
students were once they had taken it. Of course, it is a waste of time to lecture
students about the wrongness of kickbacks, bribery, false advertising, and
lawbreaking; or about the virtues of honesty, keeping your promises, promoting
public welfare, and reducing waste and unemployment. Everybody knows all
that without being lectured to about it. Furthermore, the knowledge of what’s
right and wrong seems to have little bearing on how people will act in these
matters. Infact, if teaching ethics were nothing more than a listing of virtues and
vices, I wouldnt bother with it myself, for it would be an utter bore.

In their article the Millers seem to assume that what would justify. . . ethics
courses would be the reduction of widespread wrongdoing. . . . After all, that is
the problem which worries the general public. And the solution to the problem
lies in something which the Millers believe is beyond the ability of an. . . ethics
course to teach—personal integrity. Since the Millers don’t say explicitly what
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