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Who is wise? He who learns ftom everyone.
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Preface

[ 'wrote this book primarily to give myself and my close colleagues the essential knowledge required
for our consultations which often dealt with values. objectives and obligations. It thercfore assumes a
basic appreciation of the way people function, organizations are managed and society works; and the
material has been presented in a compressed, summarized form not unlike a text-book.

Publication is now timely because | have reached the conclusion that my distinctions and
formulations are sufficiently correct to be useful, even though some may require further refinement.
Despite this, | am sure to have made errors of fact, produced some unsatisfactory accounts and
offered some faulty or partial analyses. Undoubtedly, my own cultural biases have crept in despite
attempts to be dispassionate.

Although I have tried to present a comprehensive account, | am aware of unanswered questions and
puzzling relationships that I have had to leave unexplored. Representing human experience, inner and
outer. is a new phase of the scientific enterprise. We have much to learn. Properties in this creative
and subjective realm are not quite like those in the physical realm. As you would expect, trans-
(Iisciplinary inquiry and knowledge follow different rules from conventional disciplinary endeavours.

Practical testing and critical reflection over a Iength)' period have given me confidence that
something universal and significant has been discovered. 1 feel quite certain that the overall patterns
of hierarchies, groupings and channels are valid because | and others have found them in a variety of

other unrelated arcas of human functioning.

In helping me along my path, [ am grateful to the work of innumerable scholars and thinkers over
the centuries and social scientists in recent times. There are so many whose ideas have become so
much part of me that it has been impossible to refer to them all specifically in the text or notes,

I recognise the impetus given by colleagues at Brunel University where this book was first
conceived. | am indebted to Elliott Jaques who invited me there, to Jimmy Algic who pmvidcd the
nucleus notion and freely shared his wealth of ideas. and to Ralph Rowbottom who not only
impressed the need for rigour in analysing social concepts but also good-naturedly tolerated my first
fumbling definitions and helped me refine and apply them. Gillian Stamp, Tim Packwood and others
generously read and commented on early drafts ot various chapters. Over the subsequent years many
have helped me in my work. It is impossible to name them all, but 1 am especially grateful to Anne
Bosanquet, lan Johnston, David Wilshire and Nick Bosanquet. Clients too, through individual
discussions and in workshops, offered many stimulating suggestions.

Two people must be singled out for special appreciation. Stephen Sinnott provided continual
encouragement over several years, not only by overcoming my doubts that the task was feasible and
that [ could complete it, but also by making insightful suggestions on several occasions when [ became
stuck. Verity Goitein provided unfailing support and enthusiasm from start to finish. She willingly
read and re-read, criticized and re-criticized drafts of every chapter; and her consultancy projects
served as an invaluable testing-ground for many of the ideas. Naturally, unevenness, mistakes and

poor writing remain my own responsibility.

Warren Kinston, 1995
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Chapter 1

Getting Started

WHY BOTHER?

To be a person in society, which means to exist at all,
you must set purpases and hold values. To achieve any-
thing, you must put a great deal of effort into deciding
your purposes and pay close attention to values. To
influence other people within an organization, in
government or in society generally, you must reflect
deeply on values and work with values explicitly.

To be a social scientist or engage in social science of
any sort — and [ include vocational disciplines like
management, medicine. law and journalism in my
broad definition — you must not only deal in values but
directly confront the essential nature of values and its

offshoot, ethics.

Yet there is no accepted theoretical framework of
purpose or value. There are no widely agrecd definitions
to which you can turn.

So each organization and sometimes each manager,
each discipline and sometimes each social scientist,
develops a unique lexicon of terms for the different
notions and shades of meaning required when working
with purposes and values.

Does it matter? From one p()int of view, it does not.
People may not know what a value is, but they do know
what makes sense to them.

Even if it does matter, we all dislike people inter-
fering with our understanding of things by foisting
defined terms on us. So if a common language is really
neceded, the trick must be to find universal definitions
which are intuitively right for most people. The
theoretical framework offered in this book is the
fruition of many vears devoted to just this task.

From a purely practical perspective, the lack of a
common language is harmful. It creates confusion in
organizations and government, it impedes research and
analysis, it interferes with fruitful inter-disciplinary
work, and it keeps the general public mystified. The
proposed terminology makes any work with values and
purposes much easier, partly because of the way that
communication is aided and misunderstanding
reduced.

But the book is not just about communication, it is
about freedom and power. The framework was pro-
duced for one purpose only: to help people achieve
things. This is its chief merit and justification. All
inspiration, all human energies, all social forces, all
action can be traced to the effective use of purposes and
values. Working with values in a proper and precise way
liberates human and social potential and permits extra-
ordinary achievements. This is the secret treasure
revealed by the framework, and available to anyone who
truly sceks it.

The framework emerged from and was used to guide
numerous consultancy projects, often large scale and
long term. Success in transforming organizations and
producing social change would have been impossible
without the ideas. Use of the idecas made the experience
for clients utterly unlike that generated by pragmatic
management consultants, discipline-based investigators
or non-theoretical action researchers.

Whether your concern is with raising standards,
designing strategies, cvaluating poh’cies, (:hanging an
organization’s culture, introducing managers to new
ideas, cstablishing identity, using religious notions,
making an ethical choice, developing a community,
making reforms, strengthening governance, remedying
social injustice, furthering a social movement, leading a
team, campaigning for a cause, increasing participation,
or a myriad of other things in relation to action, ethics,
organization or government: this book offers a helpful
and practical understanding of what you are about,
explains ]ikely pitfalls and mistakes to be avoided, and

clarifies how the social context should be handled.

You will not find here a recipe telling you what to do
in seven easy steps, but you will be given some essential
tools to help you create your own future.

Assessing the Ideas. Discovering and organizing
the axioms of purpose and value is not what social
sciences or even management disciplines are there for.
Each must pursue its own special area of interest and
leave wider issues to others. But who? Everyone, every
organization, every discipline expects to take such basic
intellectual infra-structure for granted as it goes about
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its real business of de\'cl()ping. using, maintaining, or
studying purposes and values.

Unfortunately, vou cannot take even reading,
writing or arithmetic for granted until cach has been
created and tested in practice — and this requires a
dedicated effort.

To develop (or rather discover) the necessary ideas,
it was essential to use everydav life as a laboratory. I had
to learn from many academic disciplines while refusing
to identify with any particular one. At all times |
pursued the ideas wherever they went, guided generallv
|)y a systems philosophy, and more specifically by
project demands.'

I assessed my emerging ideas by their effectiveness
and acceptability to people in positions of respon-
sibility. As a coherent and elegant framework slowly
emerged, many of its formal features were being
clarified and confirmed by concurrent investigations in
related topics like decision-making and personal

growth.z

It would be unhelptul and tedious to follow the usual
academic practice of integrating these ideas within the
existing literature because there are too many relevant
literatures. In any case, cach reader must assess the
ideas and test them against what thev know and what
their discipline teaches. The idcas need to be incor-
porated and subtly moditied within you — but without
losing their helpful essence. The point is that this new
account of purpose is a true intcr-disciplinar)’ or rather
trans-disciplinary preduct. It must of necessity exist as
an entity in its own right, standing on its own merits
and within your own mind, but outside existing dis-
ciplines. The social science corpus is complemented
and interpreted, but not challenged or rcplaced.3

An end to the refinement and elaboration of the
framework has continually receded. The time has come
to call a temporary halt. The general outline and most
parts of the framework have already proved their worth
in many consultations and projects. Clients — man-
agers, politicians, social scientists — spontaneously and
surprisingly uncomplainingly learn and use its
language. The acceptance and appeal of thesc ideas over
many years now suggests that the time is right to offer
the framework in its entirety to a wider audience. It
needs and deserves further application. testing,
refinement and claboration.

ARTIFICIAL INTUITION

Each of us is aware. We each use our mind. We may
also work at using it. Using the mind is not wholly
dissimilar to using a computer. Both are multi-function

tools requiring creative control. Fase of use of a com-
puter, say for \vord~proccssing, depends on the soft-
ware provided — although this is no guarantee of the
quality of the resulting prose. Analogously, the mind
depends, say in managing, on implicit or explicit
theories — although, again, these give no guarantece of
the quality of any decision. If software does not suit the
computer’s operating system, it will not load and cannot
be used. In the same way, if a theorv does not suit the
operation of the mind, peoplc soon reject or ignore it.
Few social, psychological or management theories have
been developed with an intense, continuing and over-
riding urge to suit the natural workings of the mind.
This one has. That is why I call it *software of the mind'.

Some theories suit certain minds and not others, just
as some software runs on some computers and not
others. However, the mind is like a universal computer.
It therefore invites the creation of theories that are both
universal and yet positively support diversity. Most
theorics avoid that challenge. This theoretical frame-
work sought it out.

Being software of the mind, the framework is really
a form of "artificial intuition’.* Because the framework
embodies and supports intuitive processes, its ideas
appear natural and unforced when applied in everyday
life. When parts of the framework are explained to
people, they scem obvious, even axiomatic. Clients in
consultations and students in lectures frequently tell me
that what | am saying is ‘just common sense’ or “terribly
neat and simple’. Sometimes they are genuinely
puzzled about why they had not seen it themselves. So
the framework could be considered to be part of a
science of common sense — if that was not a
contradiction in terms.

The framework has only reached its present degree
of simplicity, coverage and clarity by being altered in
response to people’s views. | am in debt to the intu-
itions and arguments of hundreds of managers and pro-
fessionals seeking to handle everyday work situations
better, and to thousands reacting to the ideas and
examples in seminars and lectures. Naturally, a debt
must also b acknowledged to the analyses and
intuitions of great thinkers, Fast and West; and to the
cores of truth in the otherwise conflicting and evolving
explanations and theories within the management
disciplines and social sciences.

Something designed to suit the mind could equally
be termed ‘software for the mind'. All achievement and
community depends on the mind, that is to say on
conscious and intuitive efforts rather than mechanical
habits. Ifideas are going to be used in those efforts, they
must both feel right (personally and spontancously) and

be right (practically and logically) or they will be
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disruptive. This framework has the potential to focus
and clarify what is alrcady natural. It can be easily
simplified and explained to children. It should be taught
to managers, professionals and politicians.

Because the framework reflects the undisturbed
operation of the mind, it feels most real at the moment
when it is used. So understanding the framework
through reading is an entirely different experience from
understanding the framework through using it.

The point is that we do not operate in our daily
dealings as if truth lies in a texthook or requires a
laboratory. The gulf between the truth we live by and
scientifically formulated truth needs 1o be recognized.
Truth is something we cxperience and come upon in
ordinary living. The bouk can never be such an event,
but the framework ought to be. It exists to be lived. It
exists because it is lived.

It follows that it is best to read the book with
imagination and put what you read in the context of
immediate difficult problems or issucs requiring your
personal action or judgement. This means reflecting on
vour situation with the new ideas in mind. As an
intuitive understanding of the situation fuses with an
intuitive understanding of the constraining assumptions
of the framework . a sense of a constructive way forward
should emerge. Alternatively, you may turn to the book
only when faced with a challenge which cannot be
handled or a situation which seems to be going wrong
— especially if vou suspect that your understanding of
purpose may be at fault. The need to get something
right when others are holding you responsible is a
powertul incentive to use and assimilate new ideas.

A SPECIAL-ORDINARY LANGUAGE

At this point | would like you to look at Master-
Figure O (at the end of the chapter) and compare it to
the Table of Contents from Chapter 3 10 Chapter 13.
You will sce that the book is laid out in an orderly
fashion with each section assigned a formula, a label,
and an cpithet.

In the primary hierarchy (with its pattern of circles
and lines), you can see scven levels or types of purpose.
The upper five levels of purpose are also types of value.
Everything else derives from or is related to these seven
conceptual entities.’

The Master-Figure emphasizes that the language of
the framework is primarily a language of formulae. The
Table of Contents emphasizes that a controlled yet
natural language of concepts is possible and necessary
— but it accommodates to the stress of this demand
through the use of epithets.

Following application of the idcas in many settings
and after numerous Iabclling and rc-lal)elling efforts, it
has become clear to me that the only truly unambiguous
and universally suitable (and therefore scientifically
correct) name is a formula or symbol. For example, the
most precise way to refer to a value which has the

propertics of the sixth level is as an ‘'L-6 purpose’, not

,
asa ‘value system’ or any other svnonym — belief, new
idea, ideal, principle, doctrine, ideology, framework,
theory, paradigm, school of thought, philosophy —

which might appear to be more suitable in a particular
situation, organization or discipline.

But the use of formulae can seem mysterious. To
write an account of the framework using formulae
alone would produce not just awkward sentences, but
an utterly impenetrable book. Yet formulae are always
used in project work as an adjunct and managers take to
them as they become familiar with the idcas. Most
people dislike formulac when reading, so I have kept
them to a minimum.®

However the reality is that the precision of a_formal
language was absolutely essential to the discovery and
development of a consistent and coherent universal framework.
To avoid formulae altogether would have been wrong
because it would have excluded more curious readers
from working directly with the underlying code. In the
future, formulae may help with inter-organizational,
cross-disciplinary and cross-cultural communication.”

Therc was, however, another essential and com-
plementary principle of the research approach. Every
entity or process demanded or implied by the
theoretical framework had to correspond to everyday
reality. This meant that labelling using ordinary
languagc had to be possible. In short, no purcly abstract
concept or invented jargon was allowed. Everything
had to be common currency and make immediate
sense. In other words, natural language was a tool of equal
significance in the research process. This tool helped ensure
that the theorv could be intuitively perceived as
correct.

These two tools, formulae and natural languagc,
emerge from distinguishing and valuing objective and
subjective truth. The result has been to produce a
completely formal language which is almost indis-
tinguishable from real language in everyday use, The
reader can cxpect to find ordinary mecaningful terms
underpinned by precise definitions and relationships
which enhance their sense.

Natural language labels evolved during the rescarch
process. For examplc, L-3 purposcs and values were
called “political aims’ for a long time: in part following
a colleague’s suggestion, in part to capture their con-
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troversial quality, and in part because | was consulting
with town hall councillors who liked the term. Later |
changed the L-3 label to ‘internal priority’. The change
was based on pragmatic grounds because 1 found that
managers reacted nervously to the word ‘political’, on
methodological grounds when | began using quan-
titative and systematic priority-setting techniques in
consultations, and on theoretical grounds after | dis-
covered that any type of value could at certain times and
in certain situations be political (cf. Master-Matrix 30).

Although it is essential to recognize that L-3 values
are always and characteristically wholly internal to an
endeavour or organization, ‘internal priority’ may be
shortened in conversation to ‘priority’. To improve
readal)ility, I will use such abbreviations or even
synonyms (e.g. 'cmphasis’ or "criteria’ for an L-3 value)
where the meaning is unambiguous.

Managers also use "policy” as a synonym for ‘internal
priority’, but ‘policy’ really needs to be reserved for a
specific use. It is common to find ‘policy’ used rather
indiscriminately by managers and academics in refer-
ence to a diverse range of purposive entities including
priorities, ideals, social values, and desired outcomes.
It may not matter at the time, but this practice is harmful
in the long term. The reason is that all these terms are
not just words but powerful tools. Using them inappro-
priately blunts them, and their Tull power cannot then
be harnessed. As language becomes confused and
debased, people find themselves becoming muddled,
irritated, argumentative, anxious and unable to think.

Playing around with labels can lead to an unconscious
disconnection of the word from the underlying
realitics. For cxample: a social value (shared by
different projects or services) is utterly distinct from a
principal object (which defines a particular project or
service). However, once the term ‘need’ is habitually
used in place of ‘social value', then departmental
managers in bidding for resources argue in all sincerity
that there is a ‘need’ for their ‘service’. In this way, the
two concepts are collapsed and it becomes ditticult to
focus on the ‘real needs’ (i.e. social values) which may
well demand innovative, modified or reduced scrvices
from that department.

Deliberately distorting or misapplying concepts is
an old political trick in the repertoire of every prag-
matic businessman, ambitious politician and academic
wheeler-dealer. However, such personally advantagcous
tricks eventually stop the concept functioning as an
effective tool in the wider community. Formulae are
the surest prevention. But, just as celibacy is the surest
method of birth control, second best may suit people
better. The second best is to use the given labels and
treat them as univocal concepts.

Of course, in practice, the person familiar with the
framework and at case in a consultation or in a position
of responsibility knows when a looseness of language or
its local modification is acceptable and helpful.
Rigorous precision and sensitive adaptation are bed-
fellows in the real world, not opposites. A colleague,
completing a project for a city government, consulted
me to see if the list of recommendations which con-
cluded his excellent report could be made more
incisive. In discussion, we saw that he had intuilively
produced all the elements of a programme for growth
and development (G-4%). So he restructured the list of
recommendations using as hcadings: Current Needs
(which stated the social values); The Main Objective
(which explained the principal objects of a new
cndeavour); The Next Steps (which organizcd his
proposed priorities); and Key Outcomes (which listed
strategic objectives). Use of my concepts re-structured
and strengthened his conclusions, but strict use of my
terminology was not appropriate.

LEARNING AND USING THE
FRAMEWORK

The framework, being software of the mind, has
properties like the mind. So anyone can intuitively
identify with the framework to order and reflect on
their assumptions and expericnces of values, objectives
and ethics.

However, each of us has blind-spots which interfere
with this intuitive learning process. Readers will find,
as [ found, that they catch on to some parts of the
framework easily and find others mysterious or even
objectionable. Because everyone has different blind-
spots, the way to handle them is through group
discussion and team learning.

By hammering out the ideas in dialogue, cach person
will benefit. Indeed, only by explaining the ideas to
others in your own words with your own concrete
examples can you really be sure that you have under-
stood them. When others challenge and criticize what
you have said, you must handle those challenges and
criticisms constructively. In this way, you will be
repeating the inquiry exercises which produced and
refined the framework.

Understanding the framework is about engaging
with it. To understand it, you must use it and get used
to it. Unless you usc it, you cannot get used to it. And
then you will never really understand it.

Once you have understood the framework, it will
assist you automatically. Its fluidity will complement
the fluidity of your own intuitive processes. When the
time comes to deal with a situation, you will simply use
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the relevant ideas. You will neither cumbrously and
artificially apply the ideas, nor forget their implications
just at the moment when they are most needed. The
concepts will emerge as naturally as words do when you
speak. If you try to use the book solely for reference at
the crucial moment, it will be as helpful as a dictionary
in the middle of a debate.

Although the framework is a general theory, it is not
a theory of the conventional sort which proposes to
explain realities in the past or the present. The frame-
work has been designed to design the future. So it
comes into its own before anything has been decided.
The challenge met by the theory is creative design not
the explanation of facts.

Creativity, like the mind, is a reflexive and fluid
process: and so is the framework. The framework is
paradoxically both unnervingly precise — one co]leaguc
compared it to caging butterflies — and yet utterly
protean in its application.

The framework contains itself. It is a value system
and an ethical teaching and conforms 1o the principles
and properties that govern such entities. The framec-
work can cven be said to define its own creation,
because it describes the creation of social reality of
which the framework is a part.

The framework was unconsciously and consciously
used in producing the theory. It will also be used
implicitly as you read about it. Many aspects of values
and objectives taken for granted in early chapters are
not defined precisely and explained until the final
chaptcrs. Intentional processes — decision, idealiza-
tion, imposition, implementation and so on — can be
taken for granted because we live in, with, through, and
by them.

The essential fluidity in the everyday use and applica-
tion of the framework can be disconcerting. To get a
handle on abstract ideas, readers naturally think of an
example only to find that this example shows rapid
shifts in its properties as either its_function or _frame of
reference alters. Taking function first: the same value as
formulated, e.g. ‘providing care for children’, or
‘building houses’ or "honesty’, can at one moment or in
one situation function as a belief or value system, at the
next moment or in another situation as a need or social
value, at the next moment or in another situation as an
urgent priority for action, and so on.

Shifting the frame of reference can give the (false)
impression that the theoretical structure itself is
fluid. A reader may note, for example, that a govern-
ment's strategy leads to the objects of a new
organization being defined: and then argue that this
means ‘objects’” are hierarchically below ‘strategy’. It

does scem so in social terms, but only because the
frame of reference of the organization is within that of
the government. Keep in mind that the framework is a
conceptual hierarchy, and that it only maintains its
structurc within a particular frame of reference. In this
case, the strategy is in the frame or reference of the gov-
ernment (and is encompassed by the objects of
government), whereas the organization’s objects are in
the frame of reference of the organization (and will
encompass its strategy).

In order to grasp and apply the framework, it is
essential to be clear about the frame of reference in usc.
Generally the frame in use is an organization, a govern-
ment or a nation. But | also regularly offer examples
using other frames, like a project, a department, a
neighbourhood, or a person. This is to make it clear
that the ideas apply anywhere that an enduring social
boundary can be drawn, and whenever purposes (i.c.
values or objectives) arc defined.

IT REALLY IS LIKE SOFTWARE

In software terms, this publication is Version 1 (V.
1.0). Beta-versions. as pre-release software is called,
have been around since the ideas began gelling in about
1983. These ecarly versions took the form of discussion
documents, seminar handouts, aide memoire tables,
conference presentations, published papers, drafts of
sections and whole chapters of the book. So there has
been fairly lengthy and extensive testing to check out
the ideas and how to communicate them.

Software is never perfect or complete. The samie is
true of this framework. Software programs become
ever more complicated: users demand more once they
have mastered the first version and seen its deficiencies.
Similar eclaboration is both possible and desirable in
regard to this framework.

The framework can (and should) be developed in
several directions. First, it can be simpliﬁed‘ Microsoft,
for example, sold both a cut-down and a complex
application for word-processing to suit different market
segments. If this book is welcomed and its value
recognized, then shortened and dedicated versions can
be developed for managers and others. | encourage
teachers and trainers to customize the book for their
own purposes to suit their courses and students,

Second, the framework can be written and explained
in a form particularly suited for certain domains (like
banking, or health care, or public relations). Third, the
framework can be elaborated and its usefulness
explored further by making new internal connections,
and by showing relationships with other similarly

constructed frameworks.
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Like all complex soltware, the framework has
potentials of which even the author is not fully aware.
In trying to produce an account that was neither too
long nor too complicated, 1 have played down many of
the formal analogies and implications which must, by
definition, have real world significance. | have been
concerned to say enough to make it possible for any
reader to get into the framework so as to find new
correspondences and linkages and to pursue additional
practical applications.

Fixing Bugs. The book contains mistakes. Some
are just like software bugs. Such bugs, errors in the
framework, must be distinguished from other types of
mistake such as errors of fact. errors of presentation.
and errors of illustration,

I am acutely embarrassed in advance by errors of
fact, which have crept in because of the breadth of the
book and the varying depth of understanding | have in
different areas. I am naturally embarrassed by errors of
expression or presentation. Whenever these sorts of
error come to light, they have been or will be corrected.

Errors in the examples arc a lesser concern. | would
like to compare such errors with those in a word-pro-
cessing manual in which the capitalization feature is
demonstrated on an ungrammatical sentence. It is off-
putting, but not crucial. | trust that no examples are so
erroneous that the undcrlying ideas are distorted, but
perhaps this is to be over-optimistic.

Many beta-testers criticized various examples as
over-simplified or biased. Other readers protested
about some which touched on their assumptions and
values. Sensitivity was especially high in regard 10
political, national and religious matters, You may find
vourself reacting in the same way. Please keep in mind
that the examples are only there to illustrate a general
idea. They cannot prove anything, and their precise
correctness is rarely relevant. They do not necessarily

indicate my own views.

Bugs in the software are cither my oversights or my
personal blind-spots. Naturally these must be distin-
guished from blind-spots of the reader. Few readers will
find anything that is entirely new and so you will come
to the book with ideas shaped by your disciplinary train-
ing, your past experience, and your social environ-
ment. You will find genuine errors, but be cautious
before automaticallv throwing out my propositions just
because they do not accord with your existing notions.
When you want to reject something, please suggest an
alternative. It may be better. The aim is to build, not
destroy. But remember: it all has to hang together. A
change in any one part of the framework may demand
changes, subtle or major, in many other parts.

Real bugs are what make a computer system crash. In
the framework, they correspond to errors of justifi-
cation, errors of formulation, errors in identifying or
spccifying a property, crrors in relations &c. Han'ng put
some concepts through twenty or more alterations, |
would be foolish to imagine that all are 100% correct
now. [ am confident that the basic shape of the frame-
work is correct — that the software really works — but
I am continually seeking to understand it, to improve
the formulations, and to assign properties more pre-
ciscly. The only way to deal with these crrors is to fix
them. If the book is well-received and | get sufficient
constructive feedback and suggestions for improve-
ment, revisions can be anticipated: a second edition (V.
2.0) and upwards.

HOW TO TACKLE THE BOOK

There are many ditterent ways to read this book: asa
whole, in sections, or via topics.

Everyone should read (and maybe even re-read) this
chapter. Some may also wish to read Ch. 2, which
provides a simple introduction to my research and
consultation approach, and indicates how conventional
disciplines link to the book. My personal reflections in
Ch. 14 can be read now or at any time. Oncc oriented
by these chapters, you can use the book to suit yourself.

Some people, those who like reading manuals or are
capable of encyclopacdic coverage of a subject, may
simply plough through the book from cover to cover.
But cach small section could have been a book in itself,
and the style is necessarily compressed with new ideas
and essential propositions coming onc after the other
thick and fast.

The present ordering is essentially the order of
discovery. I like it because it puts ethical issues at the
heart of the book, and so emphasizes the realization of
cthical as well as instrumental or managerial values. An
alternative ordering of chapters could be: the basics
(Ch.s 3 and 4). using values (Ch.s 10 and 13), making
choices (Ch. 6), developing social identity (Ch.s 7 to
9), and organizing progress in groups and society (Ch.s
S, 11 and 12).

Another way to work through the whole book is to
skim through by reading all the Introducing.... sum-
maries and explanations at the start of cach chapter and
main sections, and the Reriewing.... summaries and
transitions at the end of each chapter and section. These
arc all shown in italics and marked with an arrow ()
in the Table of Contents,

Anyone intuitively at home with the subject may find
that they can glean all they need from the Master-
Matrices (Master-Tables/Figures). These are placed at
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the end of the chapter or section where thev are
explained, and are also collected together at the end of
the book. The matrices provide an ultra-brief summary
and aide memoire of the entire framework. Their
primary purpose is to help the reader keep the whole
picture in view either while reading about part of the
framework, or while applying it. or while improving it.

Although | have written the book as an evolving
argument and kept repetition to a minimum. | have also
tried to write cach chapter, and even each chapter
section. so that it can stand alone. As a result, readers
may turn immediately to whatever is of interest to
them. For cxample: readers who are specifically
interested in the making of ethical choices may read
Ch. 6 alone without difficulty. It is pertectly possible to
work through different parts of the book in an order
that suits you.

The reader can be even more selective by using the
Table of Contents, Glossary, Master-Matrices and
Index. The Glossary is particularly useful in that it
provides a reference to the framework position for
over 750 terms (via formulae) and indicates relevant
Master-Matrices.

Key concepts (e.g. policy) have their own specific
place in the framework (i.c. their own formula: G-2?2
for policy), and have chapter sections devoted to them
which are usually only a few pages long. Such core
concepts are always found in the Table of Contents. If
vou read the section on policy, you may then wish to
turn to the pages which describe the category to which
policy belongs — in this case ‘direction”. While doing
this you might turn to Master-Tablc 31 to compare and
contrast policies with the other [ive types of direction.

You may discover that vou are not really interested in
developing or teaching about policy at all, but rather
wish to consider approaches. If so, you can then turn to
read about them. If devising a policy is what interests
you after all. you may wish to discover more about its
constituent levels of purpose: internal priorities and
strategic objectives — either by turning to the relevant
Master-Matrices or parts of Ch. 3 and Ch. 5. Or you
may wish to understand the work of governing boards
in relation to policies (in Ch. 12), or investigate the
dynamics of policy-making further (in Ch. 13). And so
on.

Il you are interested in an umbrella conception, like
standards, which has many different and often muddled
meanings, then it is best to start with the Glossary.
There you will see the various specific conceptions for
which ‘standard’ is a common synonym. You can
explore these initially in the Glossary, turning to the
Master-Matrices and text whenever you feel inclined to
dig deeper.

Transition. You now know cnough about the book
to get started anywhere.

The framework leaves you free to determine
particular purposes and preferred values to suit you,
your situation and your society. But this does not mean
itis value-free. The framework is itself built with values
and, like any framework, provides the potential for
undesirable constraint. So introducing it is cthically
problematic. To provide some reassurance. or at least
explanation, | will say something about the ethical
dimension of my rescarch and consultancy work in
Ch. 2. &
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Master- The full framework. In this framework, every cell represents an easily recognizable entity in the social world, and can be precisely labelled and
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NOTES

1. The usual criticism of systems science is that its models are

over-formalized and excessively abstract, or that they state
the obvious in an over-complicated and unhelpful way. The
present product is both formal and yet pragmatic. The
pattern revealed is only obvious once properly appreciated,
and then it is extremely usclul. The prime epistemological
consideration in judging a systems-based theory is whether
the model adequately represents the crucial features of the
reality being modelled. In pursuing this goal, comprehen-
siveness consistency and coherence are typically regarded as
highly important theoretical requirements, while acual
implementation in real world projects is an important
methodological requirement. Churchman, Ackoff and other
leading systems researchers have emphasized i their
writings and lectures that the crucial element omitted in
most system science research is the human element, and the
major research failure is lack of implementation. By
contrast, this research was developed around the human
clement and has been thoroughly tested through repeated
large-scale and long-term organizational and social change
projects. See Ch. 2 for further details of the research
approach and the projects. Earlier versions of Ch. 3 and Ch.
4 and parts of Ch. 6 and Ch. 12 have appeared in the systems
science literature.

Virtually identical frameworks (in formal terms) have
emerged as practical guides in related domains of human
functioning including communication, creativity, change
and knowing. A framework of experience and identity
development is noted in Ch. 3 and developed in outline in
Ch. 7 because it is difficult to appreciate and use values
properly without understanding its links to human identity.
Frameworks for inquiry and decision-making are touched on
when examining methods for ethical choice (Ch. 6). Of
course, you would expect to find links between domains of
human functioning, but the parallelism is probal)ly not
accounted for by my imposition of the idcas on reality.
Dilferent parts of the formal pattern in Master-Fig, 0 were
discovered independently in different domains at different
times and with different colleagues.

1 have published and lectured in a variety of disciplines, and
in those situations referred to the literature of that discipline
in accord with academic conventions. My approach here has
to be differcnt. | have kept relerences to a minimum, and
incorporated them within Notes at the end of cach chapter.
References are usually provided either to inform the reader
of a source, to elaborate a point. or to indicate my debt to
another writer or researcher. The Notes do not acknow-
ledge all major contributiuns to a topic; nor do they offer a
comprehensive bibliography. To ease reading, 1 frequently
use a single note 1o group references to dillerent points
within a paragraph.

Anificial intuition was a term sugpested by Prof. Jimmy

Algie, one of the contributors and supporters of my work,
to describe his computer applications. With colleagues at
Work Scicnces (London, UK), he independently developed
simple and effective computer-based software applications
-~ for establishing prioritics, developing policies, budget
planning and control, and workload planning and control —
which are built on principles defined by the general theory.
This program has sold widely and won the Standard Award
for British Business Software. (Further information and
software is available from: Work Sciences. 26 Southwood
Lawn Rd., London N6, UK.)

Findings of others working with the systems science dis-
ciplines provides some confirmation for the most basic
formal frature of the framework: its seven level structure.
For example: the lower five levels scem to have been estab-
lished by Klir, G. Architecture of Systems Problem Solving. New
York: Plenum. 1985; Beer, S. The Brain of the Firm 2nd Ed.
New York: Wiley, 1981; and Jaques, E., Gibson, R.O. &
Isaacs, D.|. Levels of Abstraction in logic and Human Action.
London: Heinemann, 1978. My two higher levels reflect the
use of thought or theory and the creative imagination. The
idea that self-consciousness is a meta-system above actuality
is now recognized in systems thinking ¢.g. van Gigch, [P,
System Design Modeling and Metamodeling. New York: Plenum,
1991. Empirical research into parts of the framework has
commenced in the US and Europe: e.g. Snow, RM. &
Bloom, A.]. Ethical decision-making stvles in the work
place: Underlving dimensions and their implications. Systems
Rescarch, 9: 35-45, 1992; Bloom, A.]. & Snow, R.M. Ethical
decision making styles in the workplace: Relations to the
Keirsey Temperament Sorter. Systems Rescarch, 11: 59-63,
1994.

The formulae become more mysterious as they get more
complex. Consider G”-425. This is the formula referring to
the third level in the sccond of the four-level groupings
within the tertiary hicrarchy. The G means we are dealing
with a grouping of elements; the " means that we are in a
tertiary hierarchy; the 4 means we are dealing with a tetrad
or grouping of four adjacent levels; the superscript 2 means
than it is the second of four tetrads counting upwards; the
subscript 3 means that the entity being identified is the third
level up in that tetrad. Fach of these features has character-
istic qualitics which apply across frameworks. In the special-
ordinary language of the present framework of purpose and
value, the formula refers to ‘customary or non-legal rights
or duties which enable an individual’s {i.e. a person’s or an
organization’s) minimum standards to be affirmed dog-
matically *.

It should not be surprising to recognize that [ could not
possibly have created this Iramework without computer aid.
1 used an Apple Macintosh computer and Microsoft Excel
spreadshect 10 lay out the complex matrices in a way that
assisted in the elaboration of ideas and in the exposure of
inconsistencies and incoherences.
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Investigating Ethically

To investigate purpose and value is to investigate
social life. To guide the use of purposes and values is to
shape people’s activities. To work with purposes and
values is to participate in organizations and com-
munities. To set purposes and values is to accept
responsibility for creating the future. The present
account will examine all these things and human
identity too. An ethical perspective is essential here,
because any interference with who people are, how
they think, what they do, why they do it, and the way
they organize themselves and their society is a sensitive
and controversial matter.

The thcorctical framework has been developed and
tested through treating organizations and society as
rescarch laboratories. This chapter will explain the ethics
of such an investigative process, and compare my type
of consultancy intervention, called ethical design. with
other types. | will indicate what is involved in develop-
ing a universal axiom-based framework, emphasizing
the need to learn from people and to seek a holistic
vision. To put the theoretical work in a practical con-
text, I will also say a little about the particular con-
sultancy project which led to my discovery of the
framework. Finally, I will indicate how management,
social science, philosophy, law, and religion link to the
book, and offer reading suggestions for practitioners
and academics identified with these disciplines.

ETHICAL DESIGN

There is one fundamental question for us: where are
we all going? Kant unpacked this into: what can we
know? what can we hope {or? and what should we do?
The last is the ethical question. My framework has
emerged from 20 years of working with people who
were \mndering what to do. [n my time, 1 have spent
thousands of hours with individuals, attended hundreds
of meetings with families and groups, discussed for days
on end with managers, argued in heated sessions with
professionals, and challenged convinced politicians.

Telling them was assuredly not the answer. Each
person knew their situation far better than 1 did, and
was in any case already surrounded by advisers,

welcome and unwelcome. What [ could do was focus
on helping them personally in a dedicated and dis-
interested way. Within that context, 1 found myself
offering fundamental insights and principles, while
always checking that these felt right to the client. |
pushed my client to help me inquire into the nature of
these fundamentals.

My client and [ had to convince each other and think
through divergent points of view. At times, we experi-
enced blank incomprehension of each other. At other
times, we engagcd in ferocious criticism. Always. we
stood up to those fashionable ideas and pseudo-theories
which regularly sweep through organizations leaving a
trail of confusion and havoc. In this process, 1 dis-
covered. somewhat unexpectedly, that the best solu-
tions were, broadly speaking, ethical. I found, less
surprisingly, that no problem lacked an ethical dimen-
sion and that no act was indifferent to ethical judge-
ment. Locke, one of the fathers of modern science
suggested that ethics was 'the proper science and
business of mankind in genera]".l Perhaps this is why
the strategy of collaborative inquiry works.

Ethical solutions were not about episodic grand
choices but about ingraining values into every action,
every thought, every decision, every relationship.
People generally welcomed ethical clarification, and
were slightly surprised by how much they could
personally bencfit by doing the right thing, and be
personally harmed by unthinking avoidance of the
issues. (Much later 1 read Spinoza's unequivocal asser-
tion that ‘the etfort for self-preservation is the first and
only foundation of virtue.'?) Managers and politicians
mav get nervous when words like values and ethics are
mentioned, but they are aware that achievement
depends on knowing where you are going and why, that
personal integrity matters, and that fulfilment of duty is
one vardstick by which they must measure themselves.

It became obvious to me that organizational and
social life not only required individuals to be strong and
determined, but also to know preciscly what their
responsibilities and values were. Time and again, 1
found that people did not know what to expect of
themselves or of others. Confusion about intentions
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and responsibilities meant people were muddled and
overwhelmed. "Fix it was then the only watchword;
and ‘tell us what to do’ the only request. Such people
seemed to be ftlapping around in an alligator-filled
swamp. Empirical studies mainly measured the splashes
and blood in the water; while management gurus taught
them how to flap so rapidly that the alligators could be
kept at bay. | tried to help my clients reach the high dry
land of reflective awareness. From there. managing life
or business or family or politics felt very different: not
always easy or trouble-free, but a feasible enjoyable and
ethical endeavour.

The Freudian revolution, which spearheaded modern
man'’s inner search, has forever removed self-ignorance
as a choice. Like it or not, we now have the task of
creating ourselves and our societies with awareness of
what we are doing. This is ethics in practice, and the
framework is dedicated to people engaged in this great
task. 1 have come to refer to my work as ethical design.
My research method is ethical design research; my con-
sultancy offers an ethical design approach: all my trame-
works are ethical design products.

Intervention in the laboratory of real life is only
justified if ethical criteria are met. During inter-
ventions, parts of the framework were never offered in
the indicative as one possibility among many, but rather
in a conditional imperative mode: ‘'You are already
operating with an implicit framework. Make it explicit
and compare it to this one. Only change your present
framework if this one is clearer, more true to life, more
consistent and more coherent — and so more useful
and more beneficial for you.’ This was the challenge my
clients paid for, and it is the challenge to which the
reader of the book is invited to respond.

Over the years, | have used ethical design to develop
a number of helpful theorctical frameworks for
different domains of social life. [ had to choose one to
claborate fully in detail. This particular framework of

purpose was chosen because it provides an explicit and
systematic understanding of key assumptions under-
lving the development and use of any theoretical
framework in social life.

The Logic of Intervention

There are three distinct ways to intervene con-
structively in a social situation. These modes are
diagrammatically represented as three hierarchical
levels in Fig. 2.1.

The social situation requiring intervention is
typically referred to as a problem or a mess (i.e. a
system of inter-linked problems), An intervention may
be targeted directly at that level (Level A in Fig. 2.1).
For example: invoicing may be a mess and the manager
may come in on weekends to check and code invoices.
Alternatively an outside firm may be called in to do the
coding. Many management consultancy firms work in
this way: for instance, putting one of their staff inside
the accounts department, or developing a marketing
strategy for top management.

The level above the problematic situation (Level B in
Fig. 2.1) is where a practical understanding forms. This
understanding is a model of the situation in Level A
developed so as to indicate what to do. In the above
example, the understanding might suggest that the
backlog of invoice coding was due to the absence of a
proper system for handling invoices. The under-
standing does not say what to do, but it does constrain
and channel whatever is done. Managers improve cach
other’s capability to understand situations through
discussion, and by reading and writing down-to-earth
accounts of their work. Most management consultants
intervene at this level. They review and analyse the
mess, draw conclusions, and make recommendations
for action. (Weaker firms simply impose the latest
fashion, called "best practice’, without taking the trouble
to penetrate deeply into the nature of the mess.)

Figure 2.1: What is a framework? The hierarchy below illustrates how assumptions constrain any under-
sianding, and how these assumptions are distant from the problematic situation. The terms on the right are systems

science equivalents.

level C Implicit Assumptions
level B Practical Understanding
level A Problematic Situation

Framework of
Universal Axioms

The Model

The Mess
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Note that intervening at the level of understanding is
design-oriented in the sense that it indicates or con-
strains what people should be doing in the future. The
real issue is whether the design recommendations are
ethical, that is to say good and right in principle. To
appreciate this, it is necessary to clarify the undcr]ying
values and assumptions being used.

Any practical understanding or model is built using
various assumptions, which are usually taken for
granted and leftimplicit. These assumptions exist in the
top-most level (Level C in Fig. 2.1). They are applica-
ble across situations — that is to say, they are non-
specilic and potentially universal. Assumptions often
come to be held through habit, imitation or experience,
rather than through rigorous analysis and validation.
However, if the assumptions are not geared to the
nature of the situation and also to the nature of people,
then they will cause harm. In short, many assumptions
are uncthical in their application.

If the assumptions in usc are simply incorrect, people
find that their cfforts in practice do not turn out as
successfully as they hoped or expected. When
organizations get restructured every year, it is likely
that top managers (or their consultants) do not know
what they are doing. If people lose confidence in their
implicit assumptions, they get confused. The alter-
native approach is to copy what others do: again a
common tactic of consultants, managers and politi-
cians. This pragmatic approach may mean that all firms
in a sector, say banking, fail simultaneously.

It is possible to intervence at the highest level by
introducing new ethically-based assumptions. My
consultancy interventions take place at this level.
Others intervene here too: politicians,  pressure
groups, academics, and management gurus often
exhort people with worthy ideas. But such moralizing
is not situation-based, cannot be classed as design,
and is often experienced as intrusive rather than

helpful.

Any serious intervention in assumptions needs to use
a comprehensive and coherent framework designed to
suit the type of situation being handled. I have found
that only ideas unambiguously located within frameworks can
seem (and be) superior to existing habitual or
experience-based beliefs.

If a framework is rigorously developed with a
constant focus on issues of responsibility, with an effort
to accord with human nature and social existence, and
with a concern to be intrinsically right and good, then
it deserves to be called an ‘ethical framework’ whatever
domain it may be ordering. It can then be introduced in
good faith and explained in an appcaling manner.

13

DESIGNING A UNIVERSAL
FRAMEWORK

Research Assumptions. Note that an under-
standing of a situation, i.e. a practical understanding,
leads to blue-prints for action, but an understanding of
principles, i.c. a theoretical understanding or frame-
work of universals, does not. This is the practical
person’s disappointment with theory. But the fact that
frameworks never say dircctly what should be done
should be seen as a virtue, not as a limitation.
Frameworks only constrain and channel the develop-
ment of understanding. They rule out some models as
unworkable or harmful and only in the broadest sense
indicate what might be done. So they allow freedom
and demand responsibility.

Some people who eternally defend and seek freedom
— often artists, therapists, academics — object to the
constraints implied by any universal framework. They
have a horror of categorization. It is true that reality
cannot be captured in categories. But the point is that in
social life there is alwaps a constraining framework. If
there were not, communication and social interaction
would become impossible. So the real issues are: arc
you aware of your underlying assumptions and cate-
gories? and, how useful and ethical are your frame-
works in practice?

If a framework is well-designed, then blue-prints can
be developed in which control is not oppressive,
spontaneity is preserved, injustices are limited. and
organic development is facilitated. The world will go
on whether or not our efforts are wcll-dcsigned, but it
will not go on happily if human nature is violated. We
are all blueprint makers — managers design their
endeavours, politicians design their manifestos, and all
of us design important aspects of our own lives — so0
we can benefit from a framework that accords with
human nature. (As to what constitutes human nature,
that is a matter for each person to decide. Mistakes can
be made and advice can be occasionally sought, but we
cannot abdicate our evervday responsibilities to experts
or academics.)

Whereas managers or politicians and their consultant
advisers can be expected 1o sort out messes and develop
a conventional understanding of them, they cannot he
expected to develop frameworks of universals. This is
thinkers’ work. Practical people have a right to expect
thinkers to construct such an infrastructure, to develop
the necessary language and to validate the ideas.

A core assumption of the present approach is that
while there is no model for a perfect society or
organization, there arc frameworks that can helpfully
and non-oppressively orient our striving for this ideal.
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Any utopian model threatens to justify totalitarian
control so as to impose its way of thinking To escape
this trap, we could say that utopia is a society in which
the possibility of design and evolutionary progress
exists. This is probably the only utopia we can realis-
tically expect. It exists everywhere as a potentiality, and
always has existed in this form.

One consequence of ethical design through colla-
boration and intervention is that any account inevitably
confuses description with prescription. Often what s,
is what ought to be — so the same statement may be
both descriptive and prescriptive. Observing what
existed and what did not exist, and what worked and
what failed to work was ecssential to the research
approach. So the exposition is descriptive to some
degree. How could a framework for something as basic
as social life not reflect reality and still be useful?
However, because the framework aims to be a guide to
ethical living, it must of necessity be prescripti\’e.’

Testing the Framework. Intervening by intro-
ducing a set of new ideas is a complex matter. It is only
possible if the ideas seem axiomatic, have intuitive
appeal, are personally supportive, and rapidly demon-
strate benetits. To the dismay of ivory-tower dwellers,
compelling evidence, scholarly erudition and intrinsic
logic are far less significant. The reason is simple:
intervening in a person’s assumptive world and
installing a new way of thinking means tampering
with their identity. Such activity will not be generally
welcomed and absorbed if the frameworks do not
seem to be wholesome and to affirm existing identity.
A psychotherapeutic-style sensitivity to people is
obviously needed as part of the research method.

This is not the place to engage in a detailed account
of svstemic inquiry methods for cthical design.
However, it is necessary for the reader to recognize that
conventional empirical and hypothesis-testing inquiry,
the commonest conceptions of science, cannot possibly
produce useful frameworks of universals. Scientists
using these approaches do not attempt such a task. Most
of the distinctive principles used in my research are
mentioned in the opening chapter and this one. (For a
summary, see Box 2.1).

A Holistic Vision

To enter the domain of purpose, values and ethics is
to find oneself in a circular antechamber from which a
number of doors lead. Each door is labelled with a dis-
cipline. Once you pass through a door-way, the door
slams irrevocably shut behind you. There is no turning
back: your career, your mode ofthinking, your friends,
vour life are all altered forever. The social guardians of
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Some Distinctive and Unconventional
Research Principles

Start with complexity.

Use experiential reality as a reference.

Expect parallel hierarchies of concepts.

Define elements precisely.

Reline ordinary language and reject neologisms.

Work by progressive approximation.

Scan oll relevont disciplines.

"4 808 44 40

Accept the validity of all sides in long-standing
theorefical debates.

Distinguish the actual from the potential.

3

4

Understand, then universalize, then apply.

Strive for completeness, consisiency and
coherence.

Relate frameworks where possible.

Check ideas apply equally well at persondl,
organizational and societal levels.

Only apply theories in consultation by invitation,
and then solve real problems collaboratively.

Help people and trust people.
Give truth priority over method.
End with simplicity.

3

4

4

Box 2.1

knowledge demand compartmentalization. Beyond the
door-way, the rooms are inter-connected, but the
guardians permit short visits only.

To summarize what lies behind all the different doors
is beyond anyone’s expertise. To take account of the
conflicting and complex viewpoints, ideas and findings
about purposes and values in a proper and fair way,
were it possible, would render this book hopelessly
obscure.

The intense specialisation within management and
social science disciplines has produced depth at the
expense of breadth. But a holistic vision is essential to
achieve anything substantial. Ignoring a single relevant
factor can bring the whole edifice of an endeavour
tumbling down. To avoid compartmentalization, inter-
disciplinary work is proceeding apace. However the
academic culture is unchanged, so the result is new and
worthy but even more specialized and restricted dis-
ciplines or domain-limited efforts. Consider some
examples: development economics, business ethics,
medical geography, socio-legal studies, media studies,
political psychology, educational assessment.

All too often the research ecstablishment mocks
elforts to produce a global vision. So the scarch for
universality is not just neglected by academics, it is
avoided as being equivalent to career death. As aresult,
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perspectives and jargon proliferate in contradictory and
confusing ways, and any sense of the needs of humanity
is lost.

The last word can be handed over 1o an academic
who can be taken as speaking for any of the social
sciences anywhere in the world: “What is wrong ...
today is that we arc over-specialised. fragmented, alien-
ated from the society in which the majority of people
live and lacking any vision of our own or humanity’s
future.™

By contrast, the framework of purpose is the product
of a holistic vision. It extends via action to clarify the
design and working of organizations and government,
and via experience to clarify the nature of personal
identity and moral institutions. All its definitions are
offered as universally valid. cross-culturally applicable,
integrated within a meaningful system, potentially
embedded in existing socicty, and pointing towards an
ultimate goal for humanity.

A holistic vision must handle complexity without
being over-complicated. It must be simple if it is to be
graspcd, and yet avoid bcing simplistic. Nowhere is
complex over-complication and  simplistic  over-
simplification more evident than in the field of ethics.

Over-simplifying Ethics. Ethics, we can say, is
about the obligation or duty to do what is right and good.
It relates to what one is bound to do (obligation etym. L.
obligare = to bind up, 10 pledge), orto what ought to be
done (duty etym. M E. dew = to owe). The obligation
and duty is both inner, that is to say a motivational
force; and outer, that is 10 say a social demand. In other
words, ethics is both personal and societal. For the
person in the street, cthics is, in short, about what must
be done, what values to hold, and what rules to obey.
The ethical ideal is a virtuous person in a just society.

Some have said that mistaking the part for the whole
is the essence of hercsy. If so, most writers on ethics are
heretics. Blandly, they consign to the dustbin whole
areas of relevance and centuries of philosophical reflec-
tion. Everything before Kant was a mistake says one.
Everything after Kant is empty comes the riposte. For
some, ethics is essentially a matter of union with God.
For others religion is irrelevant and God a metaphysical
nonsense. Morals and ethics are words derived from
Latin and Greek terms referring to custom, character
and behaviour — but most cthicists seem united in
regarding such things as outside their scope. 5

The moral education of children, asserted Kohlberg,
an eminent psychologist, should take as its subject
matter the settling of conflicts of interest among people
to whom equal respect is due.® But this excludes so

much. Surely moral education is also about developing
honesty, truthfulness and integrity? And where do rules
about gambling, cuthanasia, the use of drugs, or sexual
fidelity fit into this schema?

These over-simplifications are due to the protean
quality and immense size ol the ethical domain. We
always manage complexity by analysis — which entails
l)reaking the whole up into its parts. However, if the
sight of the whole is lost, artiﬁ(:ially isolated parts may
grow unchecked and deformed, potentially and quite
unnecessarily subverting the enterprise. A balanced and
effective understanding of any part of ethics requires an
image of the whole. Generating this image is mv aim:
not resolving particular ethical issucs. Providing a base

for discourse is my task: not participating passionately
in that discourse.”

Of course, the combination of over-complication
and over-simplification is not restricted to ethics. [t
applies to decision-making, organizational design,
social participation, and virtually all areas of social
science study.

The favourite simplifying tactic of social scientists is
to dichotomize, often into opposites. This is the norm
when defining purpose and value. (Sec the introductory
sections to Ch.s 3 and 4 respectively). The next step is
to combine two dichotomics into a four-celled two-by-
two table (see Fig. 2.2). Using this trick, the illusion of
understanding is dramatically increascd.

People experience a sense of relicf that there is some
order in social reality. It well-designed, as in Fig. 2.2(b),
2x2 tables may have some use.® However, their weak-
ness is that they use ideas to order realities. mposition
on reality and the massaging of reality are ever-present
tendencies. The present framework, in sharp contrast,
is based on using realities to order ideas.

Learning from People

People came first. Out of the experience of living,
came the awareness of social existence. And from
reflections on social existence came religion, philo-
sophy, law, social science and management studies,
approximately in that order. To go back to people’s
experiences and to view purposes and values as a
product of experience allows us to learn from all these
domains.

Pluralism. Social scientists often start by assuming
or testing popular beliefs. Even philosophers nowadays
try to harmonize their conclusions with what they
presume to be cveryday thinking by ordinary people.
However, such work usually assumes that there is only
one common-scnse way of thinking and acting, The
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Figure 2.2: Dichotomizing: The typical simplification. {a) Cartesian coordinates based on continuous
variables and the 2 x 2 table for discrete entities which is derived from it. (b) Distinctive theories of society with key
social scientists. Note that the approach to sociely taken in this book does not easily fit into the table.

(a)

Y X' X
Y |Pxyy) | Qixy)
X' X
Y' | Rixyyy | Sxyy
YI

(b) Subjective Objective
Radical Radical
Radical | Humanist Structuralist
Change | e.g. filich e.g. Marx
Interpretive Functionalist
Regulation | e.g. Goffman | e.g. Parsons

assumption of unity is the ultimate over-simplification.
Such a mistake is easy to make, partly because we tend
to think that people are like ourselves and those with
whom we mix, and partly because of an inherent
psychological urge to unification. Philosophers, in
particular, seem to be prone to pour scathing criticism
and unmodified contempt on views with which they
disagree.

Reading widely in many disciplines has forced me to
accept that there are multiple valid modes of thought
and action — only some of which accord with my own
personal inclinations. These multiple theoretical
approaches cannot be unified into an encompassing
‘super-better’ theory, but they can be grouped,
ordered. and made humanly manageable by clarifying
their essential relationships. The result, which might be
called a meta-theory or meta-paradigm, gencrates an
overview and enables an expansion of awareness.

By confidentially cooperating with people making
difficult decisions in disparate settings — and cncour-
aging them to be explicit when doing it their way — |
have directly observed the dramatic differences which
result when they use different implicit theories. I found
that it was often their theoretical approach which made
the decision, not themselves. In other words, someone
else with the same theory would come to a very similar
conclusion. My view is that people not ideas should be
in the driving seat. People must experience themselves
as responsible for their actions, and this means they
must be aware of and personally responsible for the
ideas and assumptions they hold.

My work required me to assist and empower people
who carried formal responsibility and wished to act
with awareness. When the situation is difficult, man-
agers, professionals, politicians and others inquire and
reflect on their activities even though their main con-

cern is not generating knowledge. Helping them reflect
is not itself a scientific activity, but it has an advantage
over more controlled forms of investigation in that it
minimizes the distortion of human nature to suit
scientific methods or theoretical preconceptions.

During one phase of consultancy, for example, |
explored exactly what was meant and implied when a
decision or proposal is described as good (or bad) or
right (or wrong). The resulting multiplicity of views
and ways of handling controversy were systematically
analysed and refined over some years to produce a set of
very different approaches to ethical choice (see Ch. 6).

Precise Formulation. The concepts, structures
and relationships of purpose and value were tested and
validated in an iterative process to make them fit the
realities precisely. Ideas were developed so as to be
applicable, and application in problematic situations
was pursued to test and modify the formulations. I have
generally worked with successful people capable of
reflecting on their own functioning. Such people do not
accept fuzzy jargon or artificial ideas, and are far too
sensible to adapt to disciplinary prejudices. They are
aware of the cvolution of their own attitudes and
beliefs, and expect new ideas to be broadly congruent
with what experience has taught them.

Of course, even the brightest person looking for help
might accept plausible but mistaken ideas. And if the
ideas are buzzwords, it becomes positively dangerous to
appear bechind the times by questioning or rejecting
them. Much academic and commercial consultancy
seems to build on this human weakness, by deliberately
promoting buzzwords while avoiding precise formula-
tions (cf. Box 2.2).

But precision in thinking is needed to construct an
effective language for management. Errors multiply
7
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themselves as any grand synthesis procecds. The pre-
sent framework would have collapsed at an early stage
if valid universals had not been discovered. As the ideas
in any one section (and its master-matrix) were ham-
mered out, problems elsewhere were resolved or
inconsistencies emerged. So other sections and master-
matrices were re-worked and improved. Now, the
whole framework is a tightly-linked and reasonably

CONCEPT OR BUZZWORD?
The Example of ‘Strategy’

There is lile agreement amongst either businessmen
or academics obout what sirategy is. A recent popular
arficle on strategy recognizes it as a buzzword and
yet mirrors the confusion it reports. The writer drifts
between what a strategy should be in principle, what
should guide stategy. and what business sirategies
should be in practice. The final suggestion is that the
secret of success is 1o let sirategy mean whotever you
want it to mean (The Economist, 20th March 1993,
p. 106}. In short, good-bye to concepis.

The messages about strategy that flow from my
approach are quite different. Here are three:

« Sirategy has different connotations based on the
approach to work and decision-making token by
the manager (cf. MasterTable 8). This accords
with the general principle thot all domains allow
for a ronge of different approaches {cf. L6:
Ch.4).

Before you try 1o set a stralegy, get a grosp of
what a strategy is in principle (cf. Glossary}.
Make sure you know how strategy links to other
forms of purpose ond value. Use the word
‘sirategy’, like any other tool, with respect. So
avoid using it to refer bluntly lo purposes in
general.

No one can tell you what your strategy should be.
And do not expect a stralegy {or any other tool
including the ideas in this book) to carry the
burden of your success. Business, like ony other
aspect of social life, is more complicated than
that.

When sirategy was the popular buzzword some
yeors ago, it was not wise to suggest that it is perfecly
possible to succeed without sirategies — and easy to
foil with them. But many effective managers, then and
now, are pragmatic opportunists for whom objeciives
are a motter of immediale convenience and concepts
a form of brain-ache.

Acodemics who promole the use of strategy are
typically rationalists or systems thinkers who believe in
ideas and insist on the importance of knowing where
you are going. Managers who find such an approach
appedling should feel at home with the definitions and
explanations of strategy and reloted terms provided
here {cf. Ch. 31.2; Ch. 13).

Box 2.2
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coherent and consistent structure — though still open
to improvement and elaboration.

Socrates drove everyone mad with his impossible
demands for precise definition of things like virtue,
knowledge and justice. How could | possibly succeed
where he failed? The answer lies in the different
methods being applied. In the philosophic method,
asking questions and maintaining a dialogue are as
important as reaching an answer — or even more
important. By contrast in the present inquiry, answers
were the object of the exercise and their correctness the
source of my livelihood. To keep projects going,
workable definitions just had to be produced in a way
that was socially acceptable, approximately right, and
evidently useful to clients.

Something sensible could always be created by
defining social entities in terms of their core purpose
and relationships. In other words, the way out of the
maze was to move from asking (say) ‘What is a faction?’
to ‘What is a faction for?' and to examine how factions
relate to and differ from other forms of social group like
communities, associations or work groups. | then used
these ideas with the client to help them understand
their situation. As formulations were used and re-used,
they were modificd. focused and refined until they
were simple, obvious and unexceptionable.

A client’s conceptions and values were never unduly
disrupted or opposed. Clients soon realized that the
issue was really one of gaining clarity in their own
mind. They recognized that a challenging dialogue with
a supportive outsider could be helpful. Common sense
told them that things go awry when they and those
working to them are confused about what essential
words mean or when buzzwords or other key ideas do
not fit realitics. In all projects, people begin using the
language and working with the ideas of my frameworks,
perhaps a little stiffly at first, but soon in an easy and
natural way.

Confucius was also deeply concerned with the
rectification of names, and gave a similar reason for his
concern to the one | give my clients. 'If names are not
rectified, then language will not be in accord with
truth. If language is not in accord with truth, then
things cannot be accomplished. If things cannot be
accomplished, then ceremonies and music will not
flourish fi.e. disrespect and bad feelings will disrupt
social relationships]. If ceremonies and music do not
flourish, then punishment will not be just. If punish-
ments are not just, then the people will not know how
to move hand or foot [i.e. will be inhibited]. Therefore
the superior man will give only names that can be
described in speech and say only what can be carried
out in practicc.9
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THE ORIGINATING PROJECT

My various theoretical frameworks have emerged
principally from a 25 year consultancy programme
aiming to improve organization and management of the
United Kingdom's National Health Service (NHS). The
NHS, the largest employer in Western Europe, is as
complex as any organization in the world. [ts one
million employees include health professionals in
numerous disciplines, managers of many types, and a
wide variety of occupational groups ranging from
doctors to accountants to gardeners. Its control
involves politicians, civil servants and the public. Taking
an action-research perspective, T have directed a variety
of major organization development projects over the
past 15 vears, some lasting many years. Over two
hundred conferences and seminars have been mounted.
New ideas and theorics in many areas of management

have been pursued with thousands of staff in all tiers of

the NHS. The ideas have been fed back to senior
managers, and have been followed up over the many
changes of public policy, governments, and people at
the top of the NHS."

The particular stimulus to work on purpose and
value came from requests in 1981-2 to improve the
working of two District Health Authorities (DHAs).
The DHA is a form ol governing body or board within
the NHS. It was then responsible for comprehensive
provision of health services in a defined territory witha
population of about 250,000. This responsibility was
both legal — it could be sued, and financial — it was
allocated an annual budget with which to provide
services. The project needed to establish the appro-
priate work of the DHA, its chairman and members,
and to clarify their roles and relations to the top officers
and to higher level governance provided by a Regional
Health Authority and the Secretary of State. The
research contract was not just a theoretical exercise. It
required us to assist Authority members and top
officers to put our proposals into practice.

This project forced us to develop the notion of levels
of purpose and then it became evident that we could
design a model of the Authority based on this frame-
work. After testing the ideas further in seminars and
projects with other governors, the model was published
and disseminated nationally. Both lay governors and top
managers found the [ramework easy to assimilate, and
told us that the model felt right and natural. Above all,
when put into practice, the ideas actually worked."!

The framework of purpose was subsequently applied
and validated in local government. Local government in
the UK is responsible for various welfare, education,
housing and other services for large communities.

Elections are contested by the major political parties
and so the governance process is highly politicized.
Here the challenge was to improve council and com-
mittee structures and the policy-making process
generally, while keeping in mind the councillors’
political and democratic role. Again the framework
proved to accord with a deep social reality and to be a

useful guide for de\'ising and implcmeming reforms. 2

Subsequently, the framework was clarified and further
elaborated to assist work with values and objectives by
executives, and to facilitate social change in projects
involving multiple organizations. In this work, links
with related frameworks of decision and responsibility
were developed. The ideas have also been tested and
refined in work with commercial firms, voluntary
bodies and churches, carried out in part by colleagues.

An Unavoidable Discovery

What is ‘Policy’? Clarifying the nature of purpose
was simply unavoidable in the Health Authority project
because members and officers repeatedly used pur-
posive terms. Some like priorities, options and plans
seemed straightforward. Howcever the most frequent
term, policy, was puzzling. We had no precise sense of
what policy referred to. Time and again in our lield and
seminar discussions, participants claimed that policies
were not bcing sct, or were indppmpriatcly set, or
were too vague, or were too spcciﬁc, or werce not
understandable. In confidential discussions, members
of Health Authorities expressed puzzlement as to what
sort of policy decisions they could realistically make.
Top officers also revealed conlusion as to their specific
contribution to board policy-making, and wondered
what distinguished this from purely executive policy-
making.

We asked managers and governors to explain what
they meant by policy. They replied with synonyms like
direction or priority and secemed unsure as to the
precise function of policy. Examination of documents
which were labelled ‘policics’, for example, usually
revealed a mixture of strongly held values, vague
aspirations, specific activities, targets (often grossly
unrealistic), directions for changc. general procedures,
responsibilities, methods, rules, and self-evident or
tautological statements. The best one could say of many
of these documents was that they met the requirement
to have something official in writing.

Two conclusions were drawn: first, an unequivocal
and unambiguous definition of policy was required if
those on governing bodies were ever to be clear about
their responsibilities; second, such a definition required
clarity about purposcs in general.
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Sorting Purposes. To understand purposes, we
reflected on their use and misuse in other settings.
Scveral observations immediately impressed them-
selves on us. People were not clear about what purposes
were about — especially purposes which were also
values. Perhaps as a consequence, we found an extra-
ordinarily varicd number of synonyms for purpose in
everyday use. Poor or absent specifications of purposes
and inconsistency between purposes were frequent
causes of confusion for managers in large organizations.

Over time we came to scc that the notion of different
types of purpose was important to resolve problems
with the setting of purposes. Again, two findings
pointed unmistakably to this conclusion. First, dis-
tinctly different forms of system breakdown could be
linked with absence or confusion of different types of
purpose. Second, attempts at evaluation were rcgularly
bedevilled by conflicts between managers, politicians
and different breeds of academics, because each viewed
different types of purposes as most rclevant.

Eventually we realized that there was a good reason
why purposes were labelled in so many ways. In
organizations. indeed in any deliberate activity, a
number of categorically discrete articulations of
purpose are absolutely essential. To use them effec-
tively, each requires a distinct name. The situation had
become confused because investigators in different
fields of human endeavour had, innocently, evolved
different names for similar notions or used the same
name for differing notions.

For example, the objectives studied by policy
analysts related to changes in services, while the
objectives stressed by role analysts concerned the
nature of enduring functions within the organization.
Sociologists noted implicit communal or group values
which resulted in the direction taken by services, while
managers applied values overtly to make decisions.
Entrepreneurs with their lawyers formulated aims to
justify setting up enterpriscs, whilst planners identified
aims  which determined their operation in the
immediate future. Supervisors usually set goals to
ensure that things were done on time, while general
managers often set goals to which everyone had to work
in their own way. And so on. Rectification of names was
evidently necessary.

In the event, the enormous number of explicit and
implicit objectives derived from a limited number of
formally distinct and definable categories (or types) of
purpose. The variety of surface labels and classifications
of objectives could be retained, reinterprctcd and
refined using the new deep classification.

I was predisposed to believe that my categories

would form an interconnected structure with an
intrinsic coherence. If such an underlying structure of
purposc could be clearly articulated, | knew it would be
a useful tool for organizational devclopment. However,
its extension to encompass cthical choice and social
change was not recognized at that stage.

In studies of social services, a colleague, Jimmy
Algie. had previously suggested that there might be five
distinct categories of purpose forming a conceptual
hierarchy. Y This insight as to hierarchy was sound and,
although the labels have been altered, the definitions
modified, and two further levels added, Algie’s
underlying notions remain. However, the present study
emphasises that the hierarchy is not merely conceptual
but is linked to existing social practices. It seems that
the hierarchy, as I have extended and completed it. is
not just another typology, but a framework which
touches social reality itself. It is therefore of profound
importance for the ethical design of activities,
organizations and society.

DISCIPLINARY LINKS

It may be helpful for readers within particular discip-
lines or interests to have advance notice of my con-
nections with these, and some indication of the parts of
the book that might be particularly relevant to them.
The areas to be considered here are: management dis-
ciplines, social sciences, philosophy, religion and law.

Management Disciplines. Much of mv research
and consultancy has been concerned with improving
management within organizations. Management is all
about pursuing purposes, ensuring cooperation, estab-
lishing values, and t_hriving in a wider social context, so
management disciplines were a natural starting point. |
am indebted to the many management theorists and
writers who gave me a base from which to work.

Technical work apart, management has not yet
become theory-based. Even a prestigious University
like Harvard tcaches management in much the same
way that morality used to be taught in the middle ages
— using case studies and simulations. Empirical
research has produced little theory, and much manage-
ment writing is an unashamed mixture of description
and ad hoc precepts. Such theory as exists is simplistic
or out of touch with the reality to be managed. Where
management thcory is precise and mathematical, it is
near-impossible to understand and implementation is
conspicuously absent,

The absence of theory encourages managers to write
popular books about their own experiences, and fosters
the phenomenon of the management guru. The result is
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a mix of tips and hints buried in a web of iHlusion. Much
writing encourages imitation rather than reflective
awareness. The language uscd aspires to be allusive
rather than precise, despite the harmful effects (cf. Box
2.2 and Ex. 3.14 in Ch. 3).

At all times. this book speaks very directly to the
needs of managers who wish to be aware of what is
going on — in themselves, in their work, in their
organization, in their professional associations, in their
society. Some parts are particularly relevant to
practising managers. Ch.3 which deals with the five
purposes needed for action is geared to organizations;
and Ch. 10 is about systematically using purposes and
values (and their derivatives) in management. Ch. 13 is
essential reading for those who believe in value-driven
management and like using objectives to get results. To
understand governing boards and governance duties,
the section in Ch. 12 on executive organization (G-5) is
essential. The most usetul sections in regard to ethics
are: Ch. 6 on cthical decision-making; Ch. 8 on the
various of ethical codes; and the section on minimum
standards in Ch. 9.

Social Science. Even though the scicntific ethos
typically excludes itsell from any responsibility to
provide a direction for activities or a gujde to conduct,
social scientists realize that purpose and value are cen-
tral to their disciplines. I have drawn freely across the
spectrum of social sciences without  pretending
expertise in any area (except perhaps systems and
psychoanalysis which hardly count as social sciences).

Social scientists have clarified that the drive for
improvement, cross-cultural comparisons and reflective
awareness are features of modern developed societies
which are alien, even inimical, to traditional or primi-
tive societies. Less developed societies are distinguished
by their lack of concern with the origins of their ethical
assumptions. They abjure change and take the validity
of their standards for granted. Only in modern times
could the urge to set up organizations, to respect
differences in individual view, and to design social life
be realized on a sufficient scale to make the discovery
and testing of the present framework possible.

Sociologists and anthropologists established by the
middle of this century that all human socicties have
standards of right and wrong and good and bad, and that
people in all societies are sensitive to judgements in
these terms. Ethical concepts and rules have been
shown to be inextricably part of the culture and
structure of the society within which they are found.
The finding of enormous diversity on the onc hand and
some real measure of uniformity on the other is of
immense significance. It validates the approach that led

to this book.™
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I worked throughout on the twin assumptions (a)
that our common humanity means that there must be an
underlying, invisible and uniform framework for pur-
pose and ethics within which all people and all societies
make choices, devise rules and create institutions; and
(b) that these choices, rules and institutions would vary
depending on' every conceivable social influence:
economic, historical, political, demographic, geograp-
hical, religious, and so on.

Needless to say. all social scientists should find all
chapters of some interest. However, readers concerned
with society as a whole rather than its organizations or
public sector administration may wish to focus on: Ch.
5 dealing with the variety of natural social groups; the
second part of Ch.7 dealing with society’s natural moral
institutions; Ch. 9 cxamining ethical authorities; Ch.
11 classifying the myriad of organizations in society;
and Ch. 12 considering the expression of autonomy,
sovercignty and membership of society, including a new
approach to popular movements and regulatory
authoritics. The social aspects of being intentional, as
presented in Ch. 13, would also be relevant.

Readers concerned with psychological or personal
aspects of social life might prefer to focus on: the
exploration of value (Ch. 4). natural social groups
(Ch. 5), making ethical choices (Ch. 6), developing
identity (the first part of Ch.7), as well as modes of
being intentional (Ch. 13).

Philosophy. A great deal of thought but little
orthodox philosophy has gone into the formulations of
the framework. I take heart from Bertrand Russell who
suggested, somewhat pessimistically, that only bad
philosophy had any influence in socicty. To reject the
value of good philosophy would be unthinkable, but for
a non-philosopher to extract that value is not alwavs
easy. Even amongst philosophers, there does seem to be
general agreement that application of their ideas is
limited. One formal assessment by philosophers of
their own courses in business ethics concluded that the
great philosophical theories were not usetul as teaching

devices.!®

From my perspective, the unquestionable value of
the past three thousand years of disciplined philoso-
phical analysis comes from its clarification of the basic
features of ethics, and its articulation of a variety of
distinct approaches and perennial dualities.

From ancient times until the present, ethics has been
studied primarily by philosophical analysis rather than
by intervening in actual situations and noting the
eftects. Indeed ethics is often used synonymously with
philosophical study: the object of that study being
morals or morality. 16
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My impression is that the great philosophers have
advocated, exp]icitly or implicitly, adoption of a single
approach to ethics, and have focused on how, by
fol]owing that approach, people should conduct
themselves. Many philosophers still see their work as
producing knowledge to help people become good or
happy, or to do what is right either in gencral or in
specific situations.

Such moralizing is largely avoided by the modern
fashion for logical positivism. Its offspring, analytic
philosophy, worries over the meaning and objectivity of
propositions and concepts used in discourse. From the
comfort of their armchairs, philosophers argue with
one another about the way in which a particular word is
used, and about comparisons and contrasts with other
notions commonly associated in thought with it.
Superficially, this resembles my concern for the
rectification of names.

So philosophers may well look askance at the many
definitions and propositions presented in this book. But
the framework is primari]y about achievement, not
about discourse. So its essential elements are formulae
representing social realities, not words that people
happen to use. Chuang Tzu compared words to nets for
catching fish. Once you have understood the reality
(caught the fish), then the words (net) used to capture
it can be changed or forgotten. Ethical design involves
honing ordinary words to sharpen up just those distinctions
that really matter in practice. The idea that usefulness
might be a superordinate guide to truth is generally
alien to the philosophic mind (even allowing for the
pragmatic tradition).

All philosophers should be interested in the new way
that certain perennial dualities in human life are
accounted for and theorctically handled (see Ch.s 6, 7
and 13). Moral philosophers will find the analysis of val-
ues (Ch. 4), and the different approaches to making an
cthical choice (Ch. 6) relevant to their work. Philo-
sophers who enjoy getting their teeth into a grand
systemic synthesis may find Chs. 9 and 13 of interest.

Religion. It has been suggested that modern ethical
philosophy was brought down to reality and saved by
medical cthics. But who led the way in medical ethics?
Not philosophers, and not even doctors. Medical ethics
was established as a field of concern largely through the
work of moral theologians. 17 This should not surprise
anyone. Religion has always scen itself as having a central
role in guiding social behaviour along the right channels.

A separation of religion from values and ethics is just
not possible. Moral theology is the critical work within
a religion applying its knowledge of God to ordinary
behaviour. Moral theology apart, traditional creeds
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provide a framework within which most people work
and think without much consideration of its influence.

Without pretending to escape this influence, my
concern has been the religious impulse in the mind and
in society universally. As the rescarch progressed, this
impulse towards the spiritual was revealed in a variety
of contexts. The analyses to be presented suggest that a
complete divorce of values and ethics from spirituality
is impossible. If this understanding is correct, the
present growth of ethical reflection in society is likely
to be associated with a re-invigoration of transpersonal
and transcendental awareness.

Spirituality is hard for secular man to take seriously,
so such proposals sound far-fetched. Religion seems to
take for granted just what science and much Western
culture questions. For example, a central concern of
religion is salvation i.e. how the soul, the divine spark
within man, is to be united with the Eternal. Science
says nothing about this, and even wonders if notions like
soul and salvation are sensible or meaningful. However,
achicving salvation, redemption, release from sufter-
ing, and union of the soul with God are definitions of
the ultimate end and good for man recognized and

affirmed by all religions.

In my analyses. I distinguish sharply between trans-
personal experiences and spiritual forms which are
remarkably uniform the world over, and the church
organizations, religious dogmas, rituals and value
systems which show considerable variation. Spirituality
and transpersonal cxistence seem to be empirical
phenomena built into the very structure of human
consciousness.'® [ take them for granted as universals
while regarding religions and churches as the property
of particular tribes and times.

In my work, I have found that most people have the
capacity to see issues from a spiritual perspective and
feel refreshed by taking this view. However, few were
practised in activating this potential themselves. Still
fewer found their official religious doctrine an effective
guide to handling the complexity of modern society and
organizational life. What they urgently required was a
new symbolic understanding of the human spirit which
could resonate with the ethos of autonomy and
scientific precision characteristic of the modern age.

If you are of a religious disposition, or a New Age
devotee, or a researcher of religion within a social
science, or a theological scholar, then you will be
particularly interested in the sixth and seventh levels in
all the hierarchies. Comparison with lower levels will
be helpful in appreciating and reconciling yourself to
mundane temporal perspectives. Use the Table of
Contents to guide your reading,
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Law. Question: When the Chicago Mercantile
Exchange wanted its members to learn about cthics
fotlowing an FBI indictment of 47 of its brokers and
traders tor de-frauding customers, where did they
turn? Answer: Professors at the Chicago-Kent College of
law. Question: When the British Psychoanalytic Society
needed help in constructing its code of ethics, who did
they call in? Answer: Their solicitors. Presumably philo-
sophers and theologians were thought to lack certain
knowledge or communicative skills, or viewed as out of
touch with everyday life: or possibly it is just that they
charged too little to be taken seriously.

Nobody wants to get entangled with the law. But
still, the law is the ultimate social recourse if any of us
wishes to assert that something done to us is bad or
unfair, or should we wish to defend an action as good
and right in the face of accusations to the contrary. The
courts of justice are a means whereby what is officially
ethical can be publicly argued and decided. Corres-
pondingly the law and jurists have a great deal to say
about values in social life. Academic jurists might be
expected to offer a theory of values and society, but
instead they restrict themselves to the theory of law.
The study of the theory of law is known as juris-
prudence.

My knowledge of jurisprudence is rudimentary yet
I have become fascinated by the law. Legal positivism,
the currently dominant trend of thinking in juris-
prudence, tends to separate law and morals absolutely.
However, from my perspective, law seems to be ethical

at core."?

The governance system which enables legality is
given a special status and compared with other natural
moral institutions in Ch.7. Laws are viewed as a special
form of regulation and compared with other cthical
rules in Ch. 8. Different aspects of justice are discussed
in Ch.9, where ‘the law’ is defined. Law is also con-
sidered briefly in Ch. 12 in relation to sovercignty.

THE INDIVIDUAL IN THE
COMMUNITY

I need to state just one more of my assumptions
before proceeding: purposes, values and 0|>|igations
demand a balanced recognition of ‘the individual in the
community .

The Enlightenment’s emphases on freedom of
thought, scepticism and the value of the individual, tor
all their benefits, seem to have led to a devaluation of
the social order which all individuals need. This
movement has fostered an intolerance of the very
notion of certain eternal and unshakeable beliefs on
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which all ethics absolutely depends. Religious and
communalist emphases on the value of the community.
mutuality and cooperation, for all their virtue, seem to
have gone hand in hand with attempts to limit auto-
nomy, deny diversity and suppress personal initiative
and imagination.

Each perspective makes a vital contribution, but in
the USA and on the international scene it sometimes
seems that a war between the two outlooks is brewing,

Because individuals are the purposeful entities which
constitute communities, we must start with them. But
because individuals depend on communities for their
continuing existence, we must never neglect the social
dimension in our explorations.

But what is an individual? It has become acceptable,
if a little odd, to use the term to refer to any social
entity that is self-contained, self-identified, purposeful
and has a legal existence. Such an individual makes
and can be held

decisions, commits resources,

responsible.

There are at least four important categories of
individual in this wider sense. First there are people like
you and me, operating deliberately or unself-
consciously in a variety of social roles. Then there are
organizations like firms, public bodies and voluntary
associations pursuing their own business. Then there
are governments concerned with the security and well-
being of society. Finally, there are the churches which
represent a moral community. »

It is essential to recognize that organizations, govern-
ments and churches are individuals capable of incon-
ceivably more good and harm than persons. In modern
socicty, people do most of their good and harm by
virtue of their positions within such powerful and com-
plex individuals. So a practical framework for purposes,
values and obligation cannot be restricted to purely
personal matters or personal volition: which is the
present convention in psychology, philosophy and ethics
courses. Nor can it be restricted to purely social
phenomcna. as is common in most social sciences.

The present framework engages directly with these
artificial individuals which are so important in our lives,
especially organizations which are the most prolific and
most amenable to personal control. Those responsible
for designing, operating and regulating organizations
nced to appreciate what they are about.

Transition. The introduction is over at last. The need for
d_framework has been identified. The design process has been
explained. The ethical underpinnings of the inquiry have been
emphasized. The originating project has been described. Links
to existing disciplines have been noted. Now we can start. %
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NOTES

Locke’s quote can be found in his Essay Concerning Human
Understanding (London: Oxford University Press, 1975).

Spinoza, B. The Ethics of Spinoza. (Ed. by D.D. Runes)
Secaucus, NJ: Citadel, 1957, p.94.

This descriptive-prescriptive duality relates 1o the is/ought
dilemma, which is the focus of much philosophical debate
(e.g. Hudson, W.D. The Is/Ought Question: A Collection of
Papers on the Central Problem in Moral Philosophy. Macmillan:
London.1969). The dilemma is irrelevant in the present
pragmatic context in which all social facts embody an ought
in their nature. For example, to say that someonc is a father
or a friend or a manager directly implies that the person has
a certain responsibility and ought to behave in a certain way.
In the same way, if a person’s intention to buy a car means
anything, we take it for granted that the person has the
accompanying right and responsibility. Such points have
been made by Churchman and others repeatedly (e.g
Churchman, C.W. The Design of Inquiring Systems. New York:
Basic Books, 1971; Milne, A.].M. Human Rights and Human
Diversity. London: Macmillan, 1986). Systems science views
dualities as characteristic of systems, and the handling and
resolution of dualitics is one of the themes of the book (see
especially Ch.s 6, 7, 13). However the descriptive—
prescriptive duality, which probably bclongs somewhere
within the framework of inquiry, is not explored.

Hart, K. Quoted in The Times Higher Educational Supplement
p-V. 28th December 1990. In the same vein, a review of an
American Economic Association conference noted that it
‘addressed scarcely a word to the world's mounting
cconomic ills’, with onc speaker being ‘publicly admonished
for his impropricty’ in using the word ‘conscience’ amongst
academics for whom only isolated self-interest has any
meaning. (Edward Fulbrook in The Times Higher Educational
Supplement, March 25, 1994.)

Examples of the various views noted are as follows: H.A.
Pritchard discounts pre-Kantian cthics (Moral Obligation.
London: Oxford University Press, 1949) while B. Williams
discounts post-Kantian ethics (Ethics and The Limus of
Philosophy. Cambridge: Cambridgc University Press, 1985).
P. Geach presses the rligious view (The Firrues. Cambridge:
Cambridge University Press, 1977) while J.L. Mackie
ridicules it (Ethics: Inventing Right and Wrong. Harmonds-
worth: Penguin, 1977).

Kohlberg’s studies assessing moral stages in child devclap-
ment have had considerable influence in cducation and
psychology. See: Colby, A. & Kohlberg, I.. Measurement and
Moral Judgement: Theoretical Foundations and Research Validation.
London: Cambridge University Press, 1987.

Ethical studies typically use limited frameworks which are
taken for granted by their authors. Investigatars examine the
nature of a problematic issue, or the importance and
relevance of particular cthical rules, or the various values
inherent in possible choices. For example, over 200 articles
devoted to medical ethics appear monthly and virtually all
address specific problems of what is to be valued or
permissible in medical practice and why (Thomasma, D.C.
& Pellegrino, E.D. Philosophy of medicine as the source for
medical ethics. Metamedicine, 2: 5-11, 1981). To ¢xamine
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ethical issues in a community (even via academic journals) is
akin to being a manager in a firm. It means becoming a
passionate participant and working to become an expert in
the area. My aim is rather to clarify what ethics is about. This
means determining the framework of general ideas and
fundamental assumptions on which all value debate, ethical
choice and ethical judgement might (or must) be based
whatever the issue, domain or cultural setting.

The 2x2 table in Fig. 2.2 has been extracted from: Burrell,
G. & Morgan, G. Sociological Paradigms and Organisational
Analysis. London: Heinemann, 1979. Holland demonstrates
its application to the treatment of mental illness (Holland,
R. Sanity, necessary complexities and mental health
promotion. Changes, 10: 136-145).

Conlfucius, The Analects. 13.3. Extracted from: A4 Seurce Book
in Chinese Philosophy (Transl. Wing-tsit Chan) Princeton:
Princcton University Press, 1963, p.40.

For somc of the more significant publications see:
Rowbottom, R.W. et al. Hospital Organization. London:
Heinemann, 1973: Jaques, E. (ed.) Health Services. London:
Heinemann, 1978; Kinston, W. The District Health Auzham):
London: Brunel University, 1986; Kinston, W. Stronger
Nursing Organisation. London: Brunel University, 1987,
Kinston, W. & Rowbottom, R.W. Making General Aanagement
Work in the National Health Service. London: Brunel
University, 1989; Ovretveit, ). Health Service Quality.
Oxford: Blackwell Scientific Publications, 1992.

The governance model was first published for the NHS
(Kinston, W. 1986, op. cit. [10]). The underlying frame-
work of levels was published in the systems literature at the
same time (Kinston, W. Purposes and the translation of
values into action. Systems Research, 3: 147-160, 1986). A
more general and elaborate account of the model was
published in the academic literature following further study
and testing (Kinston, W. Designing the four compartments
of organizations: constituting, governing, top officer and
executant bodies. Journal of Applied Systems Analysis, 18: 3-24,
1991). A slightly reworked abbreviated and gencralized
version of the model is to be found in Ch. 12, where the
emphasis is on executive-led organizations and a comparison
with two other types of autonomous endeavour: popular
movements and regulatory authorities.

An educational booklet was developed and used by the Local
Government Training Board: Kinston, W. Stronger Political
Management in Local Government: A Guide. London: Brunel
University, 1988. National and local conferences were
provided. (See: Kinston, W. & Wilshire, D. Discussion
Documents for Councillors and Top Officers. I'olitical Management
Programme, Brunel University, 1986-1989.) | also worked
with David Wilshire MP on legislation for the reform of
local government in 1992, including guidance to the Local
Government Commission. (See: Wilshire, D & Kinston, W.
A Local Revolution. The 3agazine of the Houses of Parliament.
June 20 1988, p.6: and Wilshire, D). Re-Designing Local
Government. Parts -5, London, 1992.)

Algie, |. Social Values, Objectives and Action. London: Kogan
Page, 1975.

See, tor cxample: Westermarck, E. (1906) The Origin and
Development of the Moral Ideas. 2 vols. (2nd Ed.) London:
Macmillan, 1912-1917: and Ethical Relativity. London:




IWorking with Values: Software of the Mind

International Library of Psychology, Kegan Paul, 1932.
Also: Hobhouse, L.T. (1906) AMorals in Evolution (7th £d.).
London: Chapman Hall. 1951; Ginsberg, M. On the Diversity
of Morals. London: Mercury, 1962; Ldel, A. & Edel, E.
Anthropology and Ethics. (Rev. Ed.) Cleveland: Case Western
Reserve University Press, 1968.

. Criticism of the practical value of philosophy is made in:

DiMarco. J.P. & Fox, R.M. (eds.) New Dircctions in Ethics: The
Challeng: of Applied Ethics. London: Routledge and Kegan
Paul, 1986, p.16. Ch. 9in this collection (Bowie, N. Business
ethics) contains the formal asscssment of philosophical
theories in business ethics courses.

. Ethics is equivalent to moral philosophy for many

academics. Yet moral philosophy was not restricted to ethics
in former times, and covered many matters now regarded as
within the domain of psychology and other social sciences.
For most people nowadays, ethics is not a form of study but
a way to live. In such a context, the terms ‘cthical’ and
‘moral’ are sometimes used synonymaously and sometimes
not. Except in a few places where the sense is unambiguous,
| have chosen ‘cthical’ and ‘ethics’ as the general terms, and
have used ‘moral’ and ‘morality’ in a restricted way.

. The importance of medical ethics to philosophy was

suggested in: S. Toulmin. How medicine saved the life of
ethics. Ch. 16 in: DiMarco & Fox op.cit. {15]. The work of
moral theologians in medical ethics can be seen in, for
example: Kelly, G. Medico-Moral Problems. St. Louis: Catholic
Hospital Association, 1958; Fletcher, ). Moral Problems in
Medicine. Princeton: Princeton University Press, 1964:
McFadden, C. Medical Ethics. (6th Ed.) Philadelphia: EA.
Davis, 1967; Ramsey, P. The futient as Person. New Haven:
Yale University Press, 1970.
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This proposition is examined and explained more fully in
Ch. 7 with references to the psychology and religious studies
literature.

. 1 was not invited to assist in any legal projects, but | found

mysclf reading classic texts, especially those published in the
1920's: Goitein, H. (1924). Primitive Ordeal and Modern Law.
London: Rothman, 1980: Gray, ].C. The Nature and Sources of
the Law. New York: Columbia University Press, 1916; and
Cardozo, B.N. Nawure of the Judicial Process. Yale: Yale
University Press, 1921. From reading modern texts, | have
the impression that jurisprudence has become more
restricted and mundane. Analytical jurisprudence, the
preference  of English empiricist  jurists, works out
arguments about what is right or good in the context of
particular cascs. Sociological jurisprudence, the preference
of American scholars, studies the social factors affecting
such judgements and the social consequences ol legal
decisions. Occasionally, modern jurisprudence takes the
plunge and becomes overtly ethical by grappling with
universals like: what should the law mean by fault? what
should ultimately determine court  procedures? c.g.
Amselck, % & MacCormick, N. (eds.) Controversics about
Law’s Ontology. Edinburgh: Edinburgh University Press, 1991.

The currently wide definition of an individual is not new: In
times past, legal individuals have also included: supernatural
beings and dead people — - so people would make archangels
or Christ their heirs; animals — in the middle ages they
were summoned, arrested, imprisoned, defended, sen-
tenced and cxecuted; and things — temples, ships and
weapons were assigned rights and duties in ancient Greece,
and procecdings against them were not infrequent. (Gray
op.cit [19].)



Chapter 3

Unravelling Purpose

Deliberate action is a good place to start understand-
ing values. Values and ethics can scem so impenetrable
and mysterious on their own. By contrast, deliberate
action is straightforward and fundamental. Working
with values means thinking about what is important
when doing something, and being ethical is about
recognizing obligations in action. Of course it is not the
mechanics of action that are of interest, but the pur-
poses driving the action,

Purposes not only say what is going to be done, they
explain why it is being done. Purposes need to be made
explicit for both practical and ethical reasons.

Sometimes a purpose is pursued in order to realize
an cthical urge directly. But even if the ethics of the
matter fecls subsidiary, the action, and particularly its
purpose, can always be challenged. When this accurs,
we attach the utmost significance to where respon-
sibility lies for deciding the purpose. So, although pur-
poses may be left implicit in everyday life, we must
make them explicit in organizations and public affairs.

CONFRONTING CONFUSION

Anthropologists, cyberneticians, psychobiologists.
psychologists, philosophers, theologians and others
have studicd the underlying nature and origin of pur-
poses and goal-oriented activity. However, despite their
cfforts, no coherent and usable understanding of pur-
pose is generally accepted. In the absence ol agreed
definitions and theory, numerous synonyms for pur-
pose have emerged, each with its own imprecise uncer-
tain nuance. Such a state of affairs is confusing,

But not so confusing as abstruse philosophical
debates about whether purpose has any reality. Such
argument evaporates in the face of the practical know-
ledge that human activity collapses utterly if purpose is
absent. Nowhere has this been more evident than in the
running of organizations. Here, purposive terms have
proliferated — end, goal, object, intention, aim,
policy, vision, strategy, direction, plan, mandate,
abjective, target, task. What each of these terms means
is often made clear by the context. But why are there so
many terms? If many are needed, what might each
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mean? What should each mean? The meaning really does
matter in those cases where the context is ambiguous or
the responsibility oncrous. In such situations, terms
tend to be used in a defensive way that impedes achieve-
ment and distorts or diffuses responsibility.

This is the place to explain that the term purpose will
be used to refer to a statement which specifies a future state
of affairs in order 1o help bring it about. An explicit purposc
should be distinguished from a person’s inner experi-
ences. A person's stated purpose may or may not be sup-
ported by an inner experience, like desire or interest.
These inner states arc best regarded as forms of motiva-
tion. So motivation is an inner c¢xperiential drive. It is
conceptually distinct from purpose which is about an
end state in the outer world.

In practice, however, motivation and purpose are
invariably linked. Motivations are activated, developed
and harnessed through some conception of an end state.
Without a clear purpose, personal energics lie dormant
or operate chaotically. Without motivation, purposes
are empty words.

The relation between a person’s own purposes and
those of any organization or society with which he is
involved has preoccupied sociologists, social planners,
economists, policy analysts, political thinkers, and
organization theorists.

The inter-dependency of purposes, people, organi-
zations and society is marked. People have purposes and
motivations, whereas organizations have purposes and
people. Societies have purposes, people and organiza-
tions. Socicties need organizations to achieve things,
and organizations need people to set and pursue their
purposes. To exist, people need a society. People in
complex socicties nced organizations as vehicles to
channel their energies and to pursue particular pur-
poscs of their own.

Within organizations, the key to sensible managing,
planning and evaluation is explicit articulation of pur-
poses — so practical people like management consul-
tants, systems analysts and programme evaluators say,
In designing institutional and organizational arrange-
ments to channel and constrain activity, purposes are
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again held to be primary. Organizational structure
should, it is characteristically argued, follow from a
clear statement of purposes to be fulfilled.'

It is a paradoxical situation: the idea of purpose is
self-evident 1o all and the importance of specitying
purposes is preached on cvery side — and yet turning
this to practical benetit has been clusive.

Research and everyday observation show that people
act unthinkingly, professionals make decisions which
contradict their stated values, managers allocate
resources in ways which do not accord with agreed
priorities, politicians sanction activities which inhibit
their strategics, organizations pursue strategics which
do not recognise realities. and boards become
embroiled in paralysing controversies and disputes.
Periadically this perpetual shambles becomes public:
either through major scandals like the savings and loan
debacle in the US, or the Concorde overspend in the
UK; or following the collapse of companies or whole
industries previously thought successful. like the motor
cvcle industry in the UK or consumer electronics in the
US. Achievement in many companies occurs despite

chaos.

Confusion is capitalised on by gurus of pragmatic
management who advocate thriving on chaos? — and
causing it too. ‘Don’t plan, do!" the man-of-action
exhorts. But this option does not exist for shareholders,
or for non-executive members of governing boards, or
for consumers, or for governments, all of whom try to
point organizations in certain directions. Determining
overall values and purposes within which executives
must operate cannot be avoided in any enterprise.
Setting purposes well is paramount in an organization
which desires to succeed outstandingly or in a society
which aspires to social progress — or indeed for any
person who wishes to have a measure of control over his

or her life.

Just because inner functioning and outer reality are
complex and sometimes chaotic, the individual’s
response needs to be reflective and ordered. If it is not,
cooperation with other individuals is difficult or impos-
sible. Whenever cooperation is desired, purposes play a
crucial part and serve as a uselul tool.

Finding a Way Through

The first task must be to sharpen up the general
definition of purpose to help ensure that specifications
of purposes are adequate and that responsibility for
them is assigned appropriately. But, at this first hurdle,
the academic literature stumbles. Such definitions as
exist are too limited, and issues of responsibility are

usually ignored.
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Tautologies are sometimes proffered: “An objective
may be defined as any aim or goa]"‘3 Good, but what is
an aim or goal? The most sophisticated philosophical
approach suggests three types or levels of purposc:
goals which are actions, goals which direct action, and
goals which enable self-determination.* The more
popular social science approach calls for a two-level
classification into cither goals vs objectives, or objec-
tives vs goals, or purposes vs goals, or purposes vs
abjectives.® One of the two is then said to be: general,
abstract, non-achievable, vague, enduring, widely
applicable, high level, ambiguous, and non-quantified.
This description is used to distinguish it from the other
opposite type of purpose which is said to be: specific,
low level, part of given situations or activities, quantifi-
able, the results of action, concrete and time-limited.
Purposcs of the former type are assumed to set the con-
text for purposes of the latter type.

The idca that there are two (or at most three) levels
of purpose as described above is a simple and immedi-
ately appealing one. Unfortunately, it does not fit
reality very well. For example, the upper level goal
which set the overall context of the American space
effort in the 1960's was anything but abstract or vague.
What could be more specitic and time-limited than "to
put a man on the moon and return him safely by the end
of the decade’? Another problem found in practice is
that each level mixes together obviously distinct sub-
types of purpose. Turning to the American space effort
again, one can identify other overall or contextual goals
such as ‘to boost national pride’.

Lower level tangible objectives are also not homo-
geneous. A variety of specific answers of increasing
generality can always be given when the purpose of any
activity is examined. A builder, say, is simultaneously
aiming to lay a number of bricks that afternoon, and
aiming to build a wall that weck, and aiming to com-
plete a house extension over the coming months,
Another distinction within the lower level is between
goals as a set of specific targets and an equally specific
goal defined by ordering or prioritising these targets.

The aim of my investigations in the early 1980s (as
described in Ch. 2) was to find a way out of this con-
fusion by providing useful and precise definitions of the
basic notions of purpose required for organized activity
of any sort. 1 wanted to clarify these definitions by re-
lating them to cach other and to aspects of organiza-
tional structure and management practice. The set of
levels of purpose which emerged had, to my surprise,
explanatory power far beyond these confines.

The levels of purpose form the framework which
organizes the whole argument of the book. There are
five levels concerned directly with dcliberate action,
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and these will be described in this chapter. As my atten-
tion turned to handling purposes within society, it
became evident that two further levels of value-based
purpose were needed to complete the framework.
They are described in Chapter 4 in detail.

After introducing and over-viewing the lower five
levels of purpose, each level is described in detail with
examples. The chapter closes with more examples of
how purposes are mishandled in organizations.

INTRODUCING PURPOSES

The basic proposition is that organized social activity
requires the articulation of exactly five discrete and spe-
cific notions of purpose, and that these types of purpose
are hierarchically related. In other words, cach type of
purpose implics and depends on the types at higher and
lower levels in the system. This contextual arrange-
ment is both conceptual and practical. In organizations,
for example, it aligns with distinctive social structures
which carry responsibility for setting the different types
of purpose — and the relationship between these
bodies is also hicrarchical (see Table 3.7).

The function of the hierarchy is the articulation and
promotion of social values and their progressive trans-
lation into actions in the world. Presumably the
hierarchy of purpose evolved to reflect in some funda-
mental way the relationship between man's inner world
of aspirations and preferences and his outer world of
action upon people and things. The hierarchical theory
emphasises discontinuity in the varieties of purpose. It
shows how in society and in large organizations the
balance of concern between what is desirable and what
is feasible nccessarily changes as one moves from
aspiration towards implemcntation.

Something must be said at this stage about values and
about action. For the moment, a value can be taken to
refer to a sense of importance which can be articulated.
So a valuc acts as a basic criterion for choice as to what
is desirable or worthy. Values arc produced by the act of
valuing something: a person or object (c.g. a mother, a
car), an idea (c.g risk, clarity), or an event or activity
(e.g. celebrating, smoking). Once created, values are
the prime motivating forces within individuals and soci-
eties. [t might be argued that values, strictly spcaking,
are not themsclves purposes. But values can be articu-
lated in purposive terms and values certainly originate
purposes. So the study of purposes leads one inexorably
to values and, as we shall see, the study of values lcads
one cqually inexorably to ethics.

Action may be defined as any directed alteration of
the social or physical world which involves the excreise
of power and judgement as to feasibility. Actions,
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though not themselves purposes, are the embodiment
of purpose, and the final common pathway for the real-
ization of values. The key clement of action is the deci-
sion point when commitment is made. Whether or not
the process is explicit, purpose is expressed in the act of
deciding. Values are realized through decisions, and so
decision may be defined as the application of value to
action. Any framework for purpose is therefore a
schema for decision-making, Ethics must ultimately
involve decision or action if it is to have any concrete
reality, so ethics must be rooted in purpose; and the
framewaork of purpose, if valid, ought to provide an
insight into ethical choice somehow.

Types of Purpose. The names of the five action-
related levels of purpose in logically descending order
are: social value (L-5), principal object (L-4), internal
priority (1.-3), strategic objective (L-2), and tactical objective
(L-1). Social values give the most open and abstract
direction for action while tactical objectives refer most
specifically to tangible actions. Although there are
numerous synonyms for purpose, some of which seem
to be level-specific, 1 will be using my terms through-
out unless the meaning is self evident (see Table 3.1).
General labels like goal, purpose. end and objective
will be used when the issue of level is not relevant or
when the type of purpose is clear from the context.

It will become rapidly evident that social values,
principal objects and internal priorities are described
equally accurately as statements of valuc or as state-
ments of purpose. So the framework demands consid-
eration of values, and places value choice as the driving
and steering force in any activity.

Distinctions between the various levels (types) of
purpose have important ramifications in the personal,
organizationa) and social sphere. Developing, using and
evaluating purposes at each level is characteristically
different. Each type has distinctive psychological corre-
lates and generates characteristic forms of responsibil-
ity. Finally, each relates difterentially to the tangible
world of action, time and resources.

In introducing the ideas, the focus will be mainly on
activities and organizations — rather than on personal
life, public institutions, social judgements, or societal
development — because the need for clarity about
purpose is most easily understood in that context. (In
Ch.s 4 and 5, a wider perspective is taken; and much
more will be said about using purposes and values in
Ch.s 10, 12and 13))

Translating Values into Action

The framework will be introduced by running
through the five levels to demonstrate the fundamental
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Table 3.1: Common synonyms for purpose. The synonyms below are some of those used by managers
and found in the literature. The general terms are regularly used at all levels. The items in italics are given specific

definitions elsewhere in the framework.

General terms

L-5: Social value

L-4: Principal object
mandate, mission.

L-3: Internal priority

L-2: Strategic objective

L-1: Tactical objective

Purpose, obijective, goal, aim, end, policy.
Value, social goal, basic value, banner goal, core value, ideal, need.

Overall aim, primary task, function, service, brief, terms of reference,

Criteria, important objective, political aim, emphasis, focus, reason.
Option, ouicome, achievement, deliverable, choice, plan, direction, vision.

Activity, task objective, ogerational objective, immediate result, tactic.

proposition that the hierarchy is about the orderly
translation of values into action. The main properties of
the levels in relation to action and organization are
sumrmarized in Master-Table 1. See Table 3.1 for com-
mon synonyms. Sec Tables 3.2 and 3.3 for illustrative
examples.

L-5: Social values are frecly shared purposes
which specify needs within a particular community.
These values leave open the possibilities for action to
meet the necds. Social values express an actual or
potential value consensus of the particular community
within which any activity or organization is to be found.
Responsibility for developing social values belongs to
this context, usually called: wider society. Social values
can be stated in a form like: “We all nced and want
..X..”. X might be "to improve communication between
people” or ‘adequate housing’ or ‘treatment for illness’
or ‘reliability’. Such values are not specific to any parti-
cular project, cannot be used to distinguish an organi-
zation, and do not indicate what action is required.
Nevertheless enterprises would not be allowed to exist
within a community, and activities would not be socially
supported, if they did not in some way meet social
needs. Social values imply action. but are too general to
guide practical engagement with reality. Purposes must
be set which delimit the possibilities for action.

L-4: Principal objects are purposes which are
activities defining the identity of an endcavour. The
purpose indicates what is to be achieved overall and
implies a range of related activitics valued because of
their contribution to the endeavour. So principal
objects define a value consensus within any organization
or project. Responsibility for setting principal objects
belongs to the person, group of people or social body
which owns the cndeavour or constitutes the enter-
prise. The typical format here is: “This entity is set up
to....X...". In relation to the social value of improving

communication, X might be (say) running a drama
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workshop, pm\ﬁding speech thcrapy\ or publishing a
newspaper. Once principal objects are determined, it is
rapidly discovered that there are not enough resources
— money, attention, skill, time, people — to do all
that is implied by it. Difficult choices must be made, but
this requires purposes to be set at a lower level where
the principal objects can be taken for granted.

Consensus and Conflict. Before describing the
remaining types of purposes, it is worth noting that
social values and principal objects form the levels of
consensus, beyond and within an organization (or orga-
nized activity) respectively. So they need to be relatively
stable over time. Changes here disrupt people and
interfere severely with achievement. By contrast, the
remaining lower levels contain purposes which must be
easily modified, even replaced, as circumstances and
values alter and as progress occurs.

Wherever there is change there will be choice, and
where there is choice there is a potential conflict and
tension which must be resolved. The conflict around
internal priorities (L-3) centres on which of different
valid values should be most emphasized. Around strate-
gic objectives (L-2), conflict centres on what actions
best meet those given values. Around tactical objectives
(L-1), conflict centres on which actions should be
chosen out of many possibilities. Priorities steer and
control changes in outcomes and actions, while strate-
gic and tactical objectives provide for implementation
of the changes.

L-3: Internal priorities are purposes which
specify degrees of emphasis amongst valid values or
actions for immediate use. They clarify relative prefer-
ences within activities expected or permitted by the
principal objects, or among relevant social values. In
doing so, priorities resolve conflicting views and steer
or govern choices and outcomes within a particular
endeavour. Bodies responsible for weighing up the
application of values in making a choice, judgement or
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assessment are known as boards. In formally consti-
tuted organizations, boards may be known as governing
bodies, committees, councils, or authorities. The typi-
cal format here is: “X is more important than Y. Z,...
now”. X, Y, Z,... may be social values (c.g. ‘in our
publishing business, entertainment is more important
than education’) or options for action (e.g. “a marketing
drive is more important than designing another ser-
vice'). Priorities arc inherently quantitative because
they imply a degree of emphasis. For this reason, they
can and should be linked to resource allocation, a
feature that sharpens their controversial aspect. Inter-
nal priorities orient action within the principal objects,
but in themselves identify no outcome. For this, pur-
poses are needed at a yet lower level closer to tangible
realities.

L-2: Strategic objectives are purposes which
specify a desired feasible outcome which maximizes
impact. They specify a worthwhile direction for pro-
gressing the main activities defined by the principal
objects. The objective must resolve conllicts between
given value assertions and the demands of action in the
situation. A strategy is formed by elaborating strategic
sub-objectives. Sctting strategic objectives and asso-
ciated strategies is the responsibility of top officers. The
typical format here is: “The situation (or need or prob-
lem or opportunity) as we sce it is ..A.., and over the
coming time period (t), we need to .. X; and this means
doing ..Y, Z,.” Realisation of any strategy (X via Y,
Z..)) involves a fine adaptation to the minutiae of cir-
cumstances as they evolve. Such adaptations are pure
means and their purposes arc to be found at the lowest
and maost tangible level of the hierarchy.

L-1: Tactical objectives are purposes which
specify precisely, often quanlitatively, a tangible result
to be produced to a time deadline as a step to a desired
outcome. Tactical objectives must rcsolve conflicts
between alternative courses of action, cach of which
might well eventually produce the desired outcome.
Executants (employed staff in firms) are responsible for

setting these purposes. The standard format is: *X is to
be done by T so as to achieve Y”, where X is the con-
crete result, Y is a strategic objective or part of the
strategy, and T is a time which is days, weceks, months
or ycars ahead. Tactical objectives specify definite, con-
crete and unambiguous tasks or targets, and are the
immediate generators of any action. Specification of a
series of linked tactical objectives and sub-objectives
ensurcs progress of a strategy.

There seems to be no logical room for a further and
still lower level of purpose. Action itself may be
analysed further into its component elements, and
eventually described as the result of moving particular
limbs and neurophysiological processes. However, the
notion of purpose in any meaningful psychosocial sense
is lost.

About the Hierarchy. The hierarchy as outlined
provides a coherent and consistent language for the
clarification of objectives. The synonyms in Table 3.1
have been culled from fieldwork and the literature, and
are not defended. Some are more appropriate than
others. In some cases, the synonymous terms will be
used and defined clsewhere in the framework with a
related but distinctive meaning, Table 3.2 shows how a
similar purpose is subtly but unmistakably altered as it
is used within ditferent levels.

The hierarchy applies to personal action and to
action by part of an organization, as well as to organiza-
tions as a whole, and to governments. Table 3.3 illus-
trates its usc with two hypothetical examples: providing
refuse collection services in the UK and choosing a

family holiday.

Before moving on, two caveats arc called for — and
these apply to hierarchical structures throughout the
book. First, although exposition of the hierarchy neces-
sarily proceeds systematically, it is not imagined that
the real world ever does or always should operate in
such an orderly fashion. Second, although the numbers
attached to the levels have significance, this does not

Table 3.2: Effect of context. It makes no sense 1o ask: what sort of purpose [or value) is ‘efficiency’ or ‘caring
for children’. The frame of reference and the function being served need to be known to determine the level of purpose.
The frame and function are usually evident in the wording of the purpose. The Toble illustrates how the search for effi-

ciency leads to slightly different statements ot each level.

L-5: Sociol value

L-4: Principal object
L-3: Internal priority
[-2: Srategic objective
L-1: Tacticol objective

Our society needs efficiency in its enterprises.

A working parly is being set up to improve efficiency.

Efficiency is not as important as safely in our current programme.

The outcome of this initiative must be an efficiency gain of 10%.

A 10% efficiency gain by March will release space for phase 4 of the plan.
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Table 3.3: The progressive specification of purp: ses. In mos! cases, there are many relevant purposes
in each level. Often purposes at the various levels are devele ed around a unitary principal object or a single social
value as shown below. In family life, it would be unusual fc 3l these steps to be orderly formulated. However the
control of any large scale enterprise generally improves if a systematic and explicit approach is adopted.

vl urpose;

Public:Service
_ Exgmple:

i

me— T Rt e =

. iFamilyLife; + .
N _.Exam.pleg‘,.,. '

tog -

L5y Social
'valuet

‘ w k0
“1L-4:: wiPrinéipal- -
it i mobject:

S Y e

L-3id..zInternal
"priority

: LZ ;S‘f;olegic
. . /objective:,

1 Tactical

We all need and want a clean and
hygienic environment.

Local Government will ensure that
domestic refuse is collected.

Refuse collection will be contracted out
to private firms despite the views of
Council stalff.

Over 2-3 years we will contract out
services ensuring no redundancies and

providing refraining for those wanting it.

Tender documents will be abtained for

We all need and want relaxation and
variety.

We will take a holiday this year

We will go to the beach as the children
prefer — not go skiing as father prefers,
or visit ruins as mother prefers.

We will go 1o the Mediterranean in May
for 2 weeks, staying on an island with
ruins, and spending up to £2000.

The Hight will be booked with o fravel

Phase 1 by March 31st.

‘0 iE.CfIVE‘

agent by the end of January.

mean that any level is intrinsically better or more valu-
able than any other level. All levels correspond with
necessary lhings in the social world, so each is impor-
tant. In this type of hicrarchy, cach level is implied by
and implies the other levels. So considering a purpose
at just one level in everyday life does not deny the exis-
tence of the others. Purposes at the other levels are
hidden (or cnfolded) within the identified purpose. 1f
the need arose. those purposes could be casily clicited

(cf. Tables 3.2 and 3.3).

Properties. We can now move on to discuss the
qualities of purposes at each level in more detail. A
similar schema will be followed for cach, starting with
social values. First, the essential narure of the level will
be established by elaborating the definition together
with common synonyms for the level and some illustra-
tive examples. Some of the uses or functions of the type
of purpose will then be noted. An extended example is
included to illustrate the severe dysfunction that results
from the complete omission of a type of purpose. The
way motivation manifests at each level is also briefly
explained.

The responsibility for setting each type of purpose
within organizations is noted here, but only in passing.
(A fuller account of what this responsibility should
mean in enterprises is provided in Ch. 12 (G-5); and an
account of what this responsibility should mean for each
person is provided in Ch. 10 (G-1).) The approach to
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evaluation of cach type of purpose will also be sum-
marised. Evaluation in this context is necessarily pros-
pective. It judges the appropriateness or desirability of
the purpose. (Retrospective assessment of effectiveness
and cfficiency usually takes the appropriateness and
quality of purposes for granted.) Finally, criticism of
cach form of purpose based in its limitation in produc-
ing tangible achievement leads on to the next lower
level. (In Ch. 4, the hierarchy is presented from tactical
objectives upwards, and the limitation is then noticed in
terms of the incorporation of value.)

L-5: SOCIAL VALUES

Nature. Social values express needs to be met
within a specific community. The fulfilment of these
needs crosses many discrete areas of activity. So social
values can be applied very widely. For example, the
same social value may be equally held by people, organ-
isations and state institutions. Examples include such
grand abstractions as "to allow diversity of choice’ and
‘to develop human potential’ — these are sometimes
called fundamental values. Other social values seem
more specific e.g. ‘to care for the sick’ and ‘to maintain
the safety of the streets’ — these tend to be called basic
values or simply values. Because such purposes express
a consensus which binds a social group, they have been
called core values and focal values. Because they are
essential, they are often thought of as social needs.
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Organi:zations sometimes refer to their social values
as their Pﬂamental objectives. For example, a univer-
sity might claim to exist in order ‘to create a more
informed society’. Organizations must choose such
purposes because they humanly justify and socially
legitimate their existence. However, organizations
cannot own this sort of purpose. A precisely identical
social value may be pursued and valued by many varied
organizations, In the university's case, an advertising
agency and a computer {irm might claim exactly the
same fundamental objective. In ather words, no acti-
vity, project, institution or organization can be distin-
guished adequately simply by a social value.

Social values can never be achieved as such, but are
rather to be felt and expressed at all stages of the pro-
cess of achievement. For this reason, firms have taken
to referring to social values as' their philosophy —
which they distinguish sharply from their principal
objects or corporate prioritics or strategies.

Elswick Business Philosophy: In essence, the philosophy
of Elswick involves [ 1) putting the customer in the forefront
of their thinking, (2) providing high quality products at
reasonable prices, (3] being ethical, (4} realing siaff
well, (5} maintgining on open inquiring atlitude, [6)
developing the organization by helping staff develop, 17)
being aware of the social environment, and (8) doing
better than others. Note that from this philosophy it is
impossible to recognize what business Elswick is in.
Elswick recognized the banner quality of these volues by
describing each purpose in simple memorable phrases.
(1) was ‘The customer provides our livelihood.” and (5)
was There is no substitute for the facts’. Although widely
held, these sociol values are not universally oppreciated.
Many people, for example, do not ploce great value on
foctual inquiry. The goals also beor o temporal stomp:
several would have been irrelevant fifty years ago, and
more modern social values like concern for the physical
environment are not mentioned. Ex. 3.1¢

Social values are always freely sharable and, usuall):
but not necessarily, widely shared. The active sharing of
social values gencrates a sense of community. Com-
munities are modified by those people, usually few at
first. who recognize new needs. The wider the social
value is shared, the more socially pervasive it becomes,
and the greater its influence over activities and organi-
zations. The more valued and accepted an organization
wishes to be, the more it must tune its social values to
those characteristic of society as a whole.

Uses. Social values determine the shape of what is
personally and socially possible. They exist as a poten-
tial and can never be fully grasped, possessed or real-
ized. Social values may seem to be very distant from
implementation. However such purposes are the most
tangible justification for activities and one of the

31

great integrating forces in society. Reluctance to
specify social values and to pursue action in their terms
tends to fragment, de-emotionalise, and depersonalise
achievement.

Allhuman perception and action is impregnated with
and modified by social values. They infuse lower levels,
and make work intrinsically meaningful and socially
justifiable. Social values generate much of the goodwill
and cooperation required by any social endeavour or
institution. The very survival and growth of organiza-
tions is underpinned by them. As well as providing a
value context for an organization’s principal objects,
social values case links between organizations and pro-
vide a common basis for negotiation and cooperation.

People use social values to harmonise their work-life
with their social life and private life. For example, a
person who values art might scck work as an art auc-
tioneer or as a teacher of art history. In her spare time,
she might visit art exhibitions, read books on the sub-
ject, or paint.

Established social values support decisions at lower
levels without argument. For example, cfficiency and
economy are social values which may be directly applied
in businesses to justify decisions in a myriad of situations.

Social values are inherently motivating and vitalising,
and so they serve as a rallying cry for joint effort and
spark developments and innovations. They are to be
found supporting missions and approaches, powering
ideals, crusades and campaigns. They are also used to
create a vision, define a culture and drive growth.

A deliberate focus on social values is usually needed
if'a major re-orienting of community effort is desired.
For example, doing something about pollution of the
environment by industry requires no less than a sea-
change in attitudes. Concerted and effective action will
only emerge when protection and preservation of the
environment becomes established as a need for each
and all in a community. Formal and informal social
pressure will then force commercial firms and public
agencies to take the value seriously.

Omission. If social values are not alive and widely
subscribed to, morale withers and apathy and futility
de\‘clop‘ All practical efforts become undermined, and
cynicism develops.

Neglect of Patients: Afier on incident of malireatment in a
mental hospital had been reporied in the press, | was
invited in to devise a befier monagement siructure.
However, it soon became clear thot the publicized abuse
was part of o much wider neglect. The faciliies were
pootly decorated and overcrowded. Medical staff were
few and rarely in evidence. Occupational therapists and
other professionals had not been recruited even though
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money had been allocoted. A variety of corrupt practices
such as dishonest signing on and theft were known to
occur and were tolerated. Clearly, a better management
structure was nol the immediate need, because o good
nurse manager would avoid the place. The major prob-
lem seemed to be o general sense that noone cared
about the staff or the patients, and that this was going to
continue. An explicit and public statement by the Authority
and its top officers with high medio coverage soying that
‘we really care about the mentally ill' was required. This
would, of course, need io be backed up by further action.
In the event negative public atfitudes meont that the social
value was neither affirmed nor pursued for some yeors.
Ex. 3.2

Motivation. [nner (psychological) need is the
motivational correlate of social value.” For example,
the inner need for safety drives pursuit of social values
like ‘safe streets’, ‘safe houses', ‘safe cars’, and 'safe
working environments’. Not surprisingly, need or
social need is frequently used as a synonym for social
value. Inner need like social need is interpersonal in
character, and people experience their inner needs as
common to all.

Needs, like those listed above, are all goods.
Experience of an inner need, like recognition ofa good,
is associated with the sense that failure to meet that
inner need, or supply that good, will lead to harm: So
inner needs — for food, for education, for health, for
possession, for housing, for nurture, for kindness, for
work, for mutuality — serve as the essential personal
basis for participation in any community, activity or
organisation. The freedom to pursue what is self-
evidently good for each and all is equivalent to the free-
dom to realize social values. So inner need governs the
open-ended development of identity.

Needs like social values do not lead to a practical and
direct engagement with reality. They have an experien-
tial quality and are recognized by intuition. One reason
why so many business philosophies are so trite is that
they have been produced by imitation rather than by
reflection. A sustained intuitive exploration is required
to recognize the deep relation of social values to the
needs of any firm and its successful operation.

It is possible to refuse to recognize and respond to an
inner need. But inner needs, again like social values, are
essential to engage experientially and emotionally with
reality. So people (or firms) that ignore inner needs and
tail to recognize necessary social values become cut off
from their inner self and cannot fully integrate into an
activity or community. At the extreme, their survival is
put at risk. The discovery of inner needs and corres-
ponding social values occurs in an evolutionary process
which is recognized as sclf-development and social
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Responsibility. Unlike lower level purposes,
social values are realized through participation in action
as much as in any eventual outcome. So each individual
is responsible for recognizing and pursuing social values
at all times. The pattern of human goals chosen ulti-
mately determines the type and quality of any person or
organization or society, rather than what it will actually
do. It affects the degree of commitment to action, but
does not indicate what the practical consequences will
actually be.

Social values are typically specified in the founding
documents of enterprises as part of the rationale for
their creation. They appear in mission statements, sig~
nificant speeches, press releases and other morale-
boosting exerciscs within the organization and without.
Sometimes they are called banner goals as a reminder
that these purposes may be written on banners, pla-
cards, or posters and held aloft to epitomize the desires
of popular movements and social crusades. People can
endorse such goals without having to sign up to any-

thing

Social values, in all the various cxamples, are set
neither by those who use or benefit from them nor by
those who propose them. Nor are they formally set by
any social body. Instead, they emerge within society
over time and become eventually taken for granted as
they are accepted and endorsed by people. groups and
institutions. In other words, responsibility for social
values is diffused in any society. A new social value only
comes to be understood and pursued after it has been
urged and affirmed by many sources in a wide variety of
settings.

Evaluation. Social values, once accepted, are held
to be self-evidently valuable to those involved. They are
simply good. Disagreement with them seems deeply
mistaken, unreasonable or even perverse. Paradoxically,
all social values are equally good, and each appears to be
most important from its own perspective. To compare
the goal of health and the goal of learning is pointless
because both need to be pursued. Health will not be
realized if we lack knowledge, and knowledge will not
be developed and used if we are ill.

For any organization, the first evaluative question is
whether an explicit set of relevant social values has been
defined, and the second is how well these fit into the
context of wider society. The relevant wider society
with which accommodation must be reached is some-
what different for cach individual. So social values pro-
claimed by different social groups or organizations do
vary. However, as long as an action orientation is main-
tained, any social value that might be socially useful may
be proclaimed without any sense of contradiction. Thus
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a firm may, without cynicism, proclaim that its goal is
both ‘to increase efficiency’ and ‘to provide employ-
ment’, irrespective of whether it cuts jobs to reduce
costs, or allows over-manning to avoid strikes.

Limitation. Although social values generate and
imbue all activity, they do not determine action and
they are not distinctively recognisable in action. In fact,
it is impossible to get anywhere with social values alone
because they leave all options for action open. They can
secem vacuous and platitudinous truisms — nothing
more than hot air. Such criticisms can be overcome by
pursuing a more limited but practical engagement with
reality. This requirement is met by determining and
organizing a bounded activity. This means moving
down the hierarchy to articulate a different sort of
purpose.

L-4: PRINCIPAL OBJECTS

Nature. Principal objects refer to purposes which
are the identity-defining of an endeavour. They specify,
demarcate and give value o a range of specific activi-
ties. As a result, principal objects enable the social iden-
tification of enterprises and organizations, and provide
them with a degree of autonomy and individuality. If a
whole organization is being defined, the principal
objects tend to be referred to as general aims or overall
goals. Where the activity is within an organization, the
principal objects tend to be called the function, service
or role. The principal objects of a working group or
project ar post are often labelled as the brief, mandate,
terms of reference or primary task.

Principal objects define the boundary of an enter-
prisc or activity, and hence clarify its distinctiveness
from the social or organizational environment. They
explicitly define or directly imply the what, how and
who of pursuing social values. So principal objects
which set up new organizations are of public signifi-
cance.

In all cases, the principal objects consist of a set of
stable objectives which define, categorize or type an
on-going desired activity. They clarify the rationale
underpinning everything which goes on within the
organization, department, working group, or project.
Activity which is outside the limits set by principal
objects is described as wltra vires and, however well
motivated, is prohibited.

Because principal objects define a type of activity,
any task can be usefully conceptualized as having a prin-
cipal object. If the task is complex, it calls for internal
prioritization, and requires strategics and tactical
objectives for its fulfilment.

i3

Uses. The statement of principal objects, i.c. “the
business we are in’, is the raison d'étre of a particular
organization. It scrves as the terms of reference for
more specific lower level purposes, and provides the
foremost justification for these within the organization.
Implications for action that emerge trom the principal
objects typically define the organization in a funda-
mental way. For example, the principal objects might
specify (or clearly imply) the desired degree of impact
on society, general personnel requirements, some tech-
nical approach to be used, ora type of programme to be
pursued. The principal objects also provide some broad
indication of the resources required for achievement.
The 'man on the moon’ endeavour mentioned earlier is
an example where such specifications were evident.

A principal object is the first practical and organized
step towards realisation of a social value. So it must be
sufficiently valued within the wider social context.
Only if this is so will people’s support and commitment
be captured, and some of the financial resources of the
community be obtained. By bringing related social
values and principal objects together, a powerfully
motivating mission can be defined.

Pursuit of the principal objects needs to be built
upon a distinctive competence. So their determination
and assertion torm one of the bases for leadership.
Principal objects need to be spcciﬁc(l to identify roles,
to organize operations, to steer developments, 10 locus
crusades, to guide campaigns, and to launch initiatives.
Without them, people find progress impossible.

Unambiguous principal objects are needed to profes-
sionalise an occupation and develop a discipline. For
example, public health and occupational therapy are
two disciplines which have been often passed over in the
NHS, partly due to contusion about their precise con-
tribution.

Occupational Therapy: Occupational therapists in the
NHS have complained about shortages of skilled staff,
diffuse boundaries with other professions, lack of profes-
sional leadership, and management from without the pro-
fession. In consultancy with some of its leaders, we asked
for a statement of what distinguished occupational ther-
apy work i.e. what are its principal objects? Several
unsatisfactory answers were proposed including: moxi-
mising o patient’s independence — but this is a secial
volue shared widely within and without the health service;
sensitivity to the potient as o whole — but such holistic
care is a value system, again shared by others in a variety
of professions; ossessing patients’ needs or rehabilitating
patients — but these are ways of working shared by
many professions. Eventually we clarified that occupa-
tional therapists have distinctive knowledge about what
octivities will help a patient overcome their particular
mental and/or physical disability in their environment,
Their distinctive praclice is to organise a multiplicity of



Working with Values: Software of the Mind

social and workreloted activities for people with dis-
abilities to ameliorate these or prevent deterioration. If
occupational therapists themselves do nrot know and
value their own distinguishing purposes and competen-
cies, others are unlikely to. Ex. 3.3

Onmission. If projects lack clear principal objects,
or if such statements as do exist are out of date, then
they achieve little and slowly wither. Departments or
other subdivisions of an organization, whose survival is
assured despite lack of clarity about their functions,
become a debilitating drain on the whole. When an
entire organization lacks principal objects, it has
increasing difficulty in developing any distinctive com-
petence. It then meanders vaguely in the social stream,
inappropriately following different paths of develop-
ment until it loses its way and is taken over or crowded
out by more determined competitors. In a grant-aided
institution, the consequence may be progressive frag-
mentation, inability to recruit staff and loss of morale.

The Confused Research Institute: An Interdisciplinary
Research Institute in o University was set up and led by a
powerful Director for many years. He not only brought in
most of the finance but impressed on the Institute his own
distinciive conception of what it was there for. Members
of the Insfitute largely occepted his interests and methods
or leh. When the Director retired, the Universily, which
had no defined commiiment to the Institute as a separale
structure, designated an acting Director. The various small
groups of researchers felt leaderless, but they resisted
pressures to close down the Institute. Although the desire
to work within an interdisciplinary structure remained, the
researchers now lacked a unified sense of exactly what
the Institute should be doing — what waos within its remit
and what without — and no higher body felt able or wilk
ing to take on his responsibility. As a result, lines of
sesearch began lo diverge, and o voriely of new links
with cutside agencies were set up. The subgroups worked
hard to devise their own principal objects which broadly
harmonized, but did not generate synergy. However, no-
one could draw on the total strength of the Inslitute. The
sense of a collective purpose weakened and negotiations
with the environment became lorgely reactive. Inevitably
the Universily decided to close down the Institute os a dis-
finct entity despite objections from the members and their
continuing receip! of funds. Members, with their funds,
were expecled lo move 1o other departments of to leave
the University. Ex. 3.4

Motivation. Participants in any endeavour must
commit time and energy. and a principal object is an
important instigator of their motivation. Many activi-
ties may be conceived to meet a particular social value,
but the ones eventually pursued by a person are those
which accord with their own interests. Interest is there-
fore the type of motivation that corresponds to prin-

cipal objects. Participation needs to be voluntary if

interest is to cnergize someone effectively. In short,
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personal interest in the principal objects ensures volun-
tary participation above and beyond any contractual
obligation.

To pursue principal objects, you need to make a posi-
tive commitment to all activities implied by them.
From a personal perspective, many necessary activities
are not particularly desired or enjoyed. Just think of the
bureaucratic or menial demands in your own work. But
interest in the principal objects and commitment to
them carries us through the boredom or active dislike
of such drudgery. In the same way, an organization’s
objects help different departments cooperate. For
example advertising and editorial staff must recognize
each other’s contribution to the final production of a
magazine, however irritated they may get with each
other’s proposals in the process.

Interest is a personal and private form of motivation.
So commonality cannot be as readily assumed as in the
case of needs. Interests are rooted in ideas. A genuine
commonality of interests allows people to associate,
share ideas, and then define and pursue a principal
object jointly. Each person fecls sustained by the idea of
the object.

Responsibility. Because principal objects give an
identity to organizations, they may be, and often must
be, embodied in publicly available documents — legis-
lation, a constitution or charter, memorandum of asso-
ciation or similar. The documents are requisitely agreed
and sanctioned where paossible by a constituting body
detined by the principal objects. For a firm, respon-
sibility officially lies with the company sharcholders.
For voluntary bodies, it lies with the formally or infor-
mally constituted association of members. For public
agencies, the legislature is responsible on behalf of the
public. Shareholders, members and legislatures feel
under different obligations and so it follows that the
detailed objects of a school, say, will vary according to
its type of constituting body.

When the only way to incorporate was to obtain a
Royal Charter, organizations were able to undertake
any activity at all. This absence of principal objects prej-
udiced the interests of members and creditors. and sub-
which
incurporated organizations from operating without
specifying their activities. To enable specifications to

sequently laws were passed prohibited

last, constituting objects are deliberately drawn
broadly. If they are too broad, however, their remit
becomes diffused.

The NHS: The 1946 NHS Act stated that the aim of the
NHS was to promote ‘the esiablishment of o comprehen-
sive health service designed 1o secure improvement in the
physical and mental health of the people.....and the pre-
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vention, diagnosis and treatment of illness’. This was
enough to sef the NHS up but not enough to clarily impor-
tant aspects of its ongoing operation. From its sense of the
essence of the NHS, the Royal Commission investigating
the NHS in the late 1970s offered more specific princi-
pal objects stotements including: 1o provide @ broad
range of services 1o a high standaid; to provide equality
of access 1o these; services 1o be free at the time of use;
and so on. Each of these subsidiory principal objects
statements siands on ils own as a defining choracteristic
of the NHS, indicaling what staff in the NHS should
expect to be doing and broadly what level of resource is
required. A different set of purposes would have created
a different organization. The Secretariat of the Royal
Commission also identified a ‘fundomental overall objec-
tive’ for the NHS: "o contribute 1o the improvement of the
quality of life of the individual and the enhancement of his
capacity to use his abilities to the greatest possible
extent’. This is recognizable as a social value, because it
is equally applicable 1o education services, good neigh-
bour groups, family life and much else besides the INHS.

Ex. 3.58

Objects exist to be owned. If people do not own
their endeavours, then they will not be properly com-
mitted. Each person can, in principlc, accept the
responsibility to set up something for himself and make
it successful. In business this is to be a sole trader or
entreprencur. Within large organizations, it is desirable
to stimulate in everyone some of the initiative and
responsibility that cach entrepreneur spontancously
accepts. One way this is fostered is through developing
mission statements which everyone finds relevant and
worthwhile.

Evaluation. Principal objects may be evaluated in
terms ol how realistic they are. There is a charitable
association with an annual budget of £1,500 whose
object is ‘to relieve world poverty’: hardly a likely out-
come. The distinctive feature of a principal object is that
it bounds activity. So evaluation focuses on the quality
of that boundary. In the case of the above charity, most
would say that the boundary is drawn too widely.

More commonly, the boundary is viewed as being
too constraining. As a result, people moan about l)eing
shunted amongst numerous agencies, or between
departments within a firm. Why, people complain,
can't one agency or department deal with all of a
person’s needs? The answer is that it is impossible in the
nature of things. People’s needs form a unique inter-
linked whole, whereas enterprises set up to meet needs
are discrete, partial and limited. Unbounded principal
objects are phoney. Onc building society recently
advertised itself with twelve photos of the same man.
Under each photo was a different label: your estate
agent, your mortgage arranger, your surveyor, vour
lcgal advisor, your financial advisor, your insurance
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advisor, your pension advisor and so on. One can barely
imagine how low the level of expertise and quality of
advice must be in each specialist area.

Given well-defined realistic principal objects, it is
possible to ask the next question: ‘will people be inter-
ested enough in these aims to identify with them and
commit their energies?” A principal object in which no
one is interested is not viable. People evaluate principal
objects in terms of their interests and also their social
values. The principal objects provide for a consensus on
value amongst committed individuals and, as long as
they provide the resources, the enterprise will persist
regardless of achievement. For example, there are
long-standing non-violent anarchist political parties
which regularly contest elections but whose member-
ship has never been more than a few hundred. People
may mock, but if the objects and consequent activities
do not contravene social values and laws, what out-
siders think is irrelevant.

Limitation. Establishing principal objects is impor-
ta'm to frame action, but clearly not cnough on its own
to determine results. From the outset, it becomes clear
that there are very many, indeed too many, possible and
desirable ways to forward the principal objects. And
there is never enough money, people or time to do
everything. It becomes necessary, therefore, to appor-
tion attention and other resources amongst equally
valid possibilities for action.

L-3: INTERNAL PRIORITIES

Nature. Internal prioritics are purposes which spec-
ify emphases among valid competing values or actions
applicable to choice in a situation. These emphases are
not theoretical or wishful, but apply to a particular
endeavour and are for immediate usc in an actual situa-
tion. Contflicts of view are always to be found about
which of many valid actions or which of many relevant
social values are most relevant, pertinent, useful or
necessary. Priorities, sometimes called policies, are the
primary orienting statements guiding operations and
implementation. Some internal prioritics may persist
long-tcrm. but others shift, sometimes very rapidly, in
line with changing fashions or circumstances. Because
such goals primarily indicate differences of value, they
lend themselves to polarisation and easily generate
heated controversy. For this reason, they have been
called political aims.” Being no more than statements of
preference, priorities can be sharply focused and
expressed in simple language. Internal priorities re-
solve issues of conflicting value, but any resolution is
liable to generate further political issues.
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Political Issues in Local Government: Internal priorities in
focal government commonly deal with (o] matters of pub-
lic concern, like environmental protection; (b} changes in
custom and praclice in the service organization, like
better budgetary control; {c) matters of political idealogy.
like greater or lesser use of private sector firms; (d]
chonges in slyle of delivery of service, like decen:
tralisation of welfare offices; (e} controversial issues which
suddenly blow up and receive high media coverage, like
re-zoning part of a park for commercial development.
Ex. 3.6

Internal priorities represent the most concrete form
of value and so they link directly to resource allocation.
Note that priorities may resemble social values in con-
tent, but differ in being internal to a defined endeavour
or organization, in needing to be applied to an imme-
diate particular situation, and in requiring quantifica-
tion in resource terms.

Priorities may be set either systematically or in
response to a pressing demand. On a systematic basis,
allocation of any total resource should accord with
priorities (which must add up to 100% as in Table 3.4).
Put another way, priorities reflect the distribution of
intensity or amount of preference, and resource use is a
precisely specifiable and concrete way in which value
can be expressed and demonstrated. Resource is often
viewed as synonymous with money, but things like
goodwill, attention, space, and time are just as impor-
tant, if not more so, in forwarding particular values.
Even if prioritisation of such things has not occurred
explicitly or systematically, it is possible to work back-
wards and deduce priorities from actual expenditure or
actual use of time.'®

Internal priorities are sited at a crucial nexus: the
lowest level of purpose which expresses pure value and
the highest level of purpose which produces change in
ongoing operations. Agreement on principal objects
may be assumed and built on to develop morale, but
disagreement and contention are to be expected when
considering internal priorities. Internal priorities
therefore appear as focal points for debates and, in their
nature, generate opposition. Alternative choices are
routinely generated by the breadth of scope of the prin-
cipal objects. They also emerge periodically during
implementation. As action proceeds, situations develop
where different people want a decision to go one way
rather than another. Such choices (sometimes called
issues or dilemmas) arc primarily a matter of value and
cannot be decided on the basis of evidence, information
or professional expertise. Inevitably, someone or some
group loses out to some degree.

Uses. All internal priorities take the form of con-
crete and immediately applicable preferences. In prac-
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tice, they appear in many difterent guises depending on
how they are used. They control directives, adapt roles,
steer operations, determine the impact of initiatives
and developments, focus campaigns, and bring the
values of popular movements into businesses.

Internal priorities may allocate finance, may rather
silently reaffirm a legitimate expectation, may intro-
duce a risky innovation, may express a subtle judge-
ment of what is best, or may contentiously signal a
wholesale re-focusing of operations.

Priorities may be expressed as a systematically
developed sct covering all the different options for
action e.g. anumber of services affected by a budget cut
may be prioritized and each scervice told to handie a
proportion of the cut related to its priority. Sometimes
the emphasis may be on what the resource is being allo-
cated to, rather than on the amount of resource to be
allocated. For example, a staff development programme
might be highly controversial even if changes in ve-
sources allocated are trivial.

Priorities may also be expressed by determining
different values to be promoted (rather than different
activities or options). In this case, the focus is on iden-
tifying criteria or reasons to be applied when choosing.
Criteria for new developments in a firm might include:
enhancement of safety. cost, acceptability to staff, mar-
ketability, and known effectiveness. Eventually all crite-
ria reduce to two superordinate criteria: feasibility and
desirability. The act of selecting criteria is clearly con-
troversial, and prioritization of the criteria even more
so. For example, in the above list, directors might feel
unwilling to give enhancement of safety a high priority
if the company is facing a severe business downturn.

Internal priorities may be hidden in the need to come
down firmly or one side or the other of a controversial
issue. Should a disciplinary appeal be allowed or not?
Should a firm encourage its managers to stay local or to
move about? Should the City Council build its new
offices on commercial or residential land? Should a
University expect its academics to concentrate on
under-graduate teaching or to take on a wider educa-
tional role in socicty? In all these cases, the rejected
side, still requires some consideration and resource. So
issues here arc never as black-or-white as they are so
often presented.

In publicly funded services, open debate to exposc
the values inherent in issues is accepted as important.
By contrast, in {irms, in professional or academic orga-
nizations, and in voluntary associations, power and poI-
itics are dirty words. The cultures in these bodies too
often allow avoidance of matters which really need to

be faced and gripped.
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Omission. If internal priorities are not set when
thev need to be, there are interminable overt or covert
struggles to determine where effort and resources
should go. In such circumstances any decision, reso-
lutely pursued, may be better than none. Alterlmtive]y,
the controversial choices are suppressed and a strategy
is released as if it were self-evidently reasonable or
determined by data or tcchnology.

Research and Development: The Chief Executive of a
large chemical firm brought in menagement consultants to
help develop an R & D sirategy. Chief scientisis in each
division were invited lo discuss their desired develop-
ments with the management consulionts. When the con-
sultant’s proposals were presented, there was an uproar.
The consultants had conveniently ignored sensilive politi-
col issues. The general approach to research and the
fiem's strategic allionces with ofher international firms,
notions which permeated the proposals, hod not been
discussed, clarified ond resolved wilh the scientific chiefs.
Also chiefs resented thot the resource constraints were
only made clear afterwords. As a result, some extensively
discussed developmenis could noi go cheod. Many
reseorch stalf felt disoppointed, even betrayed. Ex. 3.7

A common form of fudging is to use ranking rather
than rating. For example, the statement that ‘safety is
our highest priority’ may sound far better than it really
is, as Table 3.4 illustrates. Each of the hypothetical
raters in the Table shows an identical ranking, with
safety as the highest priority, but only Rater #1 really
means it. Rater #2, sces cost as bcing almost as impor-
tant as client safety; and Rater #3 judgcs that staff
acceptability as well as cost must be given a great deal
of attention in any decision.

Motivation. Because all choices are equally valid in
terms of the principal objects, internal priorities
become a matter of brute assertion. Priorities do not
exclude any relevant value, but they do seek to produce
a hierarchy of pre-eminence amongst them. Given the
validity of all relevant values (and the irrelevance of
evidence or expertisc), asserting a priority is a matter

of desire. Desire is the emotional form of motivation
associated with political choice.

That political choices are emotionally driven and
sometimes profoundly irrational is a commonplace.
But, so long as desire is guided by higher level moti-
vations like olaligatjons. needs and interests, and carried
through by lower level motivations like intention and
awareness, harm is unlikely. Danger occurs when the
hierarchy of inner motivation is not appreciated, or
when principles of the hierarchy of purpose are flouted.
Then people may let desire dominate and distort social
life.

Responsibility. Political or priority decisions need
to be handled authoritatively. Such responsibility is re-
quisitely taken on by a relatively small body with power
over executives who do what is required. This body is
usually known as a board. Boards are used in a variety
of situations where values must be weighed up. and
where a single person’s view is judged to be too liable
to introduce a value bias e.g, in making disciplinary or
other adjudications, or at formal reviews or examina-
tions on which much depends. Boards in organizations
are known as governing bodies, councils, committees,
or authorities. Projects can get a similar input from an
advisory or steering group. Setting up arrangements for
governance is part of the constituting body’s respon-
sibilities. Boards operate with a voting system, implicit
or explicit. Though political issues requisitely call tor
decision or approval by the board, their recognition and
articulation is an appropriate task for the top exccutive.

The controversial aspects of political purposes
usually result in the formation of temporary or long-
lived factions or cliques who feel responsible for
particular sides of the policy debate. Permanent
factionalisation is the norm in governing bodies elected
by the general public. Factionalism may be sterile or it
may be constructive. A common tendency is to sup-
press dissenting viewpoints whenever possible so as to
avoid the potential for acrimonious conflict and schism.

Table 3.4: Rating versus ranking. The Table provides a hypothetical illustration of the fact that similarly ranked
criteria may have entirely different implications for action according to the quantified priority accorded fo them.

Cnten‘ used.in v i Rankors cfn pnomylf' ": ‘I ’ Pnonty‘ J Priofity

3 .Dgcsslon-mol(ing N _Onjgr . "Ratillg ﬂm.x;ji- ol thng_ #2:. Iluhng #3._
Safety 1 7% 45% 35%
Cost 2 2% 44% 33%
Acceptability to Staff 3 1% 1% 32%
Total Priority 100% 100% 100%
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However, bringing debate into the open is almost
always preferable to papering over decp divisions of
opinion.

Should feelings run high enough. a faction may desire
to forward its own values more systematically. This
means departing and setting up a competing or
specialised firm, agency or association with its own dis-
tinctive constitution setting out the new [)rincipal
objects and relevant social values. Left-wing political
parties, psychotherapy institutions, and churches seem
particularly prone to such splits.

Clear recognition of the rights of boards to deter-
mine internal priorities is both sensible and feasible.
Prolonged stalemates which benefit nobody might then
be prevented.

Stalemate: The Execufive Director of a Housing Foun-
dation, whaose principol object wos to provide housing for
the unemployed, wanted to proceed by setling up co-
operative work arrangements (his shotegic objectivel. The
trustees, however, believed that an individual's work plans
should not be restricted {their internal priority). This issue
of whether onsite cooperative ventures should or should
not be made mandalory was essentially a matter of
values—either approach could be successfully imple:
mented and no information or evidence could decide the
matter. The difference of opinion between Board and
executive director was not resolved. A stalemate resulted
because the director had a longterm contract, while the
trustees refused 1o release funds to him. The Foundation
was not able to accomplish very much ot all. Ex. 3.8"

Boards, whether governing a business or a non-profit
organization, are notorious for poor adherence to their
required role. 2 In the absence of board leadership, the
executive or professionals will take major decisions
without concern for controversial and emotive issues
likely to atfect the longer term future of the enterprise.
In a firm, this might manifest as a neglect of one or
more important stakeholders. or as a lack of a unifying
vision. In government, it leads to inefficient, ineffec-
tive, over-manned and apathetic bureaucracies. In
health services, it has often resulted in an acceptance of
professional ideologies to the detriment of the general
population. .

Evaluation. Internal priorities balance the claims of
competing valid values. Each valuc has its own support-
ers or constituency on which the activity or organiza-
tion depends. So the choice of prioritics must be
broadly acceptable to the relevant constituencies.
Stakeholders of a commercial firm, for example,
include shareholders, consumers, suppliers, creditors,
staff, and others. Each will evaluate prioritics in terms
of how they are affected and neglect the interests of the
organization as a whole. By contrast, groups within the
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organization should be expected to evaluate choices in
terms of the well-being of the organization as well as in
terms of their own interests.

When evaluating the use of priorities, a useful com-
parison to make is between "planned prioritics’ defined
in anticipation and aimed to alter activities, and
‘implied priorities’ calculated after activities have been
performed. Discrepancy is the norm as the inertia of
habitual preferences and practices and situational
characteristics like pressure of demand take their toll.
For many years, so-called high priority services in the
NHS — like those for the elderly and the mentally ill
— got the smallest share of available funds and suffered
the biggest cuts whenever savings were required. 14

Limitation. Internal prioritics do not require deep
appreciation of real world complexities. Richard
Nixon, when US President, epitomised the formulation
of an internal priority when asked his position on a
particular crisis of the [talian lira. His reported state-
ment, ‘I don’t give an expletive deleted for the ltalian
lira’, expressed unambiguously the degree of value he
assigned to the crisis.

However, coming down on one side or another of an
issue like Nixon did, or cven allocating money, difticult
though such things may be, in itself makes no impact
and defines no outcome. The question still remains as
to ‘what can be done’."" Such a consideration means
moving down to the upper of the two levels of imple-
mentation and bowing to expertise and experience in
dealing with external realities.

L-2: STRATEGIC OBJECTIVES

Nature. Strategic objectives are purposes which set
a direction for the enterprise in the current situation,
by promising the delivery of a particular outcome. They
are about ‘doing the right thing” within a broad time
frame. This means ensuring maximum impact with the
available resources. Specification of the objective must
be more tangible than a type of activity or type of out-
come. An objective like greater reliability is too vague
and indistinguishable from a priority. At this level, a
statement of what aspects of reliability need attention
and clear indications of the nature and degree of
improvement are required.

To achieve this, the current situation must be
appraised and the essential nature of needs or problems
and possible responses to them must be decided. Such
an assessment should be carried out in the light of arti-
culated internal priorities, the given principal objects
and accepted social values. The objective is sometimes
termed a policy, or an option for action, or "what is to
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be achieved’, or (in business jargon) a deliverable. If the
strategic objective is long-term and comprehensive it
may be referred to (loosely) as a plan, forecast or vision
becausc it pictures a future state of affairs. If it is a way
out of a difficult or confused situation, it is often
termed a strategy.

Strategic objectives, implicitly or explicitly, inter-
pret the world inside and outside of the organization by
asserting what is realistic. They tell those involved
about ‘the way things are’, ‘where we are going’ and
‘what result we are looking for’.

Quality Improvements: Following their privatization, pubr
lic seclor organizations are expected 1o improve their
quality of service. But quality is an extremely general term,
os general as quantily. A vast number of things can and
should be done. In trying to get progress, it is essential to
specify which particular qualities are o be improved |i.e.
what is meant by quality and what the present deficien-
cies arel, and then fo define specific improvements that
are to be brought about. Some improvements, say in
repair rates, could be expected within 12 to 18 months.
Others, say in ofiiudes to customers, couvld not be
expected in less than 18 1o 24 months. Ex. 3.9

In other words, before purposes can specity precise
tasks to be performed in the light of all the practica-
lities, there is a need for a definite image of the eventual
outcome. Associated with this, there is a need for some
guidance as to the naturc of the total situation, and the
expected rate of progress. Endeavours may be short-
term with an outcome measured in weeks or months.
However, the time frame of signiﬁcant strategies within
large organizations is usually not less than one year, and
many extend over a number of years. In governments
or very large organizations, strategies with a time-scale
of 20 years or more may be meaningful. Strategic
objectives operate within a broadly conceived time-
scale, their pursuit being identified and cvaluated in
terms of a general rate of progress — not by pre-
specificd deadlines or performance targets.

Uses. To this point, all purposes have been purely
ends-based. The means have been another type of end
one level lower. However, at this level (and the next) it
becomes possible and necessary to speak of means with-
out moving down a level.

Strategic objectives arc used to realize developments
and gencrate unambiguous achievement. They ensure
that initiatives and developments are adapted to the
realities: and are to be found guiding plans, focussing
directives and driving operational programmes.

In many situations, it is not at all clear how a strate-
gic objective is to be achieved. Such challenging
objectives need to be elaborated using a variety of sub-
ordinate objectives which together constitute the
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strategy (or sometimes the strategic plan). The strategy
is a means of intervening powerfully in a complex situ-
ation. Strategic (sub-)objectives are a set of outcomes,
not a series of actions. Their pursuit is justified by the
promise that together they will bring about the realisa-
tion of the main strategic objective. Because the real
world does not automatically bend itself to an indivi-
dual’s desires, the strategy may well involve deviations
from existing ways of doing things. It is essential to
recognize that a successful outcome is defined by the
main strategic objective, not by achieving one or more
sub-objectives within the strategy. Many elements of a
strategy might well be achieved without producing the
desired outcome. This is evident from a hypothetical
example laid out in Table 3.5.

In large organizations, people have a great deal of
autonomy. Without strategic objectives, they feel in the
dark about how they should direct their initiative. If
internal priorities arc not transformed into strategic
objectives, staff are likely either to ignore the internal
priorities, to engage in mindless opportunism, or to use
priorities for their own personal or factional advantage.

Strategic objectives share with internal priorities a
concern to affect the organization as a whole without
necessarily being comprehensive in scope. As indicated
earlier, political choices on their own appear weak and
unconvincing and typically call for the articulation of
associated strategic objectives and strategies. Together
the result is a policy.

Changing Health Services Policies: Over the past forty
years, the emphases in European health services have
been [in chronological order): 1o provide access for
patients to physicians, to build hospitals and develop
hospital care, to provide services for neglected groups, to
improve management, 1o control medical manpower, to
confain costs, and 1o develop care in the community.
These are all internal priorities and highly politicol.
Although they were similar from counlry 1o country, the
sirategic objectives for pursuing these varied greatly. For
example, the priority to develop bospitals and hospital
care was pursued in the U.K. via national ownership; in
France, by developing private forprofit hospitals; and in
the Netherlands by developing nonprofit voluntary
hospitals. Ex. 3.10'®

Omission. Lack of strategic objectives and an asso-
ciated strategy results in the organization making a
weak disorganized impact. In the commercial world,
rival firms penetrate the firm’s markets. In public ser-
vices, government priorities do not get implemented
and finance allocated to particular areas of need are
diverted.

Money is frequently allocated by Government agen-
cies or charitable foundations on the assumption that it
can be spent to produce desirable results simply and
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Table 3.5: Distinguishing strategic objectives and strategies. Many local government authorities may
conclude that ‘we must improve our social services for the increasing numbers of elderly’ — the internal priority. But
each would probably require a different main strategic objective and a range of different strategic subobjectives as

illustrated here.

Main:Strategic.Obijective

Detailed:Strategy;

Council #1: A wider range of domiciliory care ser
vices should be provided flexibly to assist those with
multiple severe disabilities. To be introduced over
@12 months.

We will do this by improving our ligison with health
services, crealing o new unqualified post of home
carer, and by computerizing care plans for central
monitoring.

Council #2: Day care services in the North seclor are
poor. Numbers of places must be increased by at
least 20-30%, and more up-todate methods of man-
agement infroduced over 2-3 years.

We will do this by refurbishment, changing our policy
for eligibility, introducing @ more highly graded
manager. and by offering specialized training for
existing staff.

Council #3: Our housing provision is inadequate due
to an influx of elderly newcomers. We will get 20
new units of sheltered housing over the next 5 years.

We will do this by involving local Housing
Associations, obtaining o profile of future needs,
releasing land for development, and contracting with
voluntary bodies.

directly. This is probably the exception rather than the
rule.

lnter~organizationa] initiatives, commercial or
governmental, frequently come to grief because of the
inability of the separate organizations to agree on a
common strategy. Mergers of companies, for example,
frequently fail to deliver the desired synergies. Each
organization is happy to accept the funds or to carry out
tasks — building new facilities, cmploying new staft,
marketing a product — but each wishes to retain its
own perceptions (assumptions, definitions) of the situa-
tion. Resolving such matters would generate conflict
and potentially put the joint venture in jeopardy, but

avoidance is liable to mean certain and total failure.

Greer and Rozas'” have described in painful detail the
failure of a U.S. Foundation’s multi-million dollar
attempt to assist integrated provision of services for the
underprivileged. After the money was spent the clients
would not come and the professionals would not agree
on how those who did should be handled. Money
was poured in (appropriately) to support a political
initiative, but money by itself does not make things
happen.

The two common problems of too much or too little
strategy may not be initially recognized. Absence of
explicit strategic objectives may not seem to matter if
activity can be driven by action plans filled with time
deadlines. The result is chaotic compulsive activity
which implicitly embodies assumptions about the situ-
ation and progress. The direction that evolves is
described, retrospectively, as the strategy.
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Abstract or ‘shelf” planning is the reverse situation in
which there is a voluminous explicit strategy which is
utterly disconnected from action. A genuine strategy
must include examination of assumptions as to com-
pliance by those involved, and must specify ways of
dealing with the world's characteristic refusal to fit in
with head office initiatives.

Motivation. Purposc at this level is finally about
producing an actual significant outcome. The type of
motivation that drives achievement is intention.
Intention is an inner state which develops once a clear
tocus for concrete achievement is defined. Intention
lcads to the formation of inner plans.'s It might be
described as an impersonal or pre-personal motivation,
because a person’s intention can be activated in respect
of matters which he does not particularly care about.
Intention is activated by work to be done now, whether
for money, as a favour, or out of obedience. In such sit-
uations, personal identity (as expressed by desire,
interest and higher motivations) serves as a context.
Intention is a property of human existence: a strong
sense of intention provides for vitality and is the basis
for thriving on life.

Intention depends on the creation of an image of an
end state of affairs. This image needs to be kept in mind
until the world has been transformed to correspond to
it. The importance of imagery is now recognized in
management education. Top executives are exhorted to
develop a vision of the future and to produce a vision
statement for staff."?
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Without sustained intention, a feasible strategy will
not be realized. Sustaining intention means refusing to
be deterred by setbacks or obstacles for as long as it
takes to complete the task. People vary greatly in their
capacity to sustain intention.”® At the one extreme,
some people with severe learning difficulties cannot
sustain an intention for more than a few minutes; and at
the other extreme, there are individuals who can sus-
tain an intention for many ycars, even decades until a
complex initiative comes to {ruition.

Many initiatives in large organisations fail not
because of lack of commitment but because of the
absence of any real intention to produce change. Top
exccutives too often speak of culture change and of
dedication to quality (or whatever the latest fashion is)
without any vision of the end state and no genuine
intention to produce results. A vision of any consc-
quence requires strategies which may take several years
to produce results. Instead there is a quick fix, a few
meetings, an exorbitant fee [or management consultant
input, and soon it is all forgollcn; or subsumed by the
next management fad.

Responsibility. Strategic objectives engage with
the complexities of the social world on behalf of the
enterprise as a whole. They demand mobilization of
resources and call for decisive intervention in the flow
of social processes. Everything of potential relevance
must be taken into account. This is a tall order, and the
assignation of responsibility nceds to recognize this.
The etymology of strategy is the Greek strategia which
means ‘office or command of a general” (OED).
Strategies in large organizations (or fully developed
subsidiaries) are set by a chief executive who is a gen-
eral manager. The chiel exccutive should ensure that
conflicts about whether choices are feasible and effec-
tive are resolved, and that obstacles are somehow cir-
cumvented.

Evaluation. Strategic objectives must be defined so
that it is unambiguously evident in due course whether
or not they have been achieved. Evaluation of strategic
objectives before the event is therefore a matter of great
concern, Well selected objectives mean that the enter-
prise can succeed brilliantly — poorly sclected objec-
tives mean that it must muddle along or possibly fail.
Evaluation should take place while developing strate-
gies, because retrospective assessment of the strategic
objective itself is far less significant than an anticipatory
assessment.

Numecrous quantitative tools and theoretical prin-
ciples analysing and inter-relating markets, products,
operations and so on have been devised to aid strategic
thinking.z' It is in the nature of such tools that they can-
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not be situation-specific. Strategic objectives, though
based on facts and principles, can never be determined
by them. Things like needs and problems or appro-
priate responses to these are not incontestable givens.
Strategic objectives that appear to flow logically from
data-based analyses must be treated with caution
because the underlying data are selected and collected
using assumptions or desired definitions as to the nature
of things; assumptions underlic necessary analyses; and
the integration of data and data analyses into a coherent
whole picture is itself a matter of interpretation. The
intrinsic requirement that strategic objectives must
define reality (rather than the other way around) is
often forgotten in a desperate attempt to reduce uncer-
tainty.

Closing the Pits: The strategic abijective of UK's National
Coal Board, to close uneconomic pits, led to a yeardong
stike by miners in 1984-5. The facts and figures put
forward by the NCB appeared convincing and most
debote either asserled or contradicted these facts.
However, a large number of assumptions — about the
operation of pits, about the coal industry, and about the
energy needs of the country — were buried in the focts
ond figures. Dilferent assumptions associated with differ-
ently arranged locts would have led to o different strote-
gic objective. Ex. 3.1122

Qualitative approaches like SWOT analysis, which
focus attention on the strengths and weaknesses of a
business and the opportunities and threats it faces, are
also useful but are again limited in their coverage. The
real world includes things like the economic environ-
ment, political trends, alterations in markets, techno-
logical (le\'elopmcnm, shifts in government policies,
attitudes of stakeholders, the mood of the work-force.,
and reactions by competing organizations. Often it is
not clear whether such matters are relevant to the
matter in hand, and. even if clcarl)' signiﬁcant‘ the
extent and nature of any effect is uncertain. Situations
can be analysed, risks can be systematically hedgcd and
data will always be important, but a sensitive judge-
ment of the situation cannot be removed as the final
arbiter of the quality of a strategic objective.

Limitation. The strategic objective, cven with its
strategy, still floats above immediate specific action. It
does not determine preciscly how obstacles, foreseen
and unforeseen, arc to be overcome, how daily changes
in the situation are to be handled, how available
resources are to be used, or how activitics are to be
adapted to mect regulations. Nor does it say exactly
when anything is to be donc. The strategy therefore
needs to be implemented using scheduled tasks or
operational plans. This brings us to the final and lowest
level in the purpose hierarchy.
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L-1: TACTICAL OBJECTIVES

Nature. Tactical objectives are the purposes of
specific practical tasks or necessary actions on the way
to producing the desired outcome. Because they are
steps towards a pre-defined achicvement, they are tac-
tics: i.e. pure means. Tactical objectives are inherent in
any action taken, so they are sometimes referred to
simply as activitics. The end result, evident from the
objective, ought to be capable of being directly linked
to the strategic objective or sub-objcctives within the
strategy.

The concern in setting tactical objectives moves from
doing the right thing, to doing the thing exactly right;
from what to do to how to do it. Time is no longer just
a guide for objective-setting and action, but the primary
framework. Tasks are always set, implicitly or expli-
citly, with sharp deadlines, end-points or time-targets.
So a tactical objective may be defined as a purpose
which specifies a precise result 10 be produced in a
defined period of time. The deadlines may be as short
as onc day or less, and are probably not meaningtul
above ten years. In organisations, tactical objectives
with shorter time-scales tend to be called task objec-
tives, while those with longer time-scales may be called
operational objectives.

Concrete detailing and quantification of tactical
objectives, including sub-objectives and related pro-
grammatic specifications, may be taken as far as rele-
vant or desired. Hence these objectives are referred to
as the nuts and bolts of the scheme. Focusing here is
getting down to brass tacks. Work is now said to be at
the sharp end.

Tactical objectives often need to be specified in con-
siderable detail. A linked set of tactical objectives forms
an action plan or operational plan. Such programmes of
action may include specific sub-abjectives, which them-
selves may be further broken down into sub-sub-objec-
tives and so on as far as necessary for precise controt of
the action process.

Uses. Tactical objectives are, above all, adaptive. For
example a strategic objective to provide a more wel-
coming reception area for clients must be implemented
with tactical objectives adapted precisely to the circum-
stances. The manager involved must set objectives
which take account of the personalities of existing
receptionists, the rotting floor-boards in the hall, the
impending vacation of the works officer, the overspent
budget for furnishings. and so on.

Because tactical objectives refer to specific and casily
identifiable end-points in given concrete situations,
they lend themselves to detailed planning and quanti-

fication. So tactical objectives are invariably used for
progressing. monitoring and evaluating work .2} They
are always evident as the means, whether for an urgent
directive, a current project, or a long-running opera-
tional programme.

The danger here lies in mistakenly identifying tacti-
cal objectives with what actually has to be achieved.
Because a strategy is so much more than any particular
set of tactical objectives, it is possible to meet an action
plan in all particulars and yet fail to implement a
strategic objective. The classic joke of attempting
management by numbers shows a Soviet steel factory
producing one giant nail because achievement was
assessed by tonnage; and then in the next year produc-
ing millions of tiny pins when achievement was assessed
by numbers of items.

M.m)v very short-term objectives are never written
down or explicitly set, However an enterprise of any
complexity requires certain tasks to be specified in
detail and assigned appropriately. Tactical objectives are
to be found in protocols, task lists, action plans, rotas,
schedules and similar documents.

Work should be personal rather than mechanical. If
itis, then meeting tactical objectives involves the use of
judgement and leads to each individual doing the same
task in a slightly different way. Two major requircments
of any work programme stand out: first, there should
be rapid and effective resolution of conflicts between
equally acceptable wavs of achieving the same end
result; and, second, necessary tactical objectives should
not be omitted or duplicated.

Omission. I tactical objectives are not properly set,
then work simply does not get done or it gets done
incorrectly, inefliciently or inappropriately. This is
what has earned bureaucracy its bad name.

Bureaucracy: A civil service administrator was sent o
memo asking for a report on the handling of public com-
plaints ‘as soon as convenient’. When asked for the
report the following week, he explained that he was
wailing for some staffing details. The committee which
needed the report was to meet that day, so the review
had to be postponed a foright. Worried by the
apparent slur on his performance, the adminisirator pro-
duced a 50 page document. But this was unusable by the
Committee which required a 2 page account of progress
and problems in infroducing training for the new systems.
Again the item was held over for o fortnight 10 owait his
revision. This time the report was accepled.  Ex. 3.12

Conflicting specifications usually stem from inco-
herent role definitions, absence of assigned respon-
sibility, or duplication of responsibility. Schemes like
management-by-objectives attempt to minimize such
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problems, but structural deficiencics in organizations
may be so severe as to resist such remedies. When pur-
pose is ignored and everything is action-oriented, chaos
grows and meetings grow larger and larger, and ]onger
and longer as everyone attempts to check and influence
every action that others wish to take.

Motivation. The type of motivation required by
tactical objectives is illustrated by considering an exam-
ple. What motivates us to go to the King St. Branch,
when our tocal supplier is shut with a notice on the door
saving 'All enquiries to the King St. Branch'? The
dri\'ing intention to obtain supplies remains, but if
we wish to fulfil it, then we have no option but to set
a new tactical objective driven by our awareness of
external reality. So awareness, sensory in nature, seems
to be a motivating force which is in the service of
intention.

Excessive focus on producing results in the absence
of a strategic vision and higlxcr values is dehumanizing,
Work of this sort is mind-numbing labour. It is akin to
slavery and is insufficient to sustain human uniqueness.
Machines can perform better if a reflex to sensory
awareness is all that is required. A workaholic may find
a task-centred life sustaining, but healthy people do
not. So large organizations can only produce results by
an intensive task-centred approach for short periods
before hostility and tension increase and stafl start
leaving,

Responsibility. Tactical objectives must be set by
people whase focus and responsibility is on doing things
or getting things done. When the things to be done are
decided by others, the responsibility is that of an agent.
In organizations, tactical objectives are set and pursued
by top officers, managers and workers within the
executive structure. The general term I use to cover all
such employed stall'is: executants.

Executant roles are typically, but not invariably, built
on some form of managerial hierarchy designed to
ensure control and performance of the necessary work.
The need to assign responsibilities so that time-targeted
objectives are progressively met without duplication or
omission led Jaques to identify a structure of ‘levels of
work’ based on differing time-spans of tasks. 2

Evaluation. Tactical objectives lend themselves to
evaluation both prospectively and retrospectively.,
Prospectively, the rationale for the tactical objective
should be self-evident. Itlics in a superficial demand for
the results or activities referred to. The feasibility of
tactical objectives should also be self-evident, although
it must be recognized that more complex tasks will not
he feasible for less capable individuals. Many associated
aspects of the task may be analysed and quantified in
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advance — like specific resource allocations, specitic
times, specilic places, specitic methods, specific per-
sonnel. Such quantification makes it easier to deter-
mine retrospectively whether or not performance has
been adequate.

Termination. The virtue and limitation of tactical
objectives are that they are purely mcans-oriented.
Their meaning comes from the way the results which
they generate contribute to a pre-defined strategic
objective. If the tactical objective is pursued effectively,
then results will follow. These tactical activities and
results have an additional intrinsic value in that they
express higher values as well, especially those defined as
priorities. In addition, activities have many unforeseen
consequences. So the pursuit of tactical objectives may
reveal or realize values which were not previously
noted or desired. In any case, the translation of values
into action is now complete and no further still lower
levels are logically or practically required.

REVIEWING PURPOSES AND
THEIR MISHANDLING

In cxploring purpose and action, 1 have focused
mainly on organizations, partly because of their impor-
tance in modern society, and partly because the
frequency with which managers make serious and
avoidable errors is so disturbing. Some brief comment
on organizations and their dystunction may help firm up
an appreciation of the significance of the five levels of
purpose.

Organizations. Organization is the way that things
get done in society, and organirzations are creaturcs of
purpose whose role is to do things. Organizations are
defined by principal objects and meet social values. If
our concern is the pursuit and realisation of values and
the practical creation of a better society, then organi-
zations are the vehicle tor this endeavour.

The framework can be applied to any type of organ-
isation, not just to giant bureaucracies like the NHS
where it was first developed. It can be used, for
example, to give a slant on the particular strengths and
weaknesses of different sorts of organization, as illus-
trated in Table 3.6.%

Although the framework has been presented pri-
marily in relation to whole organizations, it may be
applied within an organization to any coherent deci-
sion-making section. So although Acme Universal Ltd
may be the primary legal entity with formal principal
objects, its divisions and subdivisions have their own
principal objects, and so do supporting departments
like accounting or computing, and so do specific posts.
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Table 3.6: Types of organization. Three different kinds of organisation ore compared crudely in terms of the
way that purposes of each type are likely to be pursued. The andlysis reveals different structural sirengths and weak-
nesses. The quality of the purposes actually set and the way matters are handled may overcome the weaknesses or
may fail to take advantoge of the strengths. [level 1 purposes are embedded in actions and are not relevant here. )

' Entrepreneur-controlled” Professional .
Level ‘, "!',.E,Morpris'es Practices ' ,Adlhpc?_[gglq;a_'
“ofPurpase: —— i E——
5 e.g. rapidly growifig e.g. group architecture' or e:g: academictinslifute’or
small-businesses: - medical practice design consultanéy*
L5 Strong Strong Strong
Social~+~ | Highly personal, but do not Held personally as a Essential cohesive force of
svaluest~, { needto be widely professional, and very the group, and generally
recognised in sociely. widely endorsed in society. supporied in society.
L4 | stong Strong Weak
Principal” | Personally decided, and Based in a formal discipline, Tends 1o be overridden by
“objects '| easily aliered. so wellunderstood by projects in hand and self
members. development needs.
3 -y, Strong Weak Weak
Internal | Controversy is rapidly dealt Controversial issues are Lengthy debates and
priorities ¥ with, and those who object generally avoided. irresolution are common
| are removed.
-2 Strong Weak Weak
Strategic’ ‘| Strategies can be bold, Painstaking negotiations Disjointed strategies sub-
“dbjectivest | ambitious and long-ferm. are required to gain agree ordinated to environmental
ment. demands.

The multiplicity of these endcavours and the varicty of
lower level purposes within each is what makes deci-
sion-making in large organizations so complicated and
liable to go wrong, %

Purposes may be the source of intra-organizational
dysfunction in many other ways. They may be absent,
unrealistically devised, poorly formulated, poorly com-
municated, poorly understood, confused with rules or
methods, and so on. Such problems have been long
recognized, and little needs to be added here. It is
worth mentioning however that although task objec-
tives and principal objects have long been assigned
significance in management textbooks, only in recent
decades has it become fashionable 1o emphasize strate-
gic objectives and social values.” And the textbooks are
ahead of the field. Most managers, even successful
ones, confuse the forms of purpose and do not fully
appreciate the human energies and collective forces
which are released when cach is used effectively.

Multiple Omissions. Thus far, the examples
showed just one level of purpose being omitted.
Sometimes several levels of purpose are by-passed. In
voluntary associations, we have noticed a tendency for
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groups to move directly from the reassuring and
comforting work of affirming social values and prin-
cipal objects to deciding on immediately satisfying
activities (tactical objectives). The social values and
principal objects enhance morale and feelings of group
cohesion, and the tasks reinforce this with a sense of
achievement and group effectiveness. However sooner
or later, the undiscussed, unresolved and contentious
political issues push through. And the lack of any strat-
cgy vitiates any substantial progress. Because contro-
versy and contlict are disliked, specific structural and
procedural arrangements are not instituted to handle
necessary debate and ensure that necessary decisions
are taken. Textbooks presenting the dichotomized
goal/objective model of purpose are in danger of pro-

pagating this pathology.

Baptist Church Objectives: A standard textbook, which
argues that only two sorts of purpose are needed, uses the
programs and objectives of a Baptist Church as one of
their exomples. The programs, as presented, are typical
statements of principal objects: e.g. To proclaim the
Gospel to ofl people’ ond To promole worship”.
However it feels incongruous to follow the authors’ sug:
gestion and move from such broad goals to tactical
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obijectives like: ‘To establish a chusch evangelism commit
tee by April 15 and To involve ol institulionalized
leldery and otherwise] members in regular church wor-
ship by June 1st", Unless this is an unusually united or apa-
thetic church, there will be differences of opinion on how
‘all people’ should be interpreted, disagreements on the
different ways to persuade members to worship, and con-
flicting views on which institutions con realistically be
approached. Ex. 3.1328

Confusing Levels. Another common problem
arises from confusion between levels. Social values may
be presented as strategic objectives or misused as a
principal objects; tactical objectives may be treated as if
they were internal priorities or be made to stand in for
strategic objectives: strategic objectives may be des-
cribed as alterations to the principal objects or sub-
stituted for political choices; and so on.

We have been particularly struck by the tendency for
public sector policy documents, which ostensibly
develop priorities and strategies, to be packed either
with social values or tactical objectives. For example, in
response to the need for a preventive care pulicy, one
health authority stated that its policy was to prevent the
preventable (a social value); and another stated that its
policy was to appoint two new health education officers
by the end of the year (a tactical objective). The policy
for mental illness for one Health Region covering 4
million people would have made a fine chapter in a text-
boak, with its exposition of social values and principal
objects, but it was utterly useless for managers facing
hard choices. Businesses are not much better, but they
usually keep their confusion private.

Mentor Grophics’ Muddles: The President of this
Corporation grophically described ‘the power of vision to
weaken a company’. What in toct weakened the comr
pany was the President's lack of any understanding as to
what constitted a vision, what soris of purposes were
needed, and whot each soit could and could not do. The
vision moved from beat Daisy’, their main competitor (o
temporary priority), 1o ‘our six boxes' i.e. their main busi-
nesses linformal principol objecis} 1o ‘the 10X imperotive’
[an impossible stiategic objective), 1o ‘change the way
the world designs’ (a poorly formulated visionory aim
based on an ulimate value: see Ch. 4}, and finally to
‘build something people will buy’ {an established social
value). Never af any stage in his account did the President
refer 1o a vision in the sense of one or o few encompass-
ing feasible ond desirable strategic obijectives which
addressed the main issues and would maximize the
impact of the firm in its siluation. Ex. 3.14%°

Muddling levels, as Mentor Graphics found (Ex.
3.14), can lead to a failure to develop consensus and
stimulate motivation. This hinders personal fulfilment
and may even jeopardize the survival of the organiza-
tion. Muddling levels can also lead to a failure to con-
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front and resolve controversial issues. Muddles obscure
real agreements and disagreements, produce fudges,
prevent reasoncd discussion, and generate inappro-
priate and ineffective action. Muddling purposes
means, at best, muddling along.

The multiple permutations and combinations of
logical and practical errors arc the very reason why our
understanding of purpose has been so poor. Disen-
tangling them is fascinating.

Readers arc encouraged to test out their feclings for
the ideas by applying the schema to an initiative or orga-
nization they know well. In time, the reader will not
only judge that it is unwise but also find that it is impos-
sible to specify a purpose of any sort without being
aware of its deeper nature and function.

TRANSITION

Purpose is one of the fundamental particles of social
existence. Like the proton, it has an inner structure of
definable particles which do not exist on their own in
nature. Repeatedly, we found that muddling up the
types of purposes or using less than five types when
pursuing an activity was damaging or cven disastrous.
Practical things like determining resource allocation or
assigning responsibilitics would then go wildly astray,
and people would become confused and contlicted.

The framework is an ends-means hicrarchy in that
purposes within each level answer the question ‘why?’
to purposes in the level below, and ‘how?’ to purposes
in the level above.

Ends-means hierarchies can be defined within cach
level. Centuries ago Aquinas suggested a conceptual
hierarchy of social values, and more recently others
have done likewise. The usefulness of hierarchics of
sub-objectives within principal object. internal prior-
ity, strategic objective and tactical objective levels has
been referred to, and is well-established in the acade-
mic literature. However, all such hierarchies are of less
social and practical importance than that defined by the
present framework *

It is the transition across from one level to the next
which emerges as by far the most significant and poten-
tially controversial in social terms. As if to confirm and
validate the level boundaries, society has spontancnusly
generated distinctive entities for controlling large scale
activities. At each level, a societal structure is given the
authority and responsibility to determine the purposes
to be used. These have been identified in organizations
as follows: social values (L-3) — wider society; prin-
cipal objects (L-4) — constituting body; internal
priorities (L-3) — governing body; strategic objectives
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Table 3.7: Organizations and society. The diagrom shows the use of purposes 1o deal with organizational
identity and to handle relationships with the social environment. Note that ot the upper levels society impacts on the
organization, and at the lower levels the organization impacts on sociely. Note that change generated by the lower
levels is within the continuity established at the higher levels.

ORGANIZATIONAL TYPE RESPONSIBLE ORGANIZATIONAL
RELATIONS OF PURPOSE BODY IDENTITY
Purposes [_ Social valves —  Wider society ] Purposes
providing establishing
orientation. Principal objects —  Constituting body | identity.
Internal priorities —  Governing body
—
Purposes Strategic objectives —  Top officers Purposes
generating supporling
impac!. Tactical objectives —  Executants __ | identity.
(L-2) — top officer body; and tactical objectives  poses set at other levels, about the use of emotion and

(L-1) — executant body. The powers of each of these
sources of authority become more focused and
immediate, but also more limited in scope, as the
hierarchy is descended. Getting them all to work
together depends on recognizing the framework on
which they are based. Table 3.7 summarizes what has
been analysed so far.

Much much more can be said about the use of the
hierarchy, about how each purpose contributes to the
formation of other purpose-based tools, about the
influence that purposes set at one level exert on pur-
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logic in devising purposes, about the relation between
people and their social environment, and about the way
that value conflict is resolved and ethical judgement
clarified. But, before such things can be addressed, the

hicrarchy must be completed.

Five levels suffice when the focus is on pursuing values
through action, but not when our concern moves to
developing values for action. Examination of the value
context {or action revealed two more and final levels in
the framework. These are described in the next

chapter. £



Master- The hierarchy of purposes used to translate values into action.
Table 1 The Toble summarizes properties of levels in the hierarchy which relate most directly to activity
Note that the ‘typical format’ is illustrative only. See text and MasterTables 2 and 3 for further details and explanations
L | Type of Definiti Typical Experience Value/Action Link to Temporal
Purpose inition Format and Activi Relation Resources Perspecti
po chivity pechve
5 | Social A freely shared need- ‘We all need and wanl Intuition of many Value consensus Provides the social Present and
value based value serving a X varied possible crossing endeavours potential for undefined
specitic community. [X = the social value.] and worthwhile social bodies and obtaining resources. future.
activities. insfitutions.
4 | Principal An activity defining the A issetupto . X.. Idea (i.e. type or Value consensus Indicates general Present and
object identity of an endeavour. [A = organized entity: eg category) of specific  within a defined level and type of defined or
project, group, person; worthwhile activities.  endeavour. resource base undefined
X = the principal object ] required. future.
3 | Infernal A degree of emphasis *.X.. is more important Emotion Valve/valve conflict Provides the Present and
priority among valid values or than ...Y.Z... now' surrounding within an endeavour rationale for immediate
actions for immediate use.  [The preference for X over likely activities in general or in a allocating resource future.
Y.Z .. is the internal priority.]  (basis of politics). particulor situation.
2 | Strategic A desired and feasible ".X.. must be achieved Image of the Volue/action conflict leads to mobilization  Rate of
objective  outcome which maximizes  over the next ..t..’ outcome of activities  within an endeavour and deployment of progress in a
impact. [X = stralegic objective; (basis of strategies). in a particular resource. defined future
t = approx. time period.] situation.
1 | Tactical A precise tangible time- “X.istobedoneby .T  Awareness of Action/action conflict  leads to resource Precisely
objective  targefted resuli which is @ so as to achieve Y.’ activity delails within an endeavour being produced defined
step to a desired outcome.  [X is tactical; Y is strategic; (basis of tasks). in a particular and consumed. future.
T is the time-deadline.] situation.

© Warren Kinston 1987,1993
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Chapter 4

Exploring Value

Purpose is an essential concept for understanding
and determining both personal and social action. In the
last chapter. it became apparent that certain statements
of purpose are statements of value. The focus in this
chapter is on values themselves: what they are and how
they differ from level to level,

In examining values and talking to people about what
they mean by values, we uncovered yet more confusion
and muddle. As with purpose, value is used in widely
varying ways both in everyday life and in the academic
literature. For many people the notion of "developing
values’ sounded meaningless or esoteric. When it is
explained that a value is what is important to you, that
social groups are built round what their members think
is important, that what anyone thinks is important
changes over time, that each of us can and must decide
for ourselves what is important, then developing valucs
suddenly makes sense. It is something we all do all the
time.

INTRODUCING VALUES

The idea of essentially difterent types of value in a
hierarchy is not commonly appreciated. The usual dis-
tinctions are dichotomous. Value is divided into: moral
values (like honesty) versus non-moral values (like
driving a car); or values as ends (like truth) versus
values as means (like fair prices):; or primary sclf-
evident common values (like education) versus scc-
ondary contentious sectional values (like rote learning):
or abstract values (like theories) versus concrete values
(like property); or spiritual religious values (like hope)
versus  temporal secular values (like  shopping).
Unfortunately, as we found in the conventional two-
fold division of purpose, the merit of simplicity of such
analyses does not compensate for their [requent in-
adequacy in practice.

In Chapter 3. 1 identified five distinct types of pur-
pose and showed that they are hierarchically related.
The function of the hierarchy, when dcsccmling, could
be scen to be the progressive translation of values into
action — until a level precisely defining necessary tasks
is rcached. A way to appreciate types ol value is to
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recreate the hierarchy from the bottom up. As one level
succeeds another ascending the hierarchy, we can
abserve how different forms of purpose have the quality
of values, and how the value clement becomes progres-
sivelv more purified. In other words, the dominance
and particularity of purposes at one level can be over-
come by a higher more value-imbued conception of
purpose — until a level of pure value is reached which
all can share in all situations.

So we will now recapitulate the hierarchy from the
perspective of value starting with pure means. Tactical
objectives (L-1) specify finite tangible results to be pro-
duced to a time deadline. These purposes, inherent
in any action at all, are devoid of intrinsic value and
make little or no sense unless they are clearly steps
towards a desired achievement. Precisely what is to be
achieved is contained in the specification of a strategic
objective. Strategic objectives (L-2) specily desired
feasible outcomes which maximize impact. But any
given outcome is never desired by all people affected by
it. So any strategy needs to take into account a variety
of values. Ensuring that progress is governed by
preferred values is achieved by specifving internal
priorities. Internal priorities (L-3) specify relative
preferences or degrees of emphasis among valid values
or actions for immediate use. [deally, they quantify the
degree of emphases to be given to each possibility.
However, not everything is of intercst to whomever
owns and sustains the endeavour as a whole. So
boundarics to possible choices need to be set by
specifying principal objects. The principal objects (L-4)
specily thosc activities which define the identity of the
endeavour. In doing so, they demarcate activities and
can create organi'/.cd bodies. However, no activity or
organization will survive for long unless it is supported
by the surrounding community. Wider social endorse-
ment can be obtained by specilying and using social
values. Social values (L-5) specify actualizable freely
shared community-based values which meet needs and
keep open possibilities tor action. These values justity
social institutions, organizations and activities of all
sorts without being tied to any particular one.
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The Need for Higher Levels

The framework of five levels just listed is an ends-
means hierarchy in that purposes within each level
answer the question ‘why?’ to purposes within the level
below, and *how?' to purposes within the level above.
This raises the interesting question of what happens at
the top and the bottom. Is the hierarchy endless? The
answer is: No. We noted in the last chapter, that we
cannot sensibly ask ‘how?" of a 1actical objective. But
asking "why?’ of social values leads to a quite difterent
result.

the values which

overtly drive activities without defining or limiting

It is apparent that social values

them — may themselves be developed. debated and
promoted independently of action. That is to say. we
can intelligently ask the question 'why?' of social
values. For example, why is it that we all need and seek
such specific and practical values as schools for our
children? or efficiency in our public services? or un-
polluted air? Such questions must be answered by
appealing to somcthing purposive, but yet more general
abstract and explanatory than the social values them-
selves. This purpose or value would be logically found
in a level above [.-5.

Of course, practically-minded people do not usually
question social values. Nevertheless, in discussion, thcy
can and do justily their values by offering a rationale.
Let us take, for instance, the social value of education
for children. Pushing someonc to justify education
might lead them to say that it is necded to get a good
job, or that going 10 school is the basis for learning to be
a good citizen, or that education allows the child to
develop itself. Any one of these (or other) notions
could be elaborated further into a full-blooded defence
of cducation.

What this man-in-the-street is offering is a theory
about why education is a social need worth holding
And what is this theory if not a value? I will be calling
explanatory ideas or theories a value system. Such values
may look much like social values, but in fact they are de-
batable ideas which offer understanding and explanation
— not self-evident needs promoting general action.

A more philosophically-minded person might well
have given a different sort of answer. While believing
that education is important because of its link to social
ideals like employment, citizenship, and self-develop-
ment, the second person might go further. This quasi-
philosopher could also claim that education for children
is good because it is the road to their experience of
Truth and Freedom—things which are, and have always
been, of inestimable value. [ will be calling such values
ultimate values.
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Social values and all lower level purposes are eventu-
ally justified in terms of value systems and ultimate
values. These two highest values are purposes in so far
as they identify a future state of affairs and so contribute
to bringing it about. However, the endpoint they
specily is theoretical and abstract. The result is two
levels of purc value above the five-level hierarchy of
purpose making it in all a seven-level structure.

This two-level value context is what makes values
and activity meaningful. In other words, values here
endow life with a sense of rightness and goodness, and
govern all social relations. And yet, such values do not
need to be specified, and may not even be consciously
considered when taking action. In firms, these higher
values tend to be defined when issues of principle,
ideals, culture and vision emerge.

Summarizing the Pure Values

The finding that two further higher levels of purpose
can be elicited beyond the social value level is con-
firmed by a review of the literature on values. Fafue
systems (L-6) and ultimate values (L.-7) have similar pro-
perties to the lower five levels of purpose, and a com-
parable but slightly modified and re-ordered account is
provided in the next two sections. A summary of the
two higher levels of pure value, including synonyms, is
provided below. These two levels are placed in the con-
text of the others in Master-Table 2.

L-6: Value systems are interlinked or complex
valued ideas ordering understanding within a social
domain. Although they are frequently used to justify
enduring values and activities, they can be entirely
hypothetical and divorced from existing society and
current activitics. Common synonyms include: belief,
principle, assumption, ideal, lheory, ideology, para-
digm, intellectual framework, school of thought, doc-
trine. Value systems are the basis for socialization and
social division, creating intense loyalty amongst ad-
herents and negativity in others. The typical format for
their expression is: *We all believe and want ..X..” or
“We believe X and so we want ..Y.Z..” — where X is
the value system and Y and Z are directly implied social
values or endecavours. For example, X might be effi-
cieney, and Y and Z might be routinization and automa-
tion of jobs. Being so partial and diverse, value systems
do not provide absolute justification, so a higher level is
required.

L-7: Ultimate values are universally accepted and
cternally pursued states of being. They can only be fully
appreciated by people as individuals who, when acti-
vated by them, feel uplifted and inspired. Although
utterly abstract immutable and experiential, their
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articulation is culture-bound. The typical format for
their expression is: “The human race has always striven
for..X..” — where X is the ultimate value. Typical ulti-
mate values are peace, compassion and truth. if we say
that people have always sought efficiency in the use of
limited resources, then efficiency is being elevated to an
ultimate value. Common synonyms include: universal
values, being values, meta-values, absolute values and
inspirational values. Ultimate valucs are the source of
the sense of good and evil, and are used to describe
deities. Ultimate values can be defined in terms of each
other and are the final social justification for hypotheti-
cal ideas, actual values and activities, so no higher level
of purpose cither exists or is needed.

Each of the higher levels will now be described in
detail. On this basis, 1 will clarify the nature and pro-
perties of values. The upper five levels of purpose,
which are all values, will then be re-examined from this
new perspective.

L-6: VALUE SYSTEMS

Nature. A value implies that something is impor-
tant: the something here is an idea. Value systems are
complex valued ideas used to order understanding
within their particular domain, and so justify social
values and endeavours. Such ideas are sometimes called
idcals. A value system, as the name suggests, implies
that even single ideas are always complex and analysable
as an inter-linked or inter-related set. The idea of
customer-responsiveness, for example, includes ideas
of promptness, helpfulness, service. courtesy and so
on. Value systems are to be found (or can be elicited or
picced together) in all societies and enduring social
groups, in all academic disciplines, in all industries, and
indeed in all domains of human interest and activity.

Idcas are always present even if the people involved
are unaware of their nature and force. It is impossible in
practice, to approach any domain of activity if we do
not assimilate and use certain ideas associated with it. If
nothing is available, then we turn away or ignore the
domain as meaningless or irrelevant, until those intel-
lectually more adventurous souls blaze a trail of think-
ing for others to follow.

A variety of labels for value systems have come into
use. Single or loosely connected ideas are often called
principles, beliefs, assumptions or ideals. 1deas lends
themselves to being systematized. Ildeologies are sys-
tematized value systems. Some now use this term
beyond its political sense to include purposive thinking
and values inherent within anv social sphere of action.'
The term philosophy may be used in a similar way (e.g.
the philosophy of the Steiner system of cducation).
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School of thought is a general phrase capturing these
more rationally organized value systems. Formally
structured systems of ideas are also known as theories,
paradigms, or doctrines. So mathematics, behaviour-
ism and Christianity are all built around value systems.
Because a value system is believed in by its adherents, it
may be referred to as a belief system. Cultures and cults
embody value systems and much else, but sometimes
these terms are used to refer solely to the value system.

Scientific Empiricism: The empiricol value system places
primary significance on data and regords the freely given
widespread agreement of others 1o the faciuality of that
data os cruciol. So the amassing and organizing of ever
more facts is good in itsell. Other volued ideas in the
system include: quantification; precise measurement using
o universal standard unit; obijectivity and verifiability;
reduction of complexity; simple experiments; welkstiue-
tured problems; what exists now rather than in the past or
future. The value system particularly rejects ideas and
reasoning (even though data itself is an idea), the in-
corporation of subjectivity through values or intuition, and
direct approaches 1o complexity. Although all scientists
have a respect for facts, some find empiricism congenial,
while others find it abhorrent. There is no formal or official
stotement of precisely what the empirical value system is.

Ex. 4.1

Value systems are theoretical. Comprehensive and
organized value systems definc a complete and coher-
ent approach to understanding ‘how’ and ‘what’ to
value within their domain. Value systems validate
achievement and are experienced as the principal
source of value within any domain, more important
even than social values.

Value systems are accepted or rejected as a whole. In
certain times, places or arenas, a single or overwhelm-
ingly dominant value system is found. More frequently
in today's complicated world, there arc a multiplicity of
value systems, all apparently equally valid. Where plu-
ralism prevails and a number of value systems co-exist
within a domain, then each value system neccessarily
appears to be distinctive and largely incompatible with

the others.

Value System Clashes: a) Within the mental healih field,
psychoanalysts and psychiatrists adhere to fundomentally
different models of mental illness. In practice, they often
have difficulty collaborating in the way thot would bene-
fit the patient. b In polilics, a variety of ideclogies are
well recognized e.g. fascist, conservative, liberal, social
ist, communist. These represent competing views on
socielal government, and give rise to parties whose rep-
reseniatives fight each other in elections, in the legislature,
and sometimes in civil war. ¢} In scientific inquiry, often
claimed 1o be nomrideclogical by its practitioners, many
distinct competing opprooches hove been identified
[such as empiricist, rationalist, hypothesistesting, and
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systemicist]) with each scientist being primarily socialized
info just one and hostile towards some or all of the others.
dl Religions embody value systems and provoke intense
inter-group conflict despite their promotion of ultimate vat
ves like peace love and harmony. Ex. 4.22

Value systems, such as those in Ex. 4.2, structure
what is to be desired and what aspects of reality are to
be transformed. They thercefore include assumptions
that define reality broadly. By indicating what is impor-
tant and what can be ignored, value systems affect per-
ception, creating blind spots and arcas of intense
lucidity. Although value systems necd not be formu-
lated for action, their significance cannot be ignored.
Lying beyond social values, value systems are an extra-
ordinarily powerful controlling influence.

Motivation. The deep court of appeal in cach per-
son is the integrity of their identity. A person’s identity
is built up through identifications, and value systems are
incorporated through identification. Because value
systems become part of a person's identity, thcj,v are
revealed in spontaneous personal expressions during
activity. Once a value svstem is internalised. it becomes
a source of obligation and a deep compulsion. The indi-
vidual is obliged to adhere to the value system and (as it
feels) the value svstem obliges the person to develop
and apply certain values. So inner authority or obliga-
tion is the characteristic type of motivation that corres-
ponds to this level of purpose. This motivation is social
in nature, in that it stems {rom the internalization of
external systems of authority. The inner sense of oblig-
ation controls and justities action. Its compulsory

quality makes it the mainspring of ethical living.

Adherents repetitively proclaim their support for
their value system as a way of reaffirming themselves,
and generating their inner commitment to action of a
particular sort. Too often, thcy go further and deny the
value and validity of alternative ways of thinking and
acting — even to the point of desiring and pursuing the
annihilation of alternatives and their adherents (cf. Ex.
4.2). Value systems are therefore identity sustaining for
an individual person and powerfully integrative for
groups of like-minded people. Simultancously, thcy are
intensely divisive between adherents of different
systems.

Uses. Value systems arc essential for developing new
social values and opening up new domains of thought
and action. They are a source of attraction and foster
intense adherence and belief. There is a general unease
with this. Before a value system becomes an idea,
theory or paradigm that is universally taken for
granted, it puzzlcs peoplc and secms too extreme, too
simplistic, too one-sided to the outsider — however
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notable the spokesman, however persuasive the argu-
ments, and however numerous the adherents.

Value systems should be seen as an aid to clarifying
and modifying existing values, as an orientation to a
new area, and as a spur to commitment and confidence.
In these latter roles, lhey are essential, being both infor-
mative and sensitising,

For example, academic debates in the 1960s between
the ‘muddling through’ incremental pragmatists and
the grand planning rationalists usefully exposed
assumptions in public policy-making. In the process,
the implications of different ways of deciding issucs
were clarified.? Similarly the debates generated by the
publication of Salman Rushdie's book. The Satanic Verses,
not only exposed differences in the value assumptions
of Western and Islamic cultures, but also provided the
possibility for communication and rapprochcment."

Valuc systems have many other functions. They are
cessential for inner convictions and developing new
approaches to social problems. They are the basis of
individuality for people, social groups and enterprises
of all sorts. They give coherence to social movements
and provide a rationale for causes and crusades.

Articulation. Value systems do not require to be
articulated for action to occur. Nevertheless value
systems can be perceived underlying purposes which
are deliberately set and pursued. Value systems do need
to be articulated in situations of challenge or major
change. Single ideas are easy to affirm, but a set is
nceded to properly appreciate, use and defend any idea.

A person may be responsible for whether or not he
enters or remains in a domain or identifies with one or
other of the value systems on offer. But no person can
be made responsible for ideas in the value system held
by all in a social group. In any case, most people take
their value systems for granted, and the idea that alter-
native systems might be valid seems improbable to
them.

Where the value system is implicit, valued ideas can
be deduced from natural behaviours and unguarded or
quasi-official pronouncements by the people involved.
If sacial groups are to understand each other, then such
clucidation is needed. Exploration of value systems is
generally left to those with a scientific or philosophical
bent, or with a natural orientation to conceptualizing
value concerns. They may be called theoreticians. If the
emphasis is on producing or oversceing action, then
ideological thinkers might be a preferable label (given
that the notion of ideology is not to be restricted to
politics and economics). In religions, theologians
analyse and develop their value system. The better aca-
demics develop theories all the time without thinking of



Chapter 4: Exploring Value

them as value systems or even as social products. But
their theories can have major social consequences —
finance for more investigation, publications, confer-
ences, employment of research staff, promotion. The
ideas might even be used by industry or governments.

Popperism: Karl Popper articulated a particulor approach
to how knowledge developed and science worked. He
vigorously propounded his ideas and was not averse 1o
scientists taking them as @ manifesto for deciding what
was proper science and whal was merely masquerading
as such. The flow of research funds ond the development
of careers are determined by such decisions. Popper’s
ideas are therefore a value system and not socially new
tral. Other useful inquiring systems have locked such an
effective proponent in recent times and have suffered
because of this. Ex. 4.3

Omission. When domains lack valued ideas and
theories, socicty suffers. Recognition of existing com-
munal needs alone is generally insufficient for progress.
Some understanding is essential to determine asso-
ciated or new needs, and to know what to do about
needs. Without any understanding, a sense of uncer-
tainty and helplessness develops. So the old saying is
true: there is nothing as practical as a good theory.
Specification and reflection on ideas that define us and
our activities is regarded as an exercise for intellectuals
rather than ordinary people. Yet the beliefs that people
live by are important for them and everyone clse. If
there is no reflective awareness, there can be no deep
personal or social change.

Cooperation is weak and ineffective in organizations
which lack shared beliefs. If in addition the significance
of value systems is neglected, conflicts between difter-
ent groups escalate and cannot be handled sensibly. In
banking, for example, retail bankers and merchant or
investment bankers use quite different values to handle
quite different types of activity. Calling both groups
bankers is pussib]c, but attempting to merge them
within a single division is liable to fail. Similarly, the
value system of information specialists differs markedly
from that of operational managers. Misunderstanding
and criticism between these groups is rife with the
result that many information technology projects over-
spend, seriously under-perform, or fail utterly.

Occasionally a person may enter a new domain with-
out the necessary socialization. Then their activity is
likely to be sodially chaotic, incoherent and unaccept-
able until a tolcrated value system has been internalized
and adopted. The socialization process is unavoidable if
the person wishes to remain in the domain.

Doctors and Managers: involving doctors in the mon-
agement of the hospitals of the National Health Service
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hos been o long and difficult struggle. Doctors distrust
managers because their value system is so alien.
Managers focus on money, service profile, new techno-
logy, markets or catchments, competition, political priori-
ties, staff satisfaction, public relations &c. Doctors focus
on their own independence of action, accuracy of dieg:
nosis, needs of individual potients, new techniques,
experlise, trusl, confidentiality, income, publications &c.
When a doctor becomes a manager, he slowly becomes
re-socialized. His colleagues feel this and the doctor may
then lose their confidence. Public healih doclors were
expected al one lime 1o bridge the divide between
medicine and management, but their value system differs
ogain. It includes community health, needs for services,
research, facts and epidemiological method. Theit lack of
focus on health care delivery or organizational boun
daries leads the profession to become estranged hom
both clinical doctors and health care managers. Ex. 4.4

Evaluation. Value systems, like social values, do
not seem to lend themselves to being evaluated. For
adherents, they are good: more than good — ideal;
more than ideal — true. For the adherent the valued
ideas define reality. For non-believers or outsiders,
cither the ideas seem irrclevant, devoid of content and
confusing; or they are understandable but excessive,
misconceived and mischievous. At worst, the value
system is judged to be delusional and dangerous.

Nevertheless, a degree of detached academic evalu-
ation is possible. This may be carried out from within
the value system or from without. The task here is to
articulate the valued ideas as precisely as possible, to
examine their clarity consistency and coherence, to
consider their congruence with reality and impact in
practice, and to compare and contrast the value system
as a whole with others in the same domain.

Limitation. Value systems are limited to a particu-
lar domain and fail to define a good to which all can give
assent. Yet such ends are lelt to exist. Being inherently
partial and diverse, any value system seems to need
justification. In practice, appeal is typically made to
certain final ends which transcend all value systems and
seem unchallengeable: ultimate values.

Value systems have an essential quality that ultimate
values lack. They have to show at least some recognition
of physical and social realities in order to guide people’s
thinking and regulate social lite. In other words, they
usefully deal with the utter abstraction of ultimate values.
Now it is time to consider these highest abstract values.

L-7: ULTIMATE VALUES

Nature. Ultimate values are universally accepted
and cternally pursued states of being. Examples include
truth, beauty, compassion. goodness, order, strength,
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gratitude, humour, harmony, peace, uniqueness, lib-
erty, justice, happiness, patience, virtue, love. Such
values are readily recognizable as the source of all value,
and as requiring no higher justification. In recent times,
ultimate values have been repeatedly rediscovered and
there is now a bewildering number of synonyms includ-
ing: meta-value, being value, ultimate goal, universal
value, inspirational value. absolute value, existential
value, spiritual value and transcendent value.}

Ultimate values are purposive in the sense that they
represent in abstract form what needs to be realized in
any worthwhile human life or human socicty. They
express the essential basic longings of humanity, irres-
pective of the stage of cultural development reached, or
the forms of social organization adopted. Correspon-
dingly, their negative form represents states of being.
like ugliness, chaos and injustice, which have been
rejected at all times by mankind.

Ultimate values enable self-transcendence and cul-
tural transcendence because, being experiential, they
express commonality with all humanity. They cannot
be tied to any particular culture, historical time, social
institution, dogma, or endeavour. For c.\'amplc, no
group or philosophy has the copyright on truth or the
final say about what constitutes justice. So ultimate
values merge with the essence of what reality is and
what humanity can be. They are [requently conceived in
spiritual terms, cither as a definition of God or as God's
attributes.

Motivation. The unbounded creative imagination
is the inner link to ultimate values; and the characteris-
tic form of motivation is inspiration. Meditation on a
matter with the ultimate value firmly fixed in mind gen-
erates inspiration, and this inspiration powcers whatever
conclusion is reached. lnspiratjon operates on actions as
well to produce deeds which are described as good,
inspired or enlightened.

Inspiration is transpersonal and provides an energy
which infuses lower social, individual and pre-personal
forms of motivation. Togcthcr with obligation, inspira-
tion ensures that inner energics are eflectively and
appropriately harnessed.

Uses. Ultimate values, when genuinely experi-
enced, stabilize, vitalize and nourish people irrespec-
tive of their specific beliefs, cultural background or
personality. Ultimate values lead to a stronger expres-
sion, clarification, amplification and validation of par-
ticular value systems and beliefs of all sorts. They
bolster convictions, justify ideals, stimulate visionary
designs, and power social movements.

Uldmate values are, it seems, the final justification
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for all values and activities. Beauty might be called on to
bolster support for literature, parks, and architecture;
truth and frecedom to underpin cfforts to promote
scientitic endeavour and psychotherapy: harmony and
wholeness to provide the rationale for well-managed
eftective organizations and racial integration. However,
there is never a one-to-one connection.

The abstract notion of liberty, for example, seems to
underpin many specific freedoms in a social setting:
including freedom from want, frcedom from fear, free-
dom of passage. freedom of speech, freedom of the
press, freedom of information, and freedom of wor-
ship. Which of these could become a social value in
practice would vary with the value system of a society
and its circumstances. The complete openness of the
ultimate value provides for the development of new and
undreamed freedoms as socicties evolve.

The same ultimate value may justify totally opposing
value systems without discrimination. For example,
harmony and wholeness might be used to justifv both
totalitarianism and liberalism. It follows that ultimate
values, like value systems, cannot possibly provide any
pointers for practical action. Indeed, the history of
mankind reveals that ultimate values have been used to
justity horrific behaviours: ¢.g. harmony has been
invoked to allow racial discrimination, order to justify
violent punishment, and truth to permit torture.

Articulation. Genuine contact with ultimate
values is an inner state which seems to be invariably
experienced as uplifting. So contact with ultimate
values evokes veneration. Evil individuals correspon-
dingly glory in negative versions like destruction, hate
or disorder. The awareness and use of ultimate values,
for good or evil, may be fostered in either solitary or

group scttings.

The manner of articulation and veneration varies
between cultures and over time. For example, harmony
seems especially meaningful for the Navaho Indians;
while, from Aristotle onwards, happiness has been said
to be the main goal of Western man. Love was the ulti-
mate value for Jesus. However, when love re-emerged
as the ultimate value in the Western youth movements
of the 1960's, it was not specifically Christian.

The importance of ultimate values means that there
is socictal work to be done in articulating them. Artists
of all types strive to evoke contact with ultimate values.
And religious leaders do so too. Some psychotherapists
see ultimate values as the healing force in therapy. Those
who regularly make contact with ultimate values in a
way that has popular appeal become spiritual leaders.

Omission. Everyone seeks goodness (or happiness
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or harmon_v &c), whether they know it or not.
Ordinary people follow Aristotle in taking this for
granted. As with value systems, denial or ignorance is
possible, but not omission. Nonetheless modern
thinkers repcatcdly dismiss ultimate values as unreal, as
childish fantasy. as self-cvidently mistaken. and as meta-
physical nonsense.® Too ambiguous. too abstract, too
vague are the criticisms. My consultations with minis-
ters of the church revealed some who repudiated ulti-
mate values on these grounds. The degrec of rejection
can be intense e.g. one Christian moral theologian
wrote: “To sav follow love is not an ethics at all, but a
refusal to take ethical problems seriously”.

Evaluation. Evaluation is not required bccause
ultimate values are perfect. They may be simply pro-
claimed and affirmed without concern for justification.
In the words of Mother Juliana of Norwich: “All shall be
well, and all shall be well and all manner of thing shall
be well "

Distinctions  between  different  ultimate  values
sometimes seem blurred. Any ultimate value may be
held to include others, and sometimes one is directly
defined in terms of another. “Truth is beauty, beauty
truth” intuited Keats in a typical tautological affirma-
tion.” This suggests that the ultimate values are all dif-
ferent facets of one unilied final value, absolute good.
which corresponds to an ineffable sense of abstract

goodness.

Closure. The hicrarchy has now come to an end.
Inuuitively, it does not make sense to ask why of an ulti-
mate value. It is surely meaningless to seek for a value
justification beyond absolute good. If ultimate values
are essentially a unity where form and content virtually
coalesce, then no higher level of articulation is lugically
p()ssible. The hicrarchy is therefore complete, I()gically
as well as intuitively.

God. Ultimate value, absolute goodness and asso-
ciated inner experiences are usually seen as characteriz-
ing pure Being and their origin is commonly attributed
to God. Such a God is lLord of (spatio-temporal)
Creation and has properties like perfection, omni-
science, and omnipotence. Values always polarize, so
this conception of God generates a corresponding
Satanic being which is evil because it epitomizes a drive
for all that is bad. A higher transcendent God is recog-
nized in the great religions in whom all opposites like
good/bad or being/non-being fuse. And yet beyond
that God is a nameless Godhead which cannot be con-
ceived or described at all. These higher Conceptions
might be regarded as torming the environment or con-
text of the hierarchy of purpose and permitting its
existence.
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REVIEWING VALUES

Value is not so mysterious now that we have moved
decisively into its realm, Valuing should not be strange
to us becausc it is a distinguishing human capacity.
Nevertheless, it was not until the 19th century that the
study of value (axiology) came to be universally recog-
nized as onc of the great philosophical subjects.® Now,
research into value is carried out in many other dis-
ciplincs as well, including psycholog)", anthropo]ogy,
religious studies, management, socinlog}; economics
and politics. But cross-fertilization between these dis-
ciplines is inhibited by the lack of a shared tramework
defining value ®

To design social arrangements cthically, certain
things must be recognized as important, then these
values must be introduced to people, and then they
must act upon them. [ call this process the realization of
ralue in socicty. It implies working to develop values as
well as introducing and establishing them. Developing
values is a world apart from using already developed
values for action. The time has now come to turn our
attention to what is meant by a value, and to use the
levels of purpose analysis to begin to gain a decper
understanding of values apart from their use in design-
ing activities and organization.

We commenced from the basic selt-evident notion
that a value is an assignment ofimportancc. In pursuing
the different forms of purpose, several other inherent
propertics of any value have emerged. In brief, these
inherent properties are: (a) Values indicate a preference
for something by someone i.e. values exist in a relation.
(b) To value something implies devaluing or rejecting
something clse i.e. values produce conflict through
polarization. (<) Values direct endeavours and choices i.c.
values are purposes. (d) Values are the link between our
inner experience and outer reality i.c. values personal-
ize things, and generate and confirm identity. (¢) Values
also generate and confirm commonality i.e. values
always imply a social group. (I) Values orient and regulate
people and activities in social situations i.e. values
create order. (g) Finally, values are the driving force in
people and society i.c. values motivate and release
human energy in their service — at times unto death.

The types of valuc revealed by the study of purpose
and action can now be reviewed. We have seen that uld-
mate values and value systems are the source or poten-
tial for having and recogniving valuc. The other types of
purpose which have the properties of values are: social
values, principal objects, and internal priorities. In
other words, cach level from L-7 through 1o L.-3 may be
regarded as a distinct type of value. Taken together they
form a five-level hierarchy of values.
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Strategic objectives (1-2) and tactical objectives
(.- 1) cannot be regarded as values because the neces-
sary properties are lacking. They do not specify a polar-
ized preference; they do not need to be decided by a
group; and they are idcmily independent. Not sur-
prisingly, simple strategics and tasks are alrcady within
the compass of computers and robots.

Comparing Levels of Value

Debates about how a value should be defined have
frequently led people to fix the label of value to certain
levels, and to minimize the usefulness or signiticance of
other levels.'® So. in reviewing the five levels of value,
the definitions of each level will be restated together
with the typical criticisms which tao often gencrate mis-
understanding and unnecessary disputes. These criti-
cisms are not valid from within the level, but appear to
be valid from the viewpoint of another level. However.
if one recognizes that each level implics the others, then
supporting one type of value and rejecting another
makes no sense at all.

As the hicrarchy is descended, values are trans-
formed and elaborated in an ever-expanding diversity.
To simplify describing how values proliferate other
values and purposes, | will give just two examples at
each level. It should be evident from the examples that
each type of value docs indeed imply the types at the
levels above and below it. This is the feature that makes
the framework a hierarchy rather than a list.

We all tend to become more aware of values when
we are enmeshed in a value conflict, arguing for our
ideas and debating what is most important or best to do.
Coming to terms with value conflict is an urgent social
necessity. In dealing with conflict, one simple distinc-
tion must be recognized: Can all relevant positive
values within a level be accepted in principle? Or: does
social reality makes it necessary to exclude or reject
certain otherwisc desirable values?

When all values at a particular level can and should
be accepted, choosing is termed inclusive and conflict
should reduce. So value-choice at these levels tends to
bring people and groups together and their effect is
integrative. When rejection is part of valuing at a parti-
cular level, then choosing is termed exclusive, and con-
flict between people tends to heighten. Value-choice at
these levels has a divisive effect.

My inquiry revealed that the levels alternate between
being inclusive-integrative and exclusive-divisive in
nature. Some argue that exclusive-divisive choosing is
inherently evil." Perhaps they hope to avoid disagree-
ment or wish to minimize the importance of diversity.

But all the levels of value arc self-evidently necessary in
social life, so none should be stigmatized as evil.

Values generate conflict because the process of valu-
ing polarizes. The object of positive valuation is good:
and the object of rejection (or negative valuation) is
bad. As part of this exploration of values, we will focus
on the way good and bad change their meaning and
quality according to the levels of value.

Ultimate values (L-7) specify universally accepted
values and cternally pursued states of being. An exam-
ple might be truth or justice. Ultimate values are typi-
cally criticized as being too vague, too ambiguous and
too abstract. Proving the impossibility of catching them
in a simple definition was Socrates’ favourite game.

Ultimate valuc is inclusive because the various values
cither imply each other or are different aspects of the
same thing. This seems to be so even if articulations
vary and even if their equivalence is not recognized or
realized. This is not to argue that a person or group
should not fix its attention on liberty rather than har-
mony, or on compassion rather than truth. It does
imply that if the value of liberty as developed at lower
levels leads to serious disharmony in practice, then
remonstration in terms of the ultimate value of har-
mony is valid. Of course, choosing an ultimate value is
meaningless unless that value is deeply experienced.
Such experiences are profoundly integrating internally
and in relation to others.

An ultimate value identifies absolute goodness.
Ultimate values like peace or compassion represent
perfection. However, absolute good and perfection
exist nowhere but in the imagination. This leads to the
conception of a highest ideal which is synonymous with
God. Ultimate value is therefore an utterly abstract and
imaginative form of goodness. The polarity of values
mcans that it must be possible to conceive of absolute
badness which cxpresses utterly abstract imaginative
representations of evil. Religions recognize evil, specif-
ically in the form of negative ultimate values like chaos
or hatred, and generally as sin or impurity. Facing God
is the devil or demons. The polarity is most evident in
the culture of the ancient Aryans who believed in two
opposing forces of Truth or Order and The Lie or
Disorder, a notion which was spiritually developed in
Zoroastrianism (see Ex. 4.6).

Ultimate values are a condition through and by which
we exist, not something we learn or create. So good-
ness becomes the aspect under which we pursue what-
ever we pursue — even if we are mistaken in the event.
Ultimate values gencrate the puzzle that all seck the
good, yet all must clarify their minds in order 1o seek it.
Perverted souls who dedicate themselves to evil are in
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the same boat. Fortunately, to dedicate oneself to lies,
hate or destruction is to make survival impossible: lies
deceive the liar, hatred isolates the hater, destruction
destroys the destroyer. It seems that Zoroaster may have
got it right: goodness will survive. Of course, man may

not.

Value systems (L-6) specify interlinked valued
idcas which order understanding within a particular
domain. Truth, for example, might take the form of
‘equal rights’ or “socialism’ in the political domain or
the form of ‘facts’ or ‘cmpiricism’ in the domain of
inquiry. Such value systems arc typically criticized for
being too extreme, too simplistic. too one-sided. too
confusing. too theoretical, too blind to the facts, to
invested with irrational emotions, and altogether too
controlling,

Value systems are exclusive, because choice of one
automatically rejects others in the same domain. The
individual, however well-intentioned and broad-
minded. cannot ride two horses. Value systems are
divisive and create believers and non-believers. Societies
usually need to sustain several conllicting value systems
in domains like inquiry and politics. However, in
respect of the operation of society itself or in the
spiritual domain, a dominant value system may help to
avoid endemic internal conflict. Unfortunately, it may
also lead to xenophobia and the uncontrollable perse-
cution of minorities. [nternationall)n a multiplicity of
cultural value systems needs to be accepted —— the

alternative being total war.

LEach value system is preferred by adherents to other
value systems, which are seen to be bad, wrong, incom-
prehensible, meaningless, or unreal. Value systems
(like Marxism and empiricism) arc theoretical con-
structs which are imposed on people more or less
overtly and unashamedly. Reality alone cannot invali-
date a value svstem because the value system exists to
alter reality and determine people’s perceptions of real -
ity. So value systems identify theoretical goodness and had-
ness. This theoretical quality means that actual social
conscquences of adhering to the ideas are held to be
irrelevant. Although a religious doctrine, for example,
is commonly judged in terms of its adherents’ behav-
iour, its quality can only be properly evaluated by study
of the doctrine itsclf. Because value systems are so
divorced from social reality, they should never be used
to drive political and strategic choices directly. If they

are, the result is disaster. !?

Value systems create obligations which can never be
directlv or completely realized in practice. Fach value
system is incomplete and depends on others if social
living is to be comprehensive and developing. For

59

example, intuitionist inquiry is based in subjectivity and
inner fcclings. However, in practice. intuitionists freelv
use information which is a product of empirical inquiry
and based on objectivity and gencral agreement.
Conversely, empirical scientists freely use intuition in
determining what or when to investigate. Similarly,
however market-oriented and individualist a culture
and its economy may be, defence of the realm is always
a social monopoly, centrally planned and collectively
financed. As a final example: however complete a re-
|igi0us value system mayv be in respect of ethics or
morals, it will be patently insufficient as a guide for
many things from developing clothing fashions to
resolving intergovernmental trade disputes.

Social values (L-5) arc freely shared need-based
values which serve a particular community and leave
open possibilities for action. Empiricists might espouse,
for instance, the value of disseminating information
widely, and socialists might espouse, say, the value of
helping others. Such social values are typically criticized
for being platitudinous and vacuous truisms: like
‘motherhood and apple pic’. When a social value is new
and different — access to government information or
segregation of cigaretie smokers — then it is viewed
equally dismissively as ridiculous, impraclica] and
unwanted. Social values (unlike value systems) lead
directly to activities for their own sake, but |)eing con-
ceptual (like value systems) they persist irrespective ol
their successtul achievement.

Because social values embody needs of individual
pcoplc and the wider group, the rejection or complete
absence of any one would cause serious harm. So many
social values must be held regardless of any apparent
conflicts between them. In other words, choice is inclu-
sive. Social values are also integrative. They not only aid
the willing involvement of the individual and the group,
so preserving both, but also develop the individual
internally and provide links between disparate people
and difterent groups.

Lists of social values which define a complete person
have been frequently compilcd.” A recent list includes
life (health, safety, procreation &c), play (sport, work
&c), aesthetic expericnce (music. art, cinema &c),
speculative knowledge (learning, gossip, &c), soci-
ability (friendship, family life &c), and religion.
Another similar list distinguishes substantive goods like
life and knowledge from reflexive goods like integrity
and authenticity. Firms and charities benetit from pro-
ducing their own lists (see Ex. 3.1). None of the goals
or goods in such lists can be reduced to any other. Each
value when focused upon seems most important.

Available information and helping others are two
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examples of conceptual goods which can be dircctly
pursued and realized in a recognizable way. They feel
and are immediately relevant and, when aftirmed, are
expected to remain so for an indefinite future. Social
values are potential goods because the possibilities for
actualizing them are not closed off or constrained by
their specification. Porential bads which are self-evident
and capable of realization in a wide variety of ways also
exist: illness, poverty, fraud, ignorance, bitterness,
laziness. secrecy and neglect. The common bads in
organizations include inefliciency, ineffectiveness, and
inappropriateness.

Social values are situated in a unique position in the
hierarchy: the lowest level of conceptual value, and the
highest level where self-conscious choice and control
are possible. It follows that philosophers™ lists seem
trite in our evervday world. People need to engage in an
intuitive inner scarch to identify those social values that
they feel they need. The value must make practical
sense to them, and they must then find ways ol getting
others to agree. Only in harness with others can such
values be properly realized. Those in charge of organi-
zations or leading society must also realize that social
values do not come from outside. They cannot be
assumed from the value system or decided by an exter-
nal expert: they must be developed by each individual
and made acceptable within the community.

Principal objects (L-4) value the essential
enduring activities which define the identity of an
endeavour. They can be institutionalized and the
resulting enterprise or organization is of value to those
associated with it. Holding the social value of dis-
seminating information might lead someone to become
a journalist or to set up a polling organization. Holding
the social value of helping others might lead someone to
become a teacher or to sponsor a legal advice centre.
Principal objects are always recognized as values by
those involved (of. the principal objects statement for
the NHS in Ex. 3.5). The boundaries defined by the
objects inevitably prevent the enterprise from meeting
the tull range of needs of people or society, and regu-
larly render certain socially desirable initiatives ultra
vires. So principal objects are typically criticized on the
grounds that they are too constrained or too limited.

Principal objects are exclusive. The competitive
exclusion principle (from evolutionary biology) sug-
gests that no two individuals can operate with identical
objects. If they do, one eventually eliminates the other.
Businessmen recognize this phenomenon and  the
cleverer ones seek out and monopolize a unique niche
in their market. Principal objects are linked to com-
petencies, and excessive diversity tends to create in-
compatibilities rather than synergies. For example: a
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publishing business is unlikely to make a success of fast-
food outlets; and a heavy engineering firm does not
sensibly diversify into fashion design.

When a firm selects a range of principal objects, it is
necessary to guard against conflicts of interest which
can interlere with success. In the 1980's, it became
common for accountancy firms to carn money from
firms both through providing management consultancy
and also through auditing their accounts. After a few
scandals where audits had not revealed serious financial
problems, people started wondm'ing if the firm's wish
to please directors and gain consultancy business might
be overriding their duty to protect sharcholders.**

Principal objects are also divisive in the sense that they
create insiders and outsiders. Insiders identify with or
at least support the principal objects and are conscious
of the choice that they make to participate.  Outsiders,
unless they are targeted to benefit, are at best tolerant
of the principal objects, and may be envious of insiders.

Principal objects specify goods which can be identi-
fiably generated or achieved. So principal objects define
an achievable good. Because the value is deliberately
specified to be bounded or limited, it prevents cfforts
from being diffused. Unlike a social value which opens
up possibilities, principal objects close them down. If
the social value of exposing injustice is relevant, a
fictional film may achicve somcthing, and so may an
academic book, and so may a newspaper exposé. In all
cases something good can be achieved, but this achieve-
ment is limited by the nature of film-making, academic
writing, or newspaper publishing. Correspondingly,
principal objects may also define an achievable bad.
Criminal organizations illustrate the svstematic pursuit
of achicvable bads. Their operations are typically based
on activities like drug-dealing, smuggling, prostitution,
extortion and gambling,

Internal priorities (L-3) specify a degree of
emphasis amongst valid values or actions for immediate
use. Continuing our two main examples: the journalist
might personally prefer to cover society scandals rather
than sporting events: and the legal advice centre might
find itselt forced by demand to focus on problems of
racial discrimination rather than on employment or
housing, Values here are ypically eriticized for being too
relative, too situationally based, or too pragmatic. But
an internal priority is by nature a transient value
which must be adapted and changed according to the
situational pressures.

Internal priorities are inclusive because all relevant
values are held by those involved, and all possibilitics
should be prioritized so as to receive at least some
quantum of preference. Appraisal of a problematic
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situation in terms of values alone usually creates
proponents and opponents in respect of any decision
because someone will fail to benefit in some way. This
may lead to priorities being inappropriately treated as if
they were exclusive. Exclusivity leads to excessive
denigration ol valid choices and eventually to bitter and
sometimes unhealable antagonisms which impede rather
than aid the principal objects. Strategic objectives are
exclusive/divisive because their choice involves defin-
ing one outcome and rejecting others. So the common
difference of opinion regarding the necessary strategic
objectives mistakenly leads people to view internal
priorities as divisive. An internal priority. so long as it
is based on constructive debate, adequate procedures
and thoughttul choice, is integrative. (Naturally the
resulting strategic choices need to recognize the differ-
ent strands of opinion in some way.)

An internal priority is a quamjfiable good because it
identifies a specific and limited amount of resource
assigned in a particular decision. The quantification
may be expressed as an allocation of finite available
time, space or moncy. To the opponent of a particular
internal priority, the relative distribution of resource is
viewed as a quantified bad. For cxample, large sums of
money spent on markcling will be seen as bad by those
who think that some or all of that money should be
spent on product development. Costs which divert
resources from the principal objects epitomize quanti-
tiable bads. Staff and paperwork to mect government
regulations are felt as bads by tirms. Similarly, charities
tend 10 see money going to necessary management
costs as bad.

Evil and the Supreme Good

Misconceiving Evil. Plato taught that the business
of life was the knowledge of good and evil. But what is
evil? Theistic and panthcistic religions which emphasize
that God and the whole of His creation are good have
difficulty in accepting, explaining or defining evil.
Leibniz’s famous answer that this must be “the best of all
possible worlds’ seems to imply that the world is full of
necessary evils, a notion scathingly satirized by Voltaire
in his Candide.

Evil is frequently described as a form of imper-
fection, a failure of wholeness, an exclusiveness or
particularity, whilst goadness is seen conversely as per-
fection, wholeness, inclusiveness and transcendence.
Augustine, for example, concluded that evil was lack of
conformity to the ercative will, Because we are all
imperfect, such accounts lead to an empbhasis on the dis-
crepancy between God and man, and then, in parts of
the Christian tradition, 1o the identification of evil with
original sin.
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However, it is a truism to say that cach of us and
mankind in general is imperfect. Remedying imperfec-
tion and relieving suffering is what the notion of social
progress as a value-driven process is all about. Labelling
ourselves with the term “evil” does not help. Often this
labelling is saved for more primitive forms of con-
sciousness. ¢ Many, tor example, would be inclined to
think that human sacrifice was evil. However in com-
munities where such rites were cusl()mary, they were
carried out with much religious solemnity and were
essential for social cohesion. We can reasonably assume
that future observers will look back at our present
society and identify some of its ethical or moral prac-
tices as evil.

Such labelling probably harms and certainly con-
fuses. Evil must surelv be defined as something worse
than temporarv ignorance, inevitable imperfection or
current afflictions. Evil must be something which was
evilin the past, is evil now, and will be cvil in the future.
The Bible opens with a myth in which man becomes
mortal through the act of eating of the Tree of
Knowledge of Good and Evil. There really should not
be a puzzle about what evil is, because it is the know-
ledge which defines our existence. So | proposc that we
define evil as negative ultimate value, and locate it in
the seventh level of purpose.

Distinguishing Evil. Evil as an ultimate value rep-
resents a paradoxical drive to deny values and their signifi-
cance altogether. Evil includes the purposes that tlow
from this drive, and the consequences of that perverted
drive. Evil may involve asserting that what is good is bad
and what is bad is good, or it may mean cradicating any
difference between good and had, or it may be the
deliberate generation of a bad without any compen-
sating good. Man has a disposition, or at least the poten-
tial, to function in this way.

Nazism: The Nozi's were evil, but not because they did
horrific things. They did horrific things because their value
system was driven by evil. This evil involved deliberately
aiming to eliminate all notions of fairness kom political
life, creating the notion in people’s minds that all things
were permitted and nothing forbidden, regarding vic-
lence and domination as proper instruments of govern-
ment, subsfiting revenge for justice, replocing
impartiality by loyally to the parly, deskoying the weak,
and valuing people by origins not character. Almost all
those involved, including the mass of the German people,
did not believe that such things were good prier to or
following the Nozi period. The people colluded in the
denial of their own ultimote values: this was evil ond it
released evil. Ex. 4.5'7

Negative ultimate values are a torceful negation of
being. So it is not surprising that evil seems to thrive on
dominating and dehumanizing others. Evil is character-
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istically associated with uncontrolled ambition and
greed."™ Greed for power is particularly dangerous.
Power ofters the prospect of self-glorification and of
enslaving or destroying others. Power generates strife
and violence, and violence or the threat of violence
appears to be intrinsic to evil. Coercive power is an
accompaniment of evil, because without it people tend
to recoil from persistently acting against ultimate
values. Violence interferes with this process by gener-
ating an excitement that prevents sensitivity, retlective
thought or consideration for others.

It follows that ensuring that power is exercised fairly
and beneficially lies at the heart of the ethical design of
any organization or society.

Distinguishing Bad. Bad (in ditferent guises)
exists and must be tolerated at the four levels of value
from L-6 down to L-3. The sad fact is that the pursuit
of ultimate values invariably generates bads and causcs
harm. Accepting bads and balancing goods and bads is
not itself evil — it is essential to social life. The amount
and extent of harm that is acceptably balanced by the
amount of good generated varies across time. between
different social groups, and according to the situation, 19
The difference between evil (as an ultimate value) and
lower level bads is that evil cannot be counterbalanced
by lower level goods and is genuinely intolerable.

We can illustrate the difference between what is evil
and what is bad by distinguishing, for instance, between
lying as an ultimate value, and lying as part of a value
system, or as a social value, principal object or internal
priority. The white lie is the trivial result of a situation
in which avoidance of unnecessary embarrassment is
given priority over plain speaking. Longer term policies
to lie are also evident amongst religionaries. Many
thinkers resorted to deceit and dissimulation to cope
with the religious persecution and intellectual intoler-
ance of the 16th and 17th centuries.? Lying, or disin-
formation. is a principal object of espionage services in
most countries. To lie could even become a necessary
social value for people living and working in the civil
service of a repressive tyrannical state where informers
are cverywhere and frankness leads to torture and
punishment. In cultures like the Palau, which are surely
not evil, lying is part of the value system.:' At none of
these levels is ]ying wholly good. Still, as long as a lie is
not being justified by the ultimate value of falschood,
evil is contained. If, however, lying is held as an ultimate
value, then one is unleashing an evil force that not only
perverts all attempts at truth, but also corrupts all
endeavours by sowing discord, distrustand dysharmony.

Recognizing the Supreme Good. There docs
not seem to be a word for the specific form of ultimate
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value which asserts values and the heightening of aware-
ness of the difference between good and bad. 1 suggest
that we call it the ‘supreme good'. Supreme good and
evil are not just opposing ultimate values, they are
essential and irreconcilable cosmic forces which cannot
coexist.

Zoroastrianism: The opposifion of good and evil is the
basis of all Zoroastrian mythology» theology and philer
sophy. Ahuta Mazda [Ohrmazd), the Wise lord, created
the spiritvcl and moterial world and is the Supreme
Good. The Forces of Evil are led by Angro Mainyu
[Akriman). The various Gods ond Demons are both
human capacilies and cosmic forces. The children of
Ahura are: Good Thought [Vohu Manch), Best
Righteousness [Asha Vohishta), Holy Devotion {Spenio
Ammaiti}, Desiroble Dominion {Khsathra Vairya] and
Immortality [Ameretat). The opposing demons are prin-
cipally Fury [Aeshma) and Deceit (Azhi Dahaka), but also
Jealousy, Anarchy, lethargy, Wrongmindedness, Vile
Thoughts, Presumption and Corruption. Zoroostrians do
not hove a problem of evil: evil is an independent fact.
Although God cannot control evil, one day good will be
victorious. Evil, unlike good, does not materialize but only
exists as a force which parasilizes man. Ceriain animals
which are ugly, deadly or cruel were provided by Ahura
to ensure people can recognize evil. Purity fows and the
avoidance of pollution bring the cosmic conflict between
good and evil into the daily lives and homes of the be-
lievers. Man aids Ahura and is expected to ‘overcome
doubts and unrighteous desires with reason, overcome
greed with contentment, anger with serenity, envy with
benevolence, want with vigilance, stife with peace.
falsehood with iruth’. Zoroastrianism is a religion of
happiness, personal responsibility and good works.

Ex. 4.622

Each level of value is its own unique form of good. So
the supreme good implics secking to realize values at
cach level in a way that befits their nature. It would
seem that to call social things like (say) contraception or
unemployment evil rather than bad is not wise. To stig-
matize as evil politicians who must make diflicult deci-
sions between alternative bads is unfair. It could be said
that inappropriate or unbalanced criticism of the good
at any level, a common enough behaviour by scientists,
philosophers and theologians, denies the supreme good
or at least weakens its realization.

People have tried to argue for unity around a single
good. However, unity is only possible in relation to ulti-
mate values which are so abstract and experiential that
they are not useful lor controlling or organizing others.
Elsewhere — value systems, social values, principal
objects, internal priorities — we find an inherent
multiplicity. There can be no such thing in practice as a
single good for each or all of us. As we shall see in the
next chapler, asociety tinds itself endorsing or develop-
ing particular conceptions of the good. But this is not
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the same as asserting cither that these are the only con-
ceptions or that they are unequivocally good for all.
Those who over-emphatically promote a single path
may not be evil, but they are not recognizing the
supreme good cither.

TRANSITION

Values and their development are of paramount sig-
nificance for improving socicty, for running organiza-
tions, and for personal lite. Paradoxically, values,
despite being about the good, appear to foster evil.
Looking around, wc sce that values lead people to
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attack alternative values and the value of others who
hold these. We can agrec with Hegel that “the essen-
tially tragic fact is not so much the war of good with cvil
as it is the war of good with good”. Because value con-
flicts are part of social existence, cquating all of them to
a battle between good and cvil denics the nature of
value, and so (by definition) liberates evil.

Value contlicts occur in the process of interaction
between social groups of various sorts, and in the asser-
tion of self in the context of group living. The next
chapter explores the levels of value turther by examin-
ing the properties and paradoxes of group life and

Ve

individual identitv. w




Master- The complete hierarchy of purpose.
Table 2 Additional properties are specified in Master-Tables 1, 3, 4 and 31. See text for further explanation
The columns headed ‘Transition downwards' and ‘Transition upwards’ describe the logic for the evolution of the hierarchy through the limitations of each
level in terms of producing results (the 'how’) and in justifying choice (the ‘why'). Read the columns top down and bottom up respectively.
Type of B Transition Transition Nature Moﬁ\{aﬁon So[ne
Purpose Definition Downwards Upwards of (Motivation :l'ype) TYRICO'
(The ‘How?’) (The "Why?’) Choice Core Experience Critisms
7 | Ultimate A universally accepted and eternally Inclusive- Inspiration Too vague;
value pursued sfate of being. - - integrative (Transpersonal) too ambiguous;
Need fo order Need for an Imagination too abstract.
social life and absolute Too confusing:
6 | Value Interlinked valued ideas ordering - guide thinking. ] justification. Exclusive- Obligation too simplistic;
system understanding within a social domain i - divisive (Social) too extreme:
Need for ideas Need for an Identification too controlling
fo be accepted explanatory Too impractical;
5 | Social A fecly shared need-based value i by people. _ rationale. Inclusive- Need too platitudinous;
value serving a specific community. — - inlegrative [Relational) too vacuous;
Need to pursue Need for Intuition too obvious.
specific activities community
4 | Principal  An activity defining the identity of - competently. _ endorsemen. Exclusive- Interest Too constrained;
object an endeavour. _ - divisive {Individual) too limited.
Need to cope Need to limit Idea
within available possible —
resources. choices. Too situational;
3 | Internal A degree of emphasis among valid - — Inclusive- Desire foo pragmatic;
priority values or actions for immediote use - - integrative [Emotional) too flexible;
Need to produce Need for action Emotion too inflexible.
actual impact in to be governed
2 | Strategic A desired and feasible outcome - the situation. _ by preferences. Exclusive- Infention Too imprecise;
objective  which maximizes impact. ey = divisive [Vital) too subjective;
Need to adapt to Need for a sense Image
circumstances of what is to be
1 | Tactical A precise tangible timetargetted resull ail " fine detail | achieved. Inclusive- Awareness Too demanding;
objective  which is a step lo a desired outcome. integrative {Sensory) too specific;
Sensation too mechanicol.
© Warren Kinston 1989,1992
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NOTES

Value svstems are described in the literature under the
various synonyms suggested in the text. The importance of
ideas as values and the interpretation of reality in such terms
has been emphasized in the hermeneutic tradition. See, for
example: Ricocur, P. Hermeneutics and the Human Sciences. Ed.
& transl. ].B. Thompson, London: Cambridge University
Press, 1984, The significance of value systems has been
evident in sociological studies. especially the critical tradi-
tion. It is now starting to be recognized in psychology ¢.g.
Billig, M., Condor, 8., Edwards, D., Gane, M., Middlcton,
D. & Radley, A. Ideological Dilemmas: A Social Psychology of
Everyday Thinking. New York: Sage. 1988. Social scientists,
following the lead of physical scientists. do not usually think
of scientific theories as value systems. This may lead them to
claim that science is non-ideological e.g. Atthusser, L. Essays
on Ideology. 1.ondon: Verso. 1984, My view is that science is
ideological in the sensc of having a recognizable value svstem.
Its disciplines and theorics are also value systems because they
fit the definition of value systems and have their properties.

a) The challenge to the medical modcl of mental illness
came from: Szasz, T. The Ayth of Mental lliness. New York:
Secker & Warburg, 1962. b) Political ideologies are
regularly described in the social science literature. See:
Larrain, J. The Concept of Ideology. London: lutchinson,
1979: McLellan, D. Ideology. Milton Kevnes: Open Univer-
sity Press, 1986; Williams, H. Concepts zj ldeolo&r. New
York: Wheatsheaf, 1988. Larrain, |. The Concept of Ideology.
London: Hutchinson. 1979. ¢} See: Mitrofl, 1.1 The Subjective
Side of Science. New York: Elsevier, 1974; Kinston, W. A total
framework for inquiry. Systems Research, 5:9-25, 1988,

The two main protagonists were C. Lindblom (e.g The
science of “muddling through™. Public Administration Review,
19: 79-88, 1959) and Dror, Y. (c.g. Muddling through —
science or incrtia. Public Administration Review, 24: 154, 1964),

In the LLK., where many Islamic communities have become
culturally isolated, the Commission for Racial Equality
(CRE) mounted seminars and published Discussion Papers
to enable these debates. ¢.g. Law, Blasphemy and the Multi-faith
Socizty. CRE and the Inter-Faith Network; Free Speech. CRE
and Policy Studies Institute; Britain: A Plural Society. CRE and
The Runnymede Trust. (All published in London by the
CRE, 1990.)

Anshen, R.N. (ed.) Moral Principles of Action: Man's Ethical
imperative. Vol, 6 in the Science of Culture Series. New York:
Harper, 1953; Findlay, |.N. Jalues and Intentions. A Study in
Value Theory and Philosophy of Mind. London: George Allen &
Unwin, 1961; Maslow, A. Toward a Psychology queing. (2nd
£d.) Princeton. NJ: Van Nostrand. 1968.

For philosophical dismissals, see: Zink, S. The Concepts of
Ethics. London: Macmillan,1962; and Mackie. J.L. Ethics:
Inventing Right and Wrong. Harmondsworth: Penguin, 1977,
The theologist's quotation is from: Grisez, G. & Shaw, R,
Beyond the New Morality: The Responsibility of Freedom. London:
Notre Dame Uni\'crsity Press, 1974, P 104,

Keats, J. Ode to a Grecian Urn. In: Bullett G. (ed.) fohn
Keat's Poems. London: Dent, 1964,

See. for example: Urban. WM. laluation: Its Nawre and
Laws. New York, 1909. Findlay, ].N. Axiological Ethics.
Englewood Cliffs, NJ: Prentice Hall, 1970.
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20.

21

22.

. Editorial. Blowing the whistle on accountancy.

Bringing values under the wing of scicnce is a vexed issuc,
Attempts have been made ¢.g Perry, R.B. Realms of Value.
Cambridge, MA.: Harvard University Press, 1954; Handy,
R. Value Theory and the Behavioral Scivnces. Springficld, I1.:
Charles C. Thomas, 1969. A rather general hierarchy of
forms of value has been noted by some e.g. Albert. E.M.
The classification ol values: A method and illustration.
American Anthropologist, 58: 221-248, 1956; Kluckhohn, C.
et al. Values and valuc-orientations in the theory ol action:
An exploration in delinition and classification. [n: Parson. T.
& Shils, E. (eds.) Toward a General Theorv of Action. p.388-
433. Cambridge, MA.: Harvard University Press, 1952.
The present framework is offered as a new scientific

approach.

Philosophers like ]. Finnis home in on social values cf.
Natural Law and Natural Righes. Oxford: Clarendon Press,
1980. Empiricists like J. Dewey prefer internal priorities of.
The Theory of laluation. Chicago: University of Chicago
Press, 1939. Idcologucs like Althusser affirm value systems
cf. op. cit. [1}. Theologians like Buber concentrate on ulti-
mate values ¢f. Between Man and Man. (transl. R. Smith)
London: Kegal Paul, Trench, Trubner & Co., 1947, Few
seem to emphasize principal objects as values.

. See, for example: Grisez, G. & Shaw, R. op. cit. [6].

. Foran amusing account of an aucmpl to use a value system

to run a business, sce: Chippindale, P. & Horric, C. Disaster!
The Rise and Fall of the News on Sunday: Anatomy of a Business
Failurc. London: Sphere Books, 1988.

. The first list comes from: Finnis, J. Nawural Law and Natural

Rights. Oxford: Clarendon Press, 1980. The second list
comes from: Grisez, G. Christian Moral Principles. Chic‘ago:
Franciscan Herald Press, 1983.

The
Economist, 22 December 1990, p.16.

. Two classic texts emphasizing the importance of the decision

to participate in an organization are: Simon, H.A.
Admimstrative  Behaviour.  NewYork:  Macmillan 1957,
Hirschman, A.O. Exit, loice und Logalyy. Cambridge, MA:
Harvard University Press, 1970.

. This point is made convincingly by Ken Wilber in: Up from

Eden: A Transpersonal View of Human Evolution. London:

Routledge Kegan Paul, 1983,

. For example. see: Rauschning, H. Revolution of Nihilismus.

London: Arno Press. 1990: Kogon, E. The Theory and Practice
of Hell. New York: Berkeley Medallion, 1958.

. Many theologians, philosophers and psvchologists have

noted this feature of evil. See, for example: Fromm, E. The

Anatomy q[ Human Destructiveness. London: Jonathan Capc,
1974,

. This has led 10 an ethics oriented to situations: e.g. Fletcher,

). Situation Ethics. Philadephia: Westminster, 1966.

Zagorin, P. Ways of lying: Dissimulation, Persecution and
Conformity in Early Modern Europe. Cambridge. MA: Harvard
University Press, 1990.

See: Mead, M. (ed.) Cultural Patrcens and Technical Change
New York: Mentor, 1955, Ch. 2 p.126-150.

Zachner, R.C. The Teachings of the Magi. London, 1966.
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Chapter 5

Handling Natural Social Groups

We now turn to three propertics of values — iden-
tity. social group, and energy — which have been
barely touched upon as yet. The notion of developing
values, that is to sav, of determining what is important
or good for us, suggests a focus on both personal iden-
tity and social life. When we do something, the social
group is a contextual factor. But in regard to who we
are, the social group is a dominant factor. We can barely
imagine oursclves apart from the identity of a variety of
social groups with which, like it or not, we are deeply
involved.

The term 'social group’ is restricted here to collec-
tives which are natural in that they emerge more or less
spontaneously around values which all in the group
implicitly or explicitly freely recognize and share. So |
am excluding groups formed haphazardly (e.g. people
in a ticket qucuc), or defined statistically (e.g. males
aged 30-40 ycars), or based on categories or classes
(e.g all unskilled labourers, all widows) In this context,
organizations are individuals constructed for a task, and
their work groups (teams and hicrarchies) are special
cases.

The notion of common valucs invites a link between
social groups and the hierarchy of values. The aim of
this chapter is to make that link by describing the dis-
tinctive forms of social group generated by each level of
value. I will also examine the way that values are used
by these social groups to release and channel personal
energy. This exploration will offer a perspective on the
development of personal identity.

INTRODUCING
NATURAL SOCIAL GROUPS

The Assumption of Social Existence. | would
like to be able to take it as self-evident that the growth
of the self depends on developing values. I would also
like 10 take for granted that there is an interacting rela-
tionship between the identities of social groups and
their members. However, this would be to pretend that
such matters are not the subject of intense speculation
and debate. Even the idea that values need to be devel-
oped so that a group knows what it stands for, and so
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that people know who they are, is not commonly
accepted,

Social scientists share a focus on social life, but differ
sharply on the relation of sacial groups to the sclf. Most
psvchoanalysts follow Freud in minimizing the signifi-
cance of the social group in their theorizing about the
self. At the other extreme arc sociologists who regard
the notion of the individual and individual morality as a
mistake: the social group is all. Social psvchologists and
socially-oriented psychotherapists occupy a middle
ground. Varied pictures are oftered by cultural theorists
attempting to reconcile the individual and the group.
Mead viewed the social group as a cooperative and
generalized 'other” which naturally gave rise to the self.
Marx viewed the social group as inherently conflicted
and demanding a struggle tor genuine existence from
each person. Writers in the modernist and post-
modernist tradition emphasize the tragmenting cffect
of society on self-hood.

We do not need to enter these complex academic
debates on the self and its social context. Yet some brief
orientation to identity and social groups is needed
before we plunge in. Elsewhere, 1 have concluded that
there is a need for a variety of approaches to the self-
conscious dcvclopment of identity, and we will need to
explore them in due course.' One of these approaches
to identity is central to the framework and directly
relevant to the creation of social groups. 1 call it: social
being or social existence. To introduce the notion of
social being, 1 will summarize the basic assumptions
which most people find acceptable and useful in think-
ing about social life.

(A) People exist in social groups which they create and
maintain. Social life is all around us. To ignore this does
not make any sense. We must assume that group
formation is more than an interesting characteristic of
people. Social life seems to be an absolute requirement
for human development and is partially genetically pro-
grammed according to so(:i()-biologists.2 Many human
potentialitics, including language, are undeveloped in
the absence of a social upbringing. It is obvious, too,
that people put a great deal of effort into maintaining
social life.
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(B) Both the person and the group. separately and in their
own way, come to regard certain things as important and good
— these are their values. Values are all around us. People
do develop common conceptions of what is good and
do share with others aspirations to realize these. [f
people really had no values in common, then they
would live utterly solitary lives. This way of life would
not be propagated by oftspring or fellows: so it would
self-extinguish. It is assumed. then, that man has
evolved as a social being who participates in groups
through a capacity to develop, use and maintain
values.

(C) The recognition and assertion of values is an essential
aspect of identity. From the perspective of social exis-
tence and evolution, anyone's identity — who one is,
what one thinks, what one does — is built on persistent
and sustainable values. The creation of one's self as a
social being is an active process that requires the delib-
erate choice and usc of values available within a variety
of social groups. In short, man has an identity as a social
being.

(D) The growth of personal identity interacts inextricably
with the identity and evolution of social groups. Each person
is involved in a variety of social groups. To a greater or
lesser degree, personal identity is moulded and shaped
by the values dominant in those social groups; and to a
greater or lesser degree, the identity of the social
groups is shaped by cach person’s identity-based values.
This fourth proposition will be developed and explored
further in this chapter.

Summarizing the Groups

Each person is unique and yet people ave like each
other. Values arc a typical expression of this paradoxical
combination of identity and commonality. Put another
way, values both distinguish people and unite people.
Identity is, to use Freud's term, a primal word.? Primal
words convey two opposite meanings: ‘cleave’, for
example, is primal because it means both "to separate’
and "to attach’. Identity is primal because it means both
distinctiveness and sameness. At each level of value,
values held in common create a characteristic basis of
sameness that permits formation of a distinct type of
social group. These common values and social groups
affect and express personal uniqueness.

Both individuals and social groups seek to promote
the good (as they see it), and seck to prevent harm and
reduce the bad (as they see it). The social group seeks
to promote those goods which all in the group share,
that is to say the common good. The social group also
seeks to prevent or reduce the harms which all in the
group share, that is to say the common bad.
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If social groups are based on commen values, then
cach type of value would be expected to constitute or
correspond to a particular form of natural social group.
This is indeed the case. The five types of natural social
group arc labelled as follows: humanity or unions (L-7),
tribes (1.-6), communities (L-5), associations (L.-4) and

factions (L.-3).

Through examining the natural social groups and
their constituting type of value. we can appreciate their
relationship to a person’s identity. It will become evi-
dent that values at every level lcad to the person's
identity being strengthened by the social group, the
social group’s identity being strengthened by the person,
and the values themselves being strengthened by both.

Before examining the hierarchy of natural social
groups in detail, a sketch of each type is provided below.
The full picture is summarized in Master-Table 3.

L-7: Humanity and unions form around ultimate
values. Existence as a human being generates the poten-
tial for experiencing, holding and sharing an ultimate
value. Ultimate values break down boundaries between
people and make harmonious unions possible. They
liberate spiritual forces and permit reconciliation of
differences.

L-6: Tribes form around value systems in order to
preserve social distinctiveness. The tribe and its value
system are perpetuated by socialization. Coexistence is
required despite the negative attitudes which arise be-
tween groups. Tribes generate intense solidarity amongst
members and demand and get their willing lovalty.

L-5: Communities form around social values in
order to meet social and personal needs. The commu-
nity depends on mutuality and fellowship. Com-
munitics tend to share many social values, so they can
cooperate and feel positive towards each other. The
force rcleased by communities is belonging: an
emotional sense of attachment to the community and
its values despite any undesirable features.

L-4: Associations form within tribes and com-
munities around principal objects in order to promote
an interest formally. Members create the association
through their commitment to its objects. Associations
with similar objects compete for members and re-
sources; but they may form alliances to pursue com-
mon goals. Associations release and channel enthusiasm.

L-3: Factions form within associations around
internal priorities in order to cnsure a particular view
prevails. Members create such groups by taking sides in
particular situations demanding choice. Factions define
each other by their opposing viewpoints. Whenever
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opposition is unnecessary or undesirable for the
association, members coalesce or a coalition is formed.
Factions release passion which can degenerate into
fanaticism.

Propertics. The bulk of this chapter is taken up by
an cxploration of the nature of the characteristic form of
social group at cach level of value, together with exam-
ples. As is evident from the above summaries, all types
of social group share certain properties, These pro-
perties, with the key term italicized, are listed here in
the order they will be considercd in the descriptions to
follow.

First, the essential function of the type of social group
will be identified. When people in groups are energized
by values, exlraordinary social forces are released. Social
forces depend on non-physical human energies which
accompany and power the various motivations already
identified. These human energies are relcased and chan-
nelled by activation of the values in the group context.

The various maodes of group formation will be exam-
ined, and then the type of situation which is antithetical
to group existence will be described. Under the head-
ing, group relations, we will cxamine the nature of co-
hesion within the social group. We will note how such
groups interact with each other both when they delib-
erately link up and when they develop separately in
parallel. Social groups based on value imply or aspire to
equality, but some form of leadership is needed, and
status issues are invariab]y a concern: again. the expres-
sion of both varies according to level. Turning to the
individual, the method of entry to, participation, and
exit from the group will be described at cach level. Then
the relation of the type of social group and values to
identity formation will be clarified. Finally the limitation
inherent in social groups at that level provides a logic
for moving down a level to a new type of social group.

Caveat. The subject of social life and its organization
is so vast that the very limited aim of the present analy-
sis necds to be kept in mind. The aim here is to heighten
awarcness of the ditferent sorts of value, to demon-
strate that these distinctions amongst values are not
merely conceptual but parallel important forms of
social organization, and finally to link values and social
groups to identity development. With this aim, let us
commence the account starting once again from the
source of all value, ultimate values.

HUMANITY, UNIONS
AND ULTIMATE VALUES (L-7)

Nature. Ultimate values reflect and sustain a social
group that involves all humanity. Humanity includes not
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only all people in all cultures, but also all people across
all time. The notion of the oneness of humanity
expresses a sense ol a deep and fundamental common-
ality between people. This commonality must be at
root biological, but it is rccognizcd in practice as ex-
periential. The social manifestation of commonality
stems from ultimate values which are able to unite us afl
precisely because they arc experiential states. Because
ultimate values define cach of us as part of a single social
group and are used to define God, they invite the view
that all are equal in the sight of God.

There is nothing abstrusc about recognizing the unity
of humanity as a genuine social group. When a father
says to his son that ‘one day we will fly to the stars’, he
is recognizing their joint participation in the human
race. John Donne cxpressed the same idea in a poem:
“no man is an island, entire of itself....... any man's
death diminishes me, because | am involved in man-
kind."* The joke that I love mankind, it's people I can’t
stand’ has a kernel of truth. It scems that the further
one grows spiritually, the more people onc loves, and
the fewer people one likes. This is because liking is
based on superficial teatures like charm and similarities
of habits and interests, whercas loving depends on
respect and acceptance of an essence bencath these.

Being part of humanity is not an organizational or in-
tellectual matter, it is defined in terms of an experience
of relatedness which is permeated by ultimate values. In
other words, membership of humanity is experiential,
rather than a matter of social certification. Awareness
of this membership powerfully affects the operation of
social groups at lower levels. Ultimate values define
sought after states of being. When ultimate values and a
deep sense of common humanity arc operative in a
particular group or relationship (at lower levels), the
group may be termed a union. Commonality within a
union is sometimes described as a ‘sense of genuine
relatedness’. So union heightens the unique identity of
each and precludes primitive psychological fusion
between people or with the group. Such fusion. often
mistaken for union, fragments and destroys identity.

Function. The recognition of our common
humanity within any social group has an important
function. It facilitates union within that group and
between that group and others. Union involves a sen-
sitive attunement between people so that all interact in
a way that expresses and activates ultimate values.
Attuning allows interaction to be peaceful, truthful,
harmonious, just, and loving. These ultimate values are
completely shared values and such sharing creates a
bond so deep that it invokes a sense of oneness: hence
the term union. The notion of humanity and the pos-
sibility of union aids us in relating better, not only to
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people of alien cultures in distant places, but also to our
intimates and neighbours.

Humanity as a whole is not, at present, characterized
by union. However the recognition of the possibility of
union within other smaller social groups is a worthy
goal pointing in the right direction. Just as social values
contain the potential for worthwhile activity, so ulti-
mate values carry the potential for worthwhile group
life. Much of this scction will focus on groups in which
ultimate values are activated, and which can therefore
be described as unions. Buber has described “that right-
ness which... is expressed as revelation... and...cannot
be realized in the individual, but only in human com-
munity”.* To this must be added the rider — ‘only in
the state of union’,

The effect of union is to release and channel spiritua-
lity. This force may not be rccognized as such. It may be
identificd as a realization of a particular ultimate value
like trust, peace or love, or be felt as an experience like
lightness, illumination or release, or appear as charisma
attached to some member, often a leader figure. The
experience of union is felt to be given from outside the
group, although it is dependent upon the efforts of
members of the group to recognize and be guided by
ultimate values. Union leads to an evident unification of
the group. Spirituality within a union strengthens and
enriches people. In particular, it supports whatever
other values the members may hold or purposes they
may be pursuing

AA: Alcoholics Anonymous {AA} is an association which
operates through o group process thot generates union
and uses spirituality. is twelve steps ore: *1. We admitted
we were powetless over alcohol — that our lives had
become unmanageable. 2. We came 1o believe that a
Power greater than ourselves could restore us 1o sanity. 3.
We made a decision to turn our will and our lives over to
the care of God as we understood Him. 4. We made o
searching and fearless moral inventory of ourselves. 5.
We admitied to God, o ourselves and to other human
beings the exacl nalure of our wiongs. 6. We were
entirely ready o have God remove all these defects of
character. 7. We humbly asked Him to remove our short-
comings. 8. We made a list of all persons we had
harmed, and became willing to make amends to them all.
Q. We made direct amends o such people wherever
possible, except when to do so would injure them or
others. 10. We confinued 1o take personal inventory and
when we were wiong promptly admitied it.  11. We
sought through prayer and mediation to improve our con-
scious contact with God os we undersiood Him, praying
only for knowledge of His will for us and the power 1o
carry that out. 12. Having had a spiritual awakening as
the result of these Steps, we tried 1o carry this message 1o
alcoholics and 1o practise these principles in all our
affairs.” Atheists cope with the dreaded word 'God’ by
referring to ‘group power’ inslead. Ex. 5.1
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Group Formation. A social group may enter a
state of union in a variety of ways. Recognition of a
common humanity may emerge relatively readily in
times of crisis. Total strangers, when involved in a
catastrophe, will bond together spontancously; and the
capacity for tragedy and war 1o bring out the best in
people is well-recognized. The popular response to
relieve a distant outbreak of famine is another expres-
sion of participation heyond nationality or conmmunity.
However, the union generated in these ways tends to
dissipate rapidly.

For many, union breaks through only in moments of
apparently altruistic sacrifice. Only apparently altruis-
tic, because altruism implies an other — from L. alter

other — and the other is one with the self in this
mode. A person explaining an apparently altruistic act
will say ‘I could not have done otherwise', or I could
not have lived with mysell if | had done otherwise’.
People who have spontancously and heroically risked
their life for another have referred to an inexpressible

and puzzling sense ol connection,

The post-war use of groups for personal develop-
ment — therapy groups, scnsitivity groups, T—groups,
thcrapcutic communities, support groups, community-
building seminars and the like — has led to a realization
that union is a necessary preliminary. As a psycho-
analyst, I found that union was a prerequisite for
analysands to relive and rework childhood traumas. |
called this state ‘primary relatedness’ $The implication
of these findings is that any work of deep personal sig-
nificance, or work in\'olving the use of the self, requires
union to overcome the defensivencss, idealization and in-
appropriate competitiveness which hamper effectiveness.

Marriages and families are the natural entities which
society expects to foster union over the long term. All
societies place great value on the integrity of the family,
and religions invariably invest marriage with a deep
spiritual significance. Husband and wife at first, and
progressively the children too, are expected to foster
feclings of mutual respect and understanding. The work
needed to ensure that a union actually develops and that
exploitation, manipulation, distance and hardness do
not drive out love is not given enough attention in
modern society. The present gap between the rhetoric
of union and the reality of much family life seems to
retlect an inability for people to be fully open and
honest with themselves and with each other.

Larger communities fostering union have existed
amongst monastic orders and religious groups led by
radical charismatic leaders. Spiritually-driven utopian
communes were common in the USA in the 19th cen-
tury, but are relatively unusual at present. These were
never easy alternatives to modern society, and few of
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them survived longer than a generation. In the case of
modern anarchist communes, where the main urge is
escape Irom the burden of social living, degeneration
and collapse is rapid. Union only survives in com-
munities when the scarch for spirituality is a positive
driving force for the members.

Oneida Community: The Oneida Community was
founded in 1848 by John Noyes from his bible class after
he lost his license 1o preach. I consisted of 200 people
who were organized around the early Christian principle
that ‘the believers possessed one heart, and one soul and
hed all things in common’. Equality and communclism
characterized all arrangements: the family was replaced
by o complex system of free love in which men and
women approached each other through third porties;
children were roised communally; almost ol property,
work and leisure was communal; government was pro-
vided by numerous committees on which all had a
chance 1o serve. Mutual criticism waos used for social con-
trol, to foster union, and to ensure the development of
virtlue. The members felt that their community was a shin
ing exomple of the Kingdom of Heaven on earih, and
viewed the outside world as spiritually contaminating. The
community eventually dissolved in 1881 and became o
business manufacturing silverware. Ex. 5.27

Antithesis. The antithesis of union is anti-social or
anti-human behaviour driven by negative ultimate
values. Such behaviour is often associated with psycho-
logical states of fusion in which personal identity is lost.
Then violence and coercion, disrespect and denigration
attack identity and block union directly.

Genocidal policies reflect a direct attack on huma-
nity. These policies incite hate and dehumanize the
victims in order to overcome any reluctance to deprivc
or kill them. Killing is called extermination to generate
a resemblance to the slaughter of pests. Victims are
given numbers rather than names or simply herded
without discrimination. In wartime, the humanity of
the enemy is not so much denied as viewed as an ob-
stacle to victory by the political and military authori-
ties. The dehumanization of the enemy may be
overcome, as in the Christmas in the trenches episode
at the onset of World War | when., to the dismay of the
authorities, British and German soldiers fraternized.
Altcrnatively, dehumanization may degenerate into
mindless massacres of civilians, as in the My Lai episode
in the Vietnam war.

More insidious, but cqually significant in modern
life, is the absence of union generated by a lack of eftec-
tive contact with positive ultimate values. Pcoplc seek
union in social settings of all sorts: in their family, in
their workplace, in their church, in their sporting club,
in their ncighbourhood, in their charitable efforts. But,
too often, union is not tound.
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The modern denigralion of spirituality, the scientific
devaluation of values, the academic Hi ght from wrestling
with the idca of God, the professionalization of every-
thing, the dead hand of convention, all these combine to
block contact with ultimate values and their affirmation
in relatedness. But without a certain level of commu-
nion, isolation l'ragmcntation and inscnsilivity is inevit-
able. From here it is a short step 1o the release of anta-
gonism and loss of respect, in short to social breakdown .

Violence within families, mindless vandalism, a
drug~abusing underclass, squalid living, depersonalized
sexuality, such phenomena when widespread are symp-
tomatic of the loss of a sense of humanity in a modern
society. Unity may be vaunted in repressive societies
based on a leadership cult, informers, secret police,
torture and detention without trial, but humanity and
union are absent there as well.

Group Relations. The development of a sense of
deep commonality depends on a process of com-
munion. This communion is a communicative mode,
verbal and non-verbal, which provides cohesion for the
group and enables containment of tensions and dis-
agreements amongst its members. Freedom and har-
mony are the observed and felt state of affairs wherever
union genuinely exists. (Even if, to the outsider, the
group atmosphere and arrangements appear to be aus-
tere, strict and controlling) Ditlerences between
members of the group are recognizul, but these do not
become a reason for disconnection or rejection.

A union is self-contained in that there is no need for
the group to identify with anything outside of itself.
ITowever, the nature of union and the method by which
it is achieved generate an urge to include others.
Boundaries are not just overcome with other people or
groups, but also with animals, plants, and even lhings,
All these may come 10 be felt to be part of a unified
interconnected whole. “Blessedness™ said Spinoza “is
the knowledge which the mind has of its union with the
whole of nature™. This phenomenon, scen purposively,
is given a variety of names like Destiny, the tland of
God, Dharma or Tao.

Because ultimate values and humanity are inclusive,
the artificial creation of enemies is inhibited. Union
requires a process of reconciliation amongst groups of
different sorts. This implics positive efforts at contact
and communication no matter how diflicult or painful
the relationship. For example, without condoning their
brutal invasion of Tibet, the Dalai Lama in exile pub-
licly forgives the Chincse. By contrast, hickering and
suspicion rather than understanding and trust seem to
be the rule within and amongst most states and their
political leaders.
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In our world of nations, union can be fostered by
activities and events which transcend the individual and
the state. The creations of science. music, sport, art and
architecture, being products of inspiration and imagina-
tion, can sometimes break through the barriers of cul-
ture and language and provide us with the certainty of a
deep identity of all.

Leadership and Status. In a union, status differ-
ences are minimized and leadership is diffused through-
out the group. Equality is deeply felt but it exists
alongside a sensitivity to differences and an awareness
of the uniqueness of cach person. Leadership is based in
charisma. Charismatic leadership is inspired by a trans-
cendental force that compels recognition. It is assumed
to be an expression ol grace given by God. Charisma is
frec-floating in a union, whereas in lower level groups
it tends to fix on someone able to affirm and uphold
ultimate values.

So leadership in a union need not be prominent or
permanently attached to one member. Communion
fosters a consciousness that ecach person needs to
choose responsibly for the sake of the group and each
other, and yet each needs to submit to the way the
group is developing. This mentality leads to choices
being made in a realistic and highly effective fashion:
something which is obvious to those who have experi-
enced union, but which is puzzling to others.

Governing the Society of Friends: The Quokers hold that
the Bible is secondary in authorily 1o the Spirit of God
which is availoble o oll and known directly. They use
unprogrammed and mainly silent worship in which any-
one, man or woman, may speak to the congregation or
offer a prayer on its behalf. The congregations govern
their society using meetings for church offairs. At each
meeting every Friend moy attend and should do so if
possible. It is believed thot the Light in each person will
lead into union and the right choice if faithfully followed.
The meelings begin and conclude with worship, and wor-
ship may be introduced during them. Discussion proceeds
but no vote is laken. At the conclusion of an item, the clerk
records the judgement of the meeting and this must be
accepled, perthaps with agreed modifications, before
further business is token. Ex. 5.3

Entry and Exit. Membership of humanity is open
to all. Being human suffices and, by definition, there
can be no bar to entry. Exit is not possible — not even
through death. What is possible is a failure to realize the
significance of humanity as a transpersonal group.
People forget or deny their own essence. Realizing the
significance of a transpersonal identity is the first step to
developing the capacity for union with others.

To enter into and maintain union via communion
requires activation of one’s “true sell”. The process of
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entering union involves acceptance of vulnerability,
recognition of impcrfection, direct communication,
experiential openness, and mutual respect and accept-
ance

as well as commitment to the aims of the group
(cf. Ex.s 5.1 10 5.3). This is only possible by attuning to
one’s deep experience or listening to one’s soul.
Recognizing and activating being is part of spiritual
growth. It has been described by all the major religions.
Yet the path is repeatedly rediscovered anew — es-
pecially by psychologists in modern times.® Somehow
pure being seems metaphysical and mysterious, even
mystical, although its properties are straightforward
and the process ol reaching it has been documented so
often and so well.

Once being has been solidly recognized by a person
and found in a group, exit from that state or that group
is rarelv sought. If union is lost by accident or for prac-
tical reasons, re-creation of the state of union is
attempted again or elsewhere with others. Union is
unambiguously good, despite all the trials, tribulations
and contlicts that need handling while sustaining the

gl‘OllP.

Identity Formation. Ultimate values call for
union of oneself with others around and with all
humanity. Such union is never fusion. Union depends
on the operation of an unambiguous and distinct sense
of self, and is not a regressive or primitive loss of self,
or projection of the self. The self that exists here is not
an ego, isolated by trappings of status or childhood dis-
tortions or fantasies of self-sufficiency, but a self which
is pure being and which recognizes a transpersonal and
transcendent reality.

Being and communion is impossible for those domi-
nated by postures that generate a false self and a collu-
sive form of relatedness. It is utterly blocked by
antisocial behaviour. Most people are blocked by their
own rigid and inappropriate sclf-assertiveness — collo-
quially referred to as their ego — and by the excessive
use of institutions and authorities to buttress their views
and decisions. The way to cnlightenment, as every sage
knows, is to abandon the ego. This occurs by recog-
nizing the superficiality and transitoriness of memories,
desires, prejudices and expectations. It is often des-
cribed as emptying the self, or as dying to be reborn.
Once this is done, the spiritual self is released and union
becomes possible.

Being creates union, and union affirms being, The
conception of human nature that exists in any culture or
era limits what any particular individual can be.
Conversely, the conception that can be realized by any
particular individual may succeed in redefining what
human nature can be for others: This process is evident
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in the evolution of awareness or consciousness over the
past 2,000,000 )'ears.'o For instance, the recognition
that the fertility of the fields and the seasonal cycle did
not depend on human sacrifice was an extraordinary
development in awareness. The Greck originators of
our civilization lacked any concept of will, so the
development of individuality in the West during the
Renaissance was a redefinition of bcing” The enlight-
cnment of Siddartha Gautama as the Buddha was yet
another. Conscious recognition of what man can be
clearly requires an extraordinary degree of imagination
and inspiration. People like Socrates, Jesus and Sid-
dartha obviously were extraordinary. By being them-
selves, they defined what humanity could be.

Membership of humanity implies that the respon-
sibility for changing the world lies with cach person
recognizing the truth of the spirit and following it. At
present, people appear to be becoming aware of the
interconnectedness of mankind, and of man and nature,
and the need for peace and harmony in these relations.
This is an important step towards union. Till relatively
recently, it scemed esoteric to emphasize mankind’s
interconnectedness. Not to recognize this today takes
some effort given global communications, the world-
wide inter-relations of commodities and finance, and
the actual and potential destructiveness of our techno-
logies.

This modern awareness of interconnectedness is not
equivalent to its precursor, the harmony of man and
nature known in primitive cultures. The loss of that
harmony was a necessary step in the individuation of
human awareness which allowed scientific creativity
and the technological control of many natural pheno-
mena. Primitive man could not intervene in nature to
cause much harm: but modern man can. So our per-
sonal responsibility for union is of far greater signifi-
cance.

Because we are cach part of humanity, it follows that
“no one can be perfectly free till all are free; no one can
be perfectly moral till all are moral: no one can be per-
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fectly happy till all are happy”.

Limitation. Humanity and union are necessary for
all, but they are not sullicient. Union recognizes but
does not regulate the myriad of individual differences
generated by social life; and union, alone, cannot deal
cffectively with evil intent or anti-social behaviour.
Differences need to be tostered. People seem to need to
develop, affirm and celebrate their uniqueness. And
cach particular social domain can only thrive if distinc-
tive values are identified for it, and then used to attract,

guidc and bind people.

In short, union is but a context for social life. The
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family is the obvious example of this. Although children
need to grow spontaneously and uniquely in the bene-
ficial atmosphere that union creates, they also require
guidance of a very specific sort about what to value.
This guidance will inevitably ditfer from family to
family as well as from community to community and
nation to nation.

The expression of union and the realization of ulti-
mate values depends on the creation of different types
of social group which emerge from values at lower
levels. We turn now to the pre-eminent and most prob-
lematic type of social group.

TRIBES AND
VALUE SYSTEMS (L-6)

Nature. Value systems reflect and sustain social
groups which, for lack of a better term, I will call tribes.

Tribes arc created by socialization and generate a
social classification or categorization of people which is
felt to be of the utmost importance. A tribe in the clas-
sical sense is tvpically endogamous, that is to say mar-
riages must occur within it. So tribes based on race or
culture come first to mind. From the present perspec-
tive, marriage and reproduction within a tribe is not so
much about passing on genes, it is more a mechanism
for ensuring transmission of the value system. A nation
is a numerous tribe based on a languagc, tradition and
culture. Any group that shares a history or territory
may develop a culture, a way of doing things including
a value system. It then takes on tribal characteristics.
Students of prehistory suggest that the carliest tribes
were extended families or clans. In modern socicties,
social classes based on rigid socio-cconomic barriers,
may become tribal.

Tribes in the extended sense are not restricted to
family, ethnic or cultural groups. Tribes are here
defined as groups which possess a long-standing recog-
nizable value system. For example, they may form from
those holding distinctive religious beliefs, or be gener-
ated by sharply defined professional and other occupa-
tional roles, or emerge as those working within a school
of thought in an academic discipline. In other words, it
does make sense to speak of the tribe of economists or
journalists or behaviourists or Marxists.

Tribes and Sects: The Jews of the diaspora are united by
their Judaic volue system even though this means includ-
ing people with a wide range of very different cullural
beliefs and practices. The same is ve of Muslims and
Christians. Despite their common origin in the Old Testo-
ment revelotion of Abraham, Jews Muslims and Christians
are in practice uiterly separate. Within religions there ore
sects with their own distinctive value systems: the eorly
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Roman Catholic Church generaied Carthusians who
emphasized manuol labour and renunciction of the
world, Fronciscans who were committed lo teaching and
serving the poor, and Dominicans who were dedicated to
the intellectual presentation and defence of the faith. So
value systems con exist within value systems and sub-tribes
may sustain o distinctive identity so long os it is within thot
of the encompassing tribe. Ex. 5.4

Tribes, in the extended sense, have become numer-
ous in modern societics because religious exclusivity
has diminished, ethnic migrations have flourished.
social activities and roles have diversified and special-
ized, and schools of thnught have proliferated.

Primitive societies show relatively little ditferentia-
tion of skill and interest. Social groups within these
societies recruit through birth, and membership (which
is based on age, sex, kinship and neighbourhood) is
usually compulsory. Withdrawal or change of group or
society as a whole is not possible, so social identity is
extremely restricted. By contrast, people in modern
societies are dedicated members of a few tribes: usually
one associated with their culture, another associated
with their work or socio-economic status, possibly
another associated with their religious or political
beliets. They can, with effort, alter their memberships.
The rule of endogamy is not strictly upheld. but it still
applies in modern society. Such endogamy is partly
opportunistic, partly demanded l)y social convention,
and partly a personal preference for a partner similar to
oneself.

Function. The function of the tribe is to provide for
and preserve social distinctiveness. Within a particular
domain, cach member of a tribe holds a similar set of
ideas to fellow members. These ideas are feit to be
utterly distinct from the set of valued ideas held by
members of other tribes. Tribes celebrate and affirm
their own value systems, which they see as the best way,
or even the only way, to realize certain ultimate values.
Scientists, {or example, might accept that journalists,
artists and theologians seek and communicate truth and
knowledge, but the gulfs separating life within these

four tribes is immense.

Tribal membership activates and channels loyalty.
Loyalty is the crucial force that enables a person to
uphold the virtues of the group and to defend it vigor-
ously against criticism and attack. It is a powerful force
for tribal continuity and contributes to its persistence
through hard times. Hard times include those periods
when members are ashamed of the views or behaviour
of the tribe as a whole or of members acting on its
behalf. Loyalty is particularly poignant when a person
who is sclflessly serving the group is rejected or even
persecuted by other members or group officials. This
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sometimes happens \\’ith CSPiOHElg(‘ or undercover
agcnts.

Loyalty in a nation-state is often called patriotism.
I'xaggerated and bellicose loyalty has come to be known
as chauvinism after Nicolas Chauvin of Rochefort, a
veteran soldier of the Lirst Republic and Empire in
France. Loyalty reaches its extreme where, as in the
military, loyalty is itself specifically part of the value
system. Some churches take the same view.

Church & Dissent: In 1989, the Vatican, disturbed by
dissent, attlempted io impose a loyally oath on Catholic
priesis and theologians. In 1990, i published a docu-
ment approved by the Pope which osserts clearly that
theologions do not have any right of public dissent from
the official Church teaching, even when such teaching
does not pretend to infallibilily. The document argues that
‘standards of conduct appropriate to civil society or the
workings of a democracy cannol be purely and simply
applied to the Church'. In taking this line, the Church is no
different from any other organization determined to main-
tain its cohesion. The following phrase in the document is
identical to the military demond for unquestioning obedi-
ence: ‘Appedling fo the obligation o follow one’s own
conscience cannot legitimate dissent.’ The Vatican cannot
be accused of equivocating, or letting o long-standing
element of its volue system be modified. Ex. 5.513

As noted carlier, individuals usually have multiple
loyalties. These can lead to inner conflict. The theolo-
gians affected in Ex. 5.5 suffer precisely because loyalty
to their socicty's value system requires them to assert
their right to freedom of thought and inquiry, while
loyalty to their church demands some sacrifice of their
independence of thought. A much commoner loyalty
conflict in modern society results from the division
between loyalty to the family and loyalty to the firm.
The in-law problem is a loyalty conflict between the
family of origin and the family of procreation. During
wartime, there may be conflicts between the loyalty
owed to one’s nation of birth and one’s nation of
residence.

If a tribe’s importance is excessively exalted, for
good or bad reasons, without concern for wider
society, loyalty conflicts become externalized as tribal
warfare. For example, the UK print workers were a
well-integrated tribe organized into trade unions which
often seemed to show little concern for the demands of
newspaper production. Their stance culminated in the
1980’s in complete exclusion from one newspaper

group and pitched battles with police.

To avoid such things and capitalize on the power of
loyalty, national leaders desire to make the main tribal
memberships coterminous. A territory with a single
established religion and a unitary culture is relatively
casy to govern. For this reason, conquests have been
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regularly followed by efforts to destroy the local culture
and religion,

Tribes and Conquest: 1. ‘On the some day, Joshua copr
tured Makkedah and pul both king and people to the
sword, destroying both them and every living thing in the
city. He left no survivor..... Then Joshua and all the
Israelites morched....to libnah and attacked it......and
they put its people and every living thing in it to the sword;
they left no survivor there. ... From Libnah. .. to Lachish. ..
they took it on the second doy and put every living thing
to the sword....". Moses was more practicol, and he
odvised: kill the men and moture women, but breed from
the virgins.'4 2. Zoraastrianism was the state religion of
various lranian empires until the Arabs conquered lron
ond imposed lslom in the 7th century. Zoroastrians
declined more ropidly after the 9th century due to suc
cessive conquests of lran by Muslim Turks and Mongols.
In the 10th century a group Hed lo India and became
known as the Parsis. By the 13th century, only o perse-
cuted minority survived in Iran around two deser! cities of
Yozd and Kerman and lslam was the overwhelmingly
dominant religion. 3. In 1949, China invaded Buddhist
Tibet. It is estimoted that 1.2 million Tibetans were killed.
7.5 million Chinese were moved in so making the remain-
ing 6 million Tibetans a minority in their own country.
Viriually all the 6000 Buddhist temples were destioyed
ond the spiritual leader, the Dalai lama, was forced into
exile in 1959. Ex. 5.6

Any established minority in a community is a natural
scapegoat because of the inherent negativism between
value systems. The persecution of minoritics serves as a
ready outlet for hostility and a relief from frustrations
generated by the difficulties of social life.

Within the tribe, altruism is a manifestation of
loyalty. In other words, self-sacrifice occurs for the
value system or for symbols or individual representa-
tives of the value system. Altruistic acts for another
tribe are regarded with grave suspicion, and considered
to be expressions of disloyalty and betrayal. “The essen-
tial characteristic of a tribe is that it should follow a
double standard of morality — one kind of behaviour
for in-group relations, another for out-group’. 15

Group Formation. As we have seen, tribes form in
response to social, linguistic, religious, occupational,
theoretical or other enduring distinctions. The incom-
patibility of beliefs, interests, activities, customs or
modes of communicating leads to those of a like mind
congregating and distancing themselves actually or
psychologically from others. This congregation, com-
bined with the desire o perpetuate the value system,
produces the tribe.

Value systems which emerge over time in relation to
activities or communal interaction cannot be designcd.
The tribe and its value system, and hence the definition
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of a sacial identity for a person, evolves over a con-
siderable period — usually more than one generation.
Emotional, historical and gcographica] factors all influ-
ence the result. Other things being equal, the longer
the history, the more sccure the tribe and the more

intense the tribalism.

Social and environmental changes may lead to tribal
modification or weakness and extinction. Genetic
extermination, the mainstay of carly man, has been
replaced by cultural evolution and social selection.
Nowhere is this more cvident than in the field of
religions. To illustrate the diversity needed for evolu-
tdon: over 10,000 new primal religions are said to have
developed in Africa in response to the impact of
Christianity.'® To illustrate relatively sudden major
change: cult worship of the Mother Goddess which
dominated Brahmanism in ancient India was rapidly dis-
placed by Jainism and Buddhism whose tounders
emerged around 550BC.

Value systems which are pure theories or scientific
paradigms are capable of deliberate design. However,
the tribe itself remains beyond design because it
requires the development of personal belief and must
adapt to the social context. So scientific disciplines and
theories also show evolutionary patterns and are
affected by psychosacial pressures.

Lovalty generated by tribes encourages people to
define and preserve the value system through socializ-
ing others into the tribe. Socialization efforts are inten-
sified by groups that demand a great deal of their
followers. This may take the form of indoctrination at
work. use of schooling to drive home a message, exhor-
tations in speeches and writings, and privileges for those
who demonstrate their devotion to the tribe's ideals.

Antithesis. A tribe experiences itself as beset by
two types of seemingly antithetical behaviour. The first
is disbelicl. Those who tolerate or even respect the
tribe’s value system, but arc not members of the tribe
potentially weaken both the tribe’s external influence
and its hold on its own members. Tribes vary in their
efforts to convert or exclude such people, but non-
believers gencrally play a uscful role by being cast as
inferior, ignorant, unenlightened or harmful.

The most undermining and dangerous force for any
tribe comes from betraval. Adherents who reject the
tribe’s value system in part or whole become suscep-
tible to the ideas of alternative tribes, and may act on
their behalf against their original tribe. Tribes are in-
tolerant of lapsed members becausce of the trust, hope
and effort invested in them. Free-thinkers, traitors and
apostates are also reviled because they set a bad
example.
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One thinks of betrayal in relation to nation-states.
However, the term can equally include a person who
marries out of their community or class; a feminist who
becomes a full-time wife and mother: a doctor who
defends the validity of alternative medicine: an aca-
demic who rejects the foundation assumptions of his
discipline; or a priest who rejects a ke_v element of
dogma. Such peop]c tend to be punished, persecuted or
rejected by their tribe. If the tribe is well-organized,
ways exist for such members to be formally expelled.
For instance, a person may be cxiled from a country,
excommunicated from a religion, or de-registered
from a protession.

When the tribe is oriented around a well-defined
school of thought, as in the case of psychoanalysis,
Marxism, or Roman Catholicism, betrayal takes the
form of revisionism, deviationism or heresy. Such
tribes may tolerate differences and dispute within the
value system, but direct criticism can only be allowed in
the most marginal way. Tribes handle internal differ-
ences by forming sub-tribes (sec Ex. 5.4). if difterences
between the sub-tribes are too great, then painful
schism results.

Group Relations. The socialization process pro-
vides all adherents of the value system with much in
common. For a tribe and its value system to persist, it
is necessary to ensure that socialization is periodically
reinforced and that new recruits are sought and sys-
tematically socialized. Value systems are assimilated via
identification, so a [ull and thorough conversion is
required. Often it has the element of an ordeal in the
sense that an old self must dic and a new self be reborn.

Membership of the tribe gencrates a solidarity or
brotherhood which enables the group to sustain itself
against outsiders. A sensc of unity is essential. Group
unity and identity is revealed in the way that all mem-
bers defend the value system, affirm its central fea-
tures, and proclaim its inherent goodness — typically
using almost identical phrases and arguments.

The group looks after its members by looking after
itself. Sometimes this involves keeping the numbers
restricted while increasing the amount of resources put
at the disposal of the tribe: professions usually try to
take this approach. In other situations. it implies
expanding the tribe and its sphere of influence to enable
others to benefit. So accountants colonize universities,
psychotherapists get involved in cancer care, and media
people infiltrate political party machines.

Making Universities Businesslike: The tiibe of academics
has been united by o volue system captured by the
melaphor of the ivory tower. In the ivory tower, reputation
is pursued through scholarship even if only a tiny esoteric

research community appreciates it), adapiation of ideas
for public consumption is shunned (even if it would bene-
fit the community), the general public is frected as igno-
rant leven if academics would benefit from listening), a
boundary between work and social action is maintained
(even it social needs are evident), academic freedom is
supported (even it lines of research are fruitless over mony
years], and research which is not rigorous is opposed
(even if it is useful or lucrative). The introduction of a busi-
ness approach to Universities can be seen as on attempt
to alter this value system. However academics have
generolly opposed chonges aimed at moking Universities
more business like. Ex. 5.7

A diverse variety of tribes is often to be found within
any single domain. They naturally come into contlict
over values adopted in that domain and the allocation of
resources. In a health service, tor example, doctors,
nurses, paramedicals and managers cooperate reason-
ably well in the handling of patients, but fight bitterly
over money for developments. Doctors as individuals
may be altruistic guarantors of the patient’s interests,
but as a profession they arc a powerful tribe affirming
the pre-eminence of their values and pursuing their
own advantage.”

Although variety is usually desirable {rom a practical
or humanistic standpoint, adherents of any value system
have an urge to reject and denigrate, if not utterly
annihilate, different value systems. Negativity between
tribes seems unavoidable. Within churches and utopian
communes which explicitly foster union and where
tolerance and acceptance might be expected, epithets
tor outsiders range from ignorant at best, through con-
taminating, to pernicious and evil. The most that can be
realistically expected of tribes is that they should be
expected to co-exist in a state of quiet non-pejorative
negativity. Coexistence relers to the right for all tribes
and their members to be allowed to function. Nega-
tivity refers to the sense of social distance and division
between tribes. Tribes may grow towards each other
over Lime, especially ifsharing a common goal or faced
with a common enemy, but inter-tribal unity is impos-
sible. Inter-faith initiatives, for example, usually expect
too much. Professionals, ideologues and religionaries
find the limited aim of peaceful coexistence spoiled by
deep drives of each tribe 10 assert pre-eminence. If
coexistence is deeply hostile, social life is invariably
harmed in some way.

Leadership and Status. All within a tribe are
equal and yet tribes invariably generate an informal but
widely recognized hierarchy. Over time, these status
differentials may become sharp, rigid and immensely
complex as in the Hindu caste system. In tribes based in
occupations  or  political ideologies, the hierarchy
develops in relation to the degree of dedication to the
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value system, the significance of the contribution of the
adherents, and their power in socicty. For example, the
hicrarchy  within adherents of a political ideology
depends on the degree of commitment, idcological
purity and political ability: the hicrarchy in academia
reflects the quality of the academic contribution and
service to the discipline.

The tribe desires, above all, for its value system to
survive. It therefore organizes to defend its own dis-
tinctiveness and means of perpctuation. Membership-
centred associations may be set up which are open only
to the tribe and dedicated to its delence and promotion.
The leadership needed by tribes and tribal bodies is
quite unlike dynamic merit-based leadership needed in
organizations. Tribal keaders are required for symbolic
purposes and to perform ritual functions which signifv
the truth and power of the value system. They repre-
sent and endorse the value system internally to adher-
ents and externally. So leadership is embodied in
ofticial or quasi-official positions e.g. presidents and
councils of professional associations, gencral secretarics
of trade unions. founding fathers of new disciplines or
theories, heads of state or of world churches. Whoever
is in these positions is treated deferentially, irrespective
of their personal qualitics.

Although those in leadership positions may play a
vole in handling social pressures and tribal changes.
leadership here is intenscly conservative in respect of
the value system. There is little or no room for prag-
matism or compromise by the Icader, because such
things are about what to do — nat about what 1o be.
The tribe exists to affirm a distinctive identity and value
and the leadership symbolizes that existence and
identity. Members of the tribe must be able 10 recog-
nize themselves unambiguously in whoever is in the
leadership position. Ideally that person should be
recognized as being one-of-us and reflecting the best-
in-us.

Entry and Exit. In the case of race and religion,
people qualify for a particular tribe through their birth,
and are socialized during their upbringing, University
undergraduates are educated into accepting certain
schools of thought and rejecting others. If their career
is in academe or based in its teachings, they become
voluntary converts. People often accept indoctrination
voluntarily: tor example, when joining a professional
group or adopting a particular political ideology. They
then obtain the needed socialization through self-disci-
plined effort, participation, and responding to exhorta-
tions. Acceptance by the group is grantcd via formal or
informal qualifications. Religious membership and citi-
zenship may be changed in later life through a voluntary
conversion.

Entry to a tribe is charged with emotional signifi-
cance because it means subordinating oneself to the
values and needs of that tribe. In all cases, lengthy
periods of initiation and adaptation in childhood or
adulthood are required before tull membership of the
tribe is granted. Where a tribe has tormally constituted
itself, an investiture into full membership may take
place when the individual is deemed ready. Because
language unconsciously. implicitly and uncontrollably
expresses values, the learning of a language (or a lexi-
con of specialized terms — jargon to outsiders) is
encouraged if not enforced during the entry process.
Such verbal and non-verbal language differences help to
demarcate tribes. The resulting barriers to communi-
cation loster negativity.

The person whose innate or deliberate identity
development leads to growth away from the value
system of the tribe cannot stay within it. A process of
mutual rejection commences, until cither the tribe or
member takes the final step to sever connection. Exit is
generally viewed as positively undesirable by the tribe,
and it may be impossible in the view of outsiders:
Hitler, for example, persccuted Jews who had aban-
doned the faith.

Fomilies and Family Theropy: A family is o tribe in this
conlext, but o most unusual one because it is impossible
io deselect either our parents or our children. Membership
of the family is more permanent than membership of
nations, religions, professions or ideologies. When
society was less individualistic, wider tribol volues were a
sufficient guide for family life. Now, each fomily requires
the development of its own value sysiem in which fairness
ond reciprocity as well as the meeting of emotional needs
are worked out. The frequency of marital breck up sug-
gests tha! many fail in this 1ask. {Perhaps too much is being
expected.) Marital partners have to socialize each other
and the children in order 1o create the necessary loyalty
io the family unit, but such socialization involves loyalties
to value systems in the families of origin. Family therapists
hove found thot disturbance often resulis when there ore
unadmitted or unconscious loyalty conflicis. A fomily
member may be hreated as o traitor when oll thot is
happening is a socially appropriate seatch for cutonorr‘\z.
Ex. 5.8

Exit from a tribe is an emotionally difficult matter.
Joining another tribe is cqually difficult because it
means undergoing a conversion to that tribe’s values,
often in the face of suspicion about loyalty. As a reac-
tion, converts are known to become over-zealous and
develop a ‘holier than thou' attitude. Membership of
two competing tribes is vicwed with the deepest sus-
picion: a scientist who becomes a philosopher may
never be fully accepted as a proper scientist or as a
proper philosopher.
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Identity Formation. Value systems demand an
identification with the values and with the relevant
tribe. So the tribe now defines the individual. Identi-
fication occurs in the socialization process. and roots
the sense of obligation and lovalty to the tribe. The
tribe’s values and needs become indistinguishable from
the individual's, and are held by the tribe to be more
signiticant than any values or needs that the individual
may have which are unrelated to the tribal identity and
well-being. So death in the service of the tribe and its
value system is regarded with favour. (Socio-biologists
explain that parental sacrifice for a family, the carliest
tribe, protected the germ line and so must have been
selected for during evolution.?)

Limitation. Socialization gives a sense of attach-
ment which is too theoretical for everyday use. The
tribe’s value system makes no speciﬁc provision for dif-
ferences between people or for the needs of particular
situations. So it feels too demanding and too controlling
of the individual at times. People need to be part of a
social group which is more practical and flexible. They
need a group which allows for some personal recogni-
tion, some regular physical and emotional contact, and
which allows each person to have some influence over
the group's identity. This takes us to what most people
immediately think of when imagining a social group: a
community.

COMMUNITIES AND
SOCIAL VALUES (L-5)

Nature. Social values reflect and sustain actual
organic communitics. By calling the community actual
and organic, I am attempting to avoid confusion with
the metaphorical extension of the term to natural social

groups at other levels — as in ‘community of mankind’
(L-7) or the worldwide ‘community of feminists’
(L-6). The community built around social values is a
social group where people meet and interact continu-
ously or periodically on a regular and public basis in
respect of an undefined range of activities. Such a com-
munity is expected to meet the full range of needs of its
individual members so far as this is possible. [t secks to
accept personality differences and individual quirks and
prefcrcnces. Any community is pcrccived to be a co-
herent and evolving entity with needs of its own.

The primary form of community, the focus in this
section, is territorially defined. The size of the territory
and number of people determines the quality and
extent of the interaction. Community, as most pcople
understand it, is realized in a shared household or in a
neighbourhood or small town where personal recog-
nition is possible and where mutual informal assistance
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is natural and desirable. Such communitics have been
idealized: Rousseau, for example, felt that only in a
community simple enough to be intelligible and small
cenough to allow effective participation could man be
free, happy and on good terms with others. '

It is cssential to recognize that there are discrete
levels of territorial community and that cach of us is
potentially a member of seven progressively encom-
passing communities requiring government in quite
distinct ways.?® The household is the smallest territorial
community which requires to be governed. A neigh-
bourhood or small village within which children play
and people walk about is the next territory, and here
parish or village councils are found. (Most utopian
community experiments and primitive societies are not
organized bevond this level.) At the next level is the
town or rural district in which most community scr-
vices are available. This is the arena of local govern-
ment. Above this is the region or province based on
geography or history, and requiring laws to maintain its
distinct subcultural characteristics. Finally there is the
nation-state which is usually culturally defined by such
things as a common language, common religion. com-
mon ecthnic origin. It enforces unity by social arrange-
ments like a common mom-tary s_vstvm, common
defence and free passage. Multi-national regional
groupings, like the Organization of African Unity or the
European Community, form the sixth territorial level
of potential community; and ﬁnall)’. at the seventh level
is the world community of nations where government
is reflected in a body like the United Nations,

Although larger communitics are impersonal and
extremely complex, individuals still have the potential
to exercise an influence over their values and operation.
The advantage of large communities lies in their capa-
city to provide for a great variety of social values, and
so cater [or an enormous range of individual difter-
ences. The claustrophobia and sense of intrusion in
neighbourhoods or villages is avoided by the possibility
of finding soul-mates whilst retaining anonymity.

The secondary or non-territorial form of community is
one which emerges when any set of people interact
physically and personally over time for any reason at all.
This may occur at work, or in a club, or in tribal activi-
ties. People in such situations interact physically and
cmotionally in parallel to whatever their main purpose
is. They need to get to know and deal with each other
as individuals in order to pursue their primary purpose.
In doing so, a form of community is created.

Community in a Firm: A firm is not a territorial commu-
nity, but people within it must get on with eoch other. If the
firm wishes its employees to consider themselves as part
of a community, it must imitate territorial communities by
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deliberately calering 1o the social values and social needs
of sioll. For example, it might fund o staff association,
offer its facilities for outofhours functions, allow for per-
sonalization of the office decor, set up and subsidize o
high quality coleteria, provide medical care, support
further education, enter staff teams in competitive sports,
encourage charitable giving, provide reloxation rooms
for people 1o meet, anly move people around the firm
ahter consultation, ond institute policies which minimize
staff rnover. The specification, introduction and organi-
zation of such initiatives should not be driven by lineman-
agers but should depend on the siaff association and
voluntary participation by stoff. Ex. 5.9

Anthropological studics show that networks of social

relations catering for the same necds economic,

legal, political, kinship, religious -— arce to be found in
all societies however disparate their value systems. The
tribal value systems affect these community activities,
but whercas the value system is an abstraction floating
above external rcality, values governing activities must
suit actual local needs and circumstances. In other
words, the system or network of social values which
defines a community must be distinguished from the
value system.

Function. Intrinsic to any community is the notion
that personal needs (like privacy) should be a group
concern and that communal needs (like clean strects)
should be a personal concern. The community should
provide a robust context for rcgular daily social life, onc
within which all that is necessary for living is available.
Its function is, simply, to meet social needs. The first
and 0\'crriding requirement seems to be cnsuring social
order and maintaining the community as an entity. The
more interconnected the members of a community
feel, the more effective is the informal social control
which can be exerted during daily interaction by

members on each other.

Such things like the provision of food and water,
work and Icisure activities, housing and travel. buying
and selling, cducation and welfare, and resolution of
disputes arc essential in territorial communitics.
Beyond that, the richness of any community is
expressed by the variety and depth ol the activities
which it regularly supports.

To achieve its ends, any community demands a
degree of adaptation and compromise amongst people
in the light of the realities of the situation. This give-
and-take is most difficult in regard to areas where
value systems are battling for dominance. Adherents of
the various groups then have great difficulty in co-
operating,

By focusing on shared social values, differences in
value systems can be overcome without needing to
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meet the more stringent demands of union. For exam-
ple, the community in Jerusalem between the wars
consisted of Jews, Muslims, Christians, the Druze and
others. Despite their markedly different value systems,
they were able to share social values like worship, social
order, friendship, tolerance and work. A community
formed in this way develops common understandings,
habitual patterns of interaction, physical routines, and
customary resolution of difficulties. People become
attached to these ways of doing things as well as to the
people and to the place.

A community is home: it permits togetherness,
abolishes loneliness, and releases and channels belong-
ing. The camaraderic and security of belonging, though
less intense than the fire of loyalty, still cngcndors a
comforting warmth. Belonging is felt directly as an
inner personal force, a drive which defines a physical
and a psychological attachment to the community.
Belonging leads to memnbers daing things voluntarily
for the community or for particular people within it:
voluntarily rather than obligatorily as loyalty might
require (Ex. 5.5); and voluntarily but not necessarily
enthusiastically as personal interest might allow (Ex.
§5.11). Involvement in a community depends both on
what a person is willing to give and what he is content
1o receive. Bclonging is associated with a feeling that
the community is an extension of the person and that
the person is an essential element of the community.

Group Formation. A community forms if people
are required by circumstances to interact over time.
Sometimes a new community is set up because a group
of people wish to share a social life together. Many non-
utopian communes develop from friendships and
resemble extended families. Larger whole communitics
may be deliberately established. They may simply be an
over-spill from an overpopulated arca; or they may be
based on a utopian valuc system, like the Oneida com-
munity (Ex. 5.2) or Findhorn (currently thriving in
Scotland?!
the early penal colonics in America and Australia or a

); or they may realize a principal object, like

future colony on the moon.

Whatever the reason for a new community, its
evolution will depend heavily on the qualities, values
and participation of the people within it. The more dis-
tinctive their value system and the maore idiosyncratic
their social values, the more isolated from surrounding
communities the new community is likely to become.

Antithesis. Isolation and alienation are the anti-
thesis of community. A community, being an enduring
network of social interactions based on social values,
demands sharing of goals and communal activitics. If
those living in a neighbourhood or housing estate do not
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get to know each other, fail to recognize that they have
common needs, and act intolerantly on the basis of
tribal differences, then the quality of social life deterio-
rates and the potential for anti-social activities esca-
lates. Anomie develops as the social values within each
person fail to resonate with the social values evident in
their environment.

Group Relations. Everyonce is born into a com-
munity. Some stay in that same community for their
whole life, others move to new communities. Only
very rarely does a person become hermitic. People
must relate to others in their communities, and take
them as they happen to find them. This calls for
mutuality and dialogue.

On the onc hand, dilterences, in particular tribal dis-
tinctions, must be tolerated; and on the other, the
views of any single person must not be allowed to
determine the shape of the community. Individual dif-
ferences must be recognized and built on 10 ensure that
all members are valued. Personal strengths must be
harnessed, and evervone must be allowed some say and
enabled to play some part in community development.
Dialoguc is essential to discover what the shared social
values actually are, what the needs and capabilities of
members are, and what challenges and needs the
community is facing and should meet.

The greater the degree of cooperative interaction
among people, the stronger the cohesion of the com-
munity, the more intense the feeling of belonging, the
more social values are reinforced and realized, and the
stronger the community identity.

There are two obvious extremes in the balance
between dominance by individual or community needs.
At one extreme are anarchist communities in which
there is a minimum of sharing and cooperation due to
the notion that a group should interfere minimally with
the freedom of the individual. The result is transient
membership, wealdy defined boundaries, and a short
life-span for the group. At the other extreme are
utopian experiments which value social control over
personal identity. Communes based on the ideas of peo-
ple like Owen and Fourier ensure control by strictly
valuing communal equality, cooperation and fairness:
while social control in a convent of cloistered nuns may
be equally strict but so hierarchical that no two are
equal.? Most of us live in communities lying some-
where between these extremes.

Cohesion and warmth within communities are expe-
rienced and expressed as fcllowship. Social values,
being inclusive and integrative, serve as a suitable basis
for fellmvship and provide the main opportunity to
overcome internal ditferences in value svstems. Social
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values can also generate cooperation and positive feel-
ing between communities which have different value
systems,

Altruism comes into its own in communities because
it is tacitly regarded as a reciprocal matter. In a com-
munity, people allow themsclves to be changed, and
hope to change others and the community as a whole.
Altruism is therefore tightly linked to an expectation
that the sort of community that is worth living in is onc
in which each treats the other without allowing imme-
diate selt-interest to intrude excessively. If, in the
event, altruism is not repaid, it ccases — unless it
meets masochistic needs for self-sacrifice. Altruism for
distant people in communities unknown is weak and
unrchiable, because reciprocity is impossible. Hardin
arguces that biological selection operated to favour tribal
groups characterized by reciprocal altruism and inter-

tribal aggression.'¢

Altruism js impractical on a large scale because scale
gencerates impersonality. It is difficult to know whether
something beneficial in one community will be bene-
ticial in another. Much supposedly altruistic foreign aid
— food, money, equipment, medicines, building —
seems 1o have disrupted cultural life and imposed alien
values (as well as propping up regimes that persecute
their own people).

Leadership and Status. People in a community
have to deal with cach other directly, and so tribal status
difterentials may be reduced. Because the rationale for
community lies in meeting needs and because all in the
community share these needs, a sense that equality is
desirable may be strong. However, any community at
any point in time manifests social inequalitjcs‘ These
inequalitics may be informal and unenforced, but they
are widely recognized and sometimes difficult to
escape.

Difterent people or groups in the community experi-
ence certain needs more intensely than others (e.g.
needs for emotional support, for health care, or for
education) and these people tend to suffer or feel in-
ferior. Certain communal needs may be more promi-
nent because of circumstances (say, the need for
computerization) or tradition (say. the need (or reli-
gion), and this raises the status of those involved.
Communities dcliberately elevate or depress status by
allocating moncy or prestige, and people can take
advantage of this. For instance, enhancing the prestige
of soldiers in wartime helps ensure a steady flow of
recruits. Similarly, a shortage of computer experts
leads to higher salaries which encourage people to enter
this occupation. Differences in inherent and learned
capabilities (e.g in imelligence, in self-expression, in
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social skills, in making money) emerge at diflerent ages
and alter over the life-span under the influence of ill-
ness, opportunity and circumstance. These are further
sources of social differences.

For all these reasons, inequalities are endemic and
continuously fluctuating in a community. Communities
permit a degree of individual distinctiveness, allow
multiple statuses and foster integration. The result is
social fluidity and mobility. Unfortunately for some
people and for the community as a whole, tribal
allegiances and mentalitics may inhibit use of the poten-
tial for personal benefit that a community can offer.

Leadership in a community is provided by public
tigures. These emerge in 1wo ways: formal-political and
informal-relational. Communities need government
and the politicians are formal leaders. In a free society,
members of the community are nominated and elected
to govern by all in a secret ballot. Political parties form
around a value system, but voters are rarcly members
of the party, so at election time, politicians of opposing
parties appeal to identical social values like economic
well-being, national security. control of crime, and
better welfare services. In the event, the realization of
most promises is rather rare. Nevertheless, the public
seems to be satisfied with hearing their social values
proclaimed and affirmed.

Informal leadership emerges from the processes of
interaction and fellowship. On the one hand, all mem-
bers are typical of the community. So the views of the
community may be obtained by opinion polls, invited
phone-ins on the radio, or letters to newspaper editors.
On the other hand. it soon becomes apparent that cer-
tain individuals are particularly able to appreciate and
articulate the social values of the community, and
desirous to do so. These are usually people with the
time, capability and material resources to be concerned
for the well-being of the wider community. They may
be businessmen, professionals, church leaders, jour-
nalists or intellectuals. Such community lcaders may
achieve considerable influence without any formal
responsibility so long as they recognize. like politicians,
that they can go no further than the community as a
whole is prepared to accept.

Entry and Exit. Within a free society, joining and
leaving communities is an informal matter. Subject to
particular problems of space or resources and the local
cthos, communities readily allow their members to
move between them. Migration becomes problematic if
there are differences in value systems, and if large
numbers of migrants are involved. Although new-
comers are expected to adapt to the existing social
values (because it is presumed that these were an
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inducement to come), they are also expected to intro-
duce their own social values. In organizations, this is
described as bringing in new blood.

Exit from a community is not traumatic, but even so
it may be an emotional wrench. So people staying a
short time in a community may avoid getting too
involved with it. This is the danger posed by excessive
mobility in a society. If a person’s social values change
relative to their current community, then leaving is
positively desired, and exit is a relief.

Identity Formation. Social values are felt as
personal needs and the community’s values are experi-
enced as community needs. Calls for political self-
determination by a community are not just about
asserting community identity, but also about the free-
dom for personal development. Those who assert the
need for each and all to discover meaning in their life
and to be open to experience are usually arguing lor the
significance of social values. The implication here is that
potentials within the self have to be developed within an
available community sympathetic to those needs. Each
of us needs to recognize that we are physically located
within communities and must find ourselves in rela-
tionships available there. In other words, identity is
relational in character.

The growth of identity depends on a sense of per-
sonal freedom. Personal freedom is expressed within
community life and depends upon the handling of rela-
tionships. If the potentialitics and freedom of others are
not to be infringed, such relationships need to be
characterized by mutuality, The control of others is
particularly unsatisfactory, even when strong leadership
is valued. Control interferes with the inclusiveness of
social values, and with the openness to different wavs of

interpreting and realizing them.?
P g g

The person and the community shape each other
because the social values of one are the social values of
the other. The development of both relate to the same
needs: the individual nceds health, the community
thrives if its members are healthy: the individual needs
to be educated, the community develops if its members
are knowledgeable; the individual needs to trust and be
trusted, the community thrives on mutual trust.

People who sce their community neglecting the
needs of some or all within it can and should Pusll for
change. Changes in social values and community iden-
tty always start with a radical minority in favour.

Social values are open-ended and require ever new
modes of realization. The regular reinforcing of social
values in community life strengthens personal identity,
and feeds back into a diversity of communal activities
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whereby these values arc lived. Such participation
creates a more wholehearted involvement and further
strengthens the community as a whole.

In focusing on one’s needs and determining social
values, the use of intuition is essential. There is no other
way in which a sense of ourselves, a sense of others, and
a sense of any relationship or community feeling can be
obtained.

Limitation. Communities are too diffuse to allow
focused endeavour. Mutuality and fellowship are sus-
taining, but do not provide a way for individuals to use
their particular interests and aptitudes to the full.
Neither belonging (nor loyalty nor spirituality) are suf-
ficiently dynamic and organized to promote a particular
endeavour. Like-minded people within a tribe or com-

munity nced to band togethcr in a different way if

something good is to be achieved for the group and for
themselves.

ASSOCIATIONS AND
PRINCIPAL OBJECTS (L-4)

Nature. Principal objects reflect and sustain associa-
tions. An association is a social group which people
voluntarily and deliberately join to affirm and promote
an interest in a formal way. The association has a valued
and achievable goal, the principal object, which is the
activity required to forward that interest. Associations
may construct and staff a more or less complex enter-
prise based on that goal. Association is the means
whereby the abstraction of ultimate values can be con-
verted by a person into something which can have an
impact. So freedom to associate for social, political or
commercial purposes is fundamental in free societies,

Democracy in America: "They have not only commercia!
and manufaciuring companies, in which all ioke part, but
associations of a thousand other kinds, religious, moral,
serious, futile, general or resticted, enormous or diminu-
five. The Americons make associations to give enlertain-
ments, to found seminaries, to build inns, to construct
churches, to diffuse books, to send missionaries to the
antipodes; in this manner they found hospitals, prisons
and schools.” De Tocqueville also observed that “in arisior
cratic societies (like Englond} men do not need 10 com-
bine in order to act”, and claimed that “Americans are
much more addicted to the use of general ideas than the
English and entertain a much greater relish for them.
Ex. 5.10%

Cooperatives, partnerships, sports clubs, profes-
sional bodies, churches, charitics — all these are asso-
ciations which depend on communities for their
existence. Although they seem to flower spontaneously,
they must be deliberately set up by people using their
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initiative. Such associations stem in part from the com-
munity’s background support and c¢ncouragement of
endeavours. but mainly from the existence of common
intercsts amongst the people involved. It follows that
whatever is in the interest of the association is felt 1o be
in the interest of the members.

Some Associations: A molorway is planned: one person
hos an inferest lo oppose it and sels up an association
with all those of like mind. An invenlor gets an idea for a
new sort of car which will be o oneseater, and forms an
association of those who are prepared to invest in the
idea. When a disaster occurs, a few victims form an asso-
ciation for those involved in it with the object of providing
emotional suppori and legal ossistance which all will find
relevant. People working on a new theory in mathematics
form an association to exchange ideas and produce a
newsletter. Some drama enthusiasis in a neighbourhood
form an association lo present omateur theatricals. Al
these groups are built around principal objects and are
motivated by interests. Ex. 511

Function. The examples in Ex. 5.11 make it clear
that an association is 2 grouping of individuals formed in
order to promote the achievement of something
specitic. Each person in the association must deeply
value the endeavour defined by the principal objects,
feel it is good to work for it, and put their resources
(time, money, effort &c) into it.

Associations may consist of members who do no
direct work at all but solely contribute money. Most
large businesscs are constituted by shareholders in this
way. In many other associations, members prefer to
offer their own unpaid work as a resource. For exam-
ple, neighbourhood associations generate wholly volun-
tary endeavours like Christmas parties, summer fetes,
and jumble sales. Voluntary associations with more
ambitious aims like organizing regular concerts, pro-
viding sports facilities or producing amateur theatricals
may need to employ a few stafl to do things for the
members. Associations which represent the interests of
doctors in the nation, or promote spiritual values, or
relieve the plight of the worst off in saciety are pro-
moting a far bigger enterprise. Such enterprises in-
variably need an extensive paid exccutive body to carry
much of the responsibility for pursuing the principal
objects.

Stafl in a tirm may think of themselves as a com-
munity (cf. Ex. 5.9), but they more often fecl like an
association of people with a common interest. Mission
statements, for example, are typically aimed at staff on
this basis. It is natural that people work best for organi-
zations whose rationale fits their interests.

Principal objects release people’s active enthusiasm
and natural ardour. Zcal is the old-fashioned word for
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it. Associations are nccessary to channel zeal and human
energies of all sorts in the service of some practical
achievement. Without principal objects, energies
become ditlused and incflective. Without an asso-
ciation, the full varicty of possibilities for realizing the
principal objects cannot be properly appreciated.
Enthusiasm enables persistence, perseverance and
initiative.

Group Formation. A person should be able to set
up an association easily as long as two criteria are met:
the value being asserted must be one in which others
are interested, and it must accord with the social values
of the wider community. Tribes and communities
proliferate associations, because only by associating and
pursuing a delimited set of principal objects can any-
thing be achieved. Associations themselves proliferate
subsidiary associations cither within their control or at

arms length.

Associations are important as a way that different and
potentially antagonistic tribes and their organizations
can pursue common cnds in parallel or jointly. For
example, an inner city development trust might be
constituted by different churches. businesses, trade
unions and voluntary agencies.

Antithesis. The strength of the association is deter-
mined by the significance of the principal objects to the
participants. When the association is dominated by
apathy and disinterest, its core value, the principal
objects, cannot flourish. A person may join a particular
association with the hopc of making business contacts,
carning moncy, gaining prestige, or making friends: but
these cannot substitute for the main interest as defined
by the objects, The more important such ancillary rea-
sons are to members, the less effective the association

will be.

Shareholders comprise the legal association of anv
incorporated firm. However, their principal concern is
with profit-taking and they have little interest in the
business. As a result, sharcholders (unlike proprietors
in the past) have little constructive influence. Firms
thrive only because (or if) the board and top manage-
ment are deeply identified with the principal objects.
Not surprisingly, this anomalous situation leads to
problems including urges to replace the shareholders
through a buy-out.

Group Relations. It will be recalled that principal
objects were defined as the raison d’étre of a business.
They are also the raison d'étre of an association. The
identity of any association is determined partly by its
principal objects and partly by the preferences of those
signed up to it. The people in the association form a
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dedicated band or partnership who support cach other
in relation to the pursuit of the principal objects. The
association thrives in direct proportion to the degree of
commitment of the members to it.

Each association should have its own distinctive
objects and social niche within a community. This
minimizes destructive competition. M(‘rging between
very similar associations is possible and sometimes
desirable if it enhances cffectiveness. In the UK, the
Writers's Guild and the Society of Authors periodically
consider and reject a merger because of subtle differ-
ences. Nevertheless they work together.

Inter-association relations to enable such joint work
are called alliances. But the basic relation between asso-
ciations is one of competitiveness because each seeks
resources for its particular endeavour from a common
pool. This resource may be money, clients/customers,
sponsorship, new members, public attention, political
favour, or press coverage.

Competition for resources between associations
does not imply or require negativity, so hostility is less
justifiable, But principal objects are exclusive and
divisive, so tull positivity is not possible cither. When
public interest groups feel "column inch envy’ for each
other and avoid sharing skills and resources, they harm
their own cause. Proper market-placv competition
amongst charities for donations can activate ditferent
types of donor. Unseemly or unfair competition
amongst charities generates distrust and suspicion in all
donors.

Strong alliances and networks regularly develop as
temporary or permanent phenomena to handle the
common needs and joint work of different associations
in the same domain. Networking can also help mitigate
unnecessary and inappropriate h()stilily. Associations
may link to form a new association to pursue a common
aim. or prm‘ide common scrvices. For cxample, two
businesses may set up a third business with joint own-
ership; or a variety of charities might torm an associa-
tion to coordinate lobbying or campaigns.

Indeed strategic alliances can be highly beneficial for
all parties. For example, they may lead to the market or
community niche being systematically expanded. Very
large enterprises, like the tunnel under the English
channel or space exploration, may be financially and
technically impossible without the use of alliances.

Alliances within a particular domain may be but-
tressed by the formation of an association of asso-
ciations with objects defined to strengthen  their
identity. Over 170 different Christian church organiza-
tions — but notably not the Roman Catholic and
Russian Orthodox Churches — formed the World
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Council of Churches in 1948 to work for the unity and
renewal of the church, and to be an instrument for the
churches to talk, pray and work togethcr in a spirit of
tolerance. Similarly. businesses, trade unions and
voluntary agencies each have umbrella organizations in
most countries (and sometimes internationally) repre-
senting their common interests and perspective.

Leadership and Status. Status differences exist in
associations largely according to the enthusiasm, com-
mitment and circumstances of members. Inequality
here is overt, logical and assignable. It attempts to
match particular rights and duties of categories of asso-
ciation membership with characteristics and prefer-
ences of people. The membership structure needs to be
designed to suit the precise nature of the association but
may include categories like: life, full, associate, prefer-
ential, employee, honorary, affiliate, absentee, retired,
overseas, week-day, working, student.

Leadership of the association is provided by its
governance structure. Even the smallest voluntary asso-
ciation needs a governing body in the form of a small
executive committee made up of two or three clected
posts like Chairman or President, and Honorary
Secretary or Honorary Treasurer. Where an enterprise
is dominated bv its association (rather than by the exe-
cutive), the governing body tends to have a complex
structure of committees, sub-committees, working
parties, panels, special interest groups and so on in
order to involve as many members as possible, and to
cater for all the sub-interests and factions.

In an association created by other associations, mem-
bership of the governing body is usually arranged by
nomination or appointment. Where the association
requires a complex executive bureaucracy, it may be
appropriate to put top executives and non-members
with relevant expertise on the governing body. The risk
here is that such people may lose sight of the values of
the association. Whatever the form of association, the
chief function of the leadership is to decide priorities
and handle internal factionalization.

Entry and Exit. To participate in the association
and have a degree of control over the enterprise as a
whole, a person must enrol or register in some fashion.
The chief concern of the association when a new
member applies to join is whether a genuine interest
exists and whether a proper commitment is likely. To
test commitment, barriers to membership are fre-
quently set up. The barricr might be a playing-in test for
a tennis club, a substantial entry fee for a prestigious
country club, committing a murder for the Matia, an
academic qualification for a learned society, a demon-
stration or presentation for a special interest club,
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attendance at events or meetings on several occasions,
or simply purchase of a share. If there is concern to
ensure the applicant's interest is genuine, recommenda-
tion by other members and an interview may be
required.

Because cntering and leaving an association is based
on a person voluntarily giving or withdrawing com-
mitment, it is gencrally non-stressful. If the person’s
interests have changed, then departing is natural. If
interests have not changed but the association has
altered its focus, then another association which is more
closely aligned to the person’s intercsts can be joined.
However, if the association has also become the per-
son’s community and is tribal in nature, then departure
may be problematic. Retirement from work, for exam-
ple, may mean an opportunity to change interests. But
if work was identity-defining, as is common amongst
professionals, then membership of the relevant profes-
sional organizations may well be maintained, and the
person keeps reading journals and pursuing activities
which maintain contact with fellow members.

Identity Formation. The locus of control has now
shifted decisively to the person. People define or relate
to the identity of their associations in the light of their
own identity. Everyone must determine which asso-
ciations will get their full commitment. Associations
therefore are tools to support and develop personal
identity. In other words, the channelling of energies is,
at last, in the hands of the person. When commitment
is long~lasting, the identity of the person locks into the
identity of the enterprisc and irritating or boring or
disliked elements — paperwork, annual dinners — are
tolerated.

We arc all the principal sharcholder or proprietor in
our own lifc. We must invest in ourselves and be com-
mitted to our well-being. A rich life is one in which a
person deliberately develops a wide range of interests
and commits himself wholeheartedly to these. The
limit is defined by the ideas and interests a person is
capable of holding, and the resources at his or her dis-
posal. Such things change as circumstances change and
as a person matures.

A range ol interests is desirable for another reason.
When people band together and harness themselves to
a common enterprise, the enterprise starts to take
precedence over their nceds. Because no particular
enterprise can ever satisfy all their needs. people need
to join or become involved with several associations for
their own protection.

Limitation. Partnership in a joint endeavour is
gratif}"ing. But people also fecl the need to ensure that,
in any parlicular decision, the association espouses the
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values that they prefer. Associations themselves need to
decide what is best in situations where the available facts
are debatable, irrelevant or absent. To determine and
implement such internal priorities, the formation of a
different sort of social group is required.

FACTIONS AND
INTERNAL PRIORITIES (L-3)

Nature. Internal priorities reflect and sustain
temporary sub-groups or factions within an ongoing
association. Such sub-groups are sometimes called
cliques, coteries, cabals — or simply sides. When
values arc completely polarized, an issue only has two
sides: the good and the bad. So the most intense form
of factionalization involves just two sides. However, an
issuc may have as many sides and as many factions as
there are relevant valid values or choices.

Taking sides in a particular choice situation is the
most concrete expression of value and self-definition.
In common parlance, it is "being for it or against it’, or
‘standing up to be counted’ or ‘putting your moncy
where your mouth is’.

Sides and factions are explicitly created by the way
people feel in particular situations. So this social group
is fully subordinate in its identity to the immediate
perceptions of the people constituting it.

Common foci for temporary factionalization include
support for a particular person as a leader of the associ-
ation, or support for a particular allocation of a
resource. Factions seek to sway important decisions
where the correct choice is obscure. Transient factions
do not usually contain sub-factions because these would
dissipate their energy. The same is not true if factions
are long-term or permanent.

Common foci for permanent factionalization include
legitimate sub-interests within the association (e.g
doctors in training, hospital specialists, general prac-
titioners and public health doctors within a medical
association), community allcgianccs (e.g. competing
towns sharing a local government council), and tribal
lovalties (c.g. academic disciplines within a research
institute).

Function. Internal priorities are by nature transient
and heavily dependent on situational factors, timing and
the actual people involved. Internal priorities therefore
correspond to the simplest social group: a collective of
transient membership forming around a temporary
preference. The function of a faction is to define sharply
the best orientation or emphasis which the immediate
issue demands. The faction sceks to ensure that its
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particular view prevails. The members® desires, con-
victions and personal power are the resources that must
be won over during the formation of factions.

Because internal priorities are a matter of brute
assertion of value, the association needs factions to
create the strongest possible debate. Only in this way
can it discover which value should dominate. Freedom
to have opinions and 10 express these feelingly are
essential to this process. Priorities, it should be re-
called, are integrative and inclusive. All sides are
equally valid and the process and final result should
clearly recognize this.

A particularly testing time is during constitutional
change when the uncertain status of the principal
objects temporarily removes the prime force binding
opposing factions. Then the traditionalists, who wish to
minimize change, and the radicals, who wish to push
change through. disagree for long periods on every tiny
detail. As aresult, the work of the association mav grind
to a halt.

Factions foster contact with inner conviction and
channel the release ol passion. By passion, [ mean raw
emotional cnergy. Without passion, associations and
their enterprises can achieve little. Passion is needed to
overcome the obstacles to change presented by inertia,
apathy and the sheer difficulty of it all. But passion is
potentially disruptive and divisive and the faction must
contain it. Passion in a permanent faction may be
particularly intense if the faction is based around a com-
munity or tribe. The situation is even worse if com-
munity and tribe coincide. In a country, such cases can
lead to disintegration because territorial ethnic groups
become driven by urges for full autonomy — as
recently wimessed in Czechoslovakia and Yugoslavia.

In firms, factions arc often oriented around domains
of expertise (general management, finance, informa-
tion technology. public relations &c). If these depart-
ments become geographically isolated, coordination
and cooperation frequently suffer.

Factions and Government. The situation is con-
fused in the case of government where political parties
arc commonly described as factions, Within parlia-
ment, representatives of the different parties do indeed
form factions. Such factions are relatively permanent,
voting en bloc on most issues. However, voting may
occur occasionally with members of the other side. This
is not about leaving the party, but about a different
factional split on that particular matter. Factionalization
is inevitable even if onc party sweeps to power. When
party-based opposition is weak, factionalization is
stimulated within the leading party so that the needed
debate around value conflicts may take place.
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The political parties, themselves, are not factions but
associations. The difference is not trivial and is the
source of criticism of elected representatives by party
activists. The purpose of the party is to win office and
to introduce changes in accord with party ideology. The
purpose of the elected government is far more com-
plex. Above all, it must act as custodian of the common
good in society. In other words, party activists need to
recognize that government is more than just a party in
power. Political systems may provide checks in the
system to buttress this awareness. For example, the US
Presidency and Congress are not necessarily controlled
by the same political party.

For a long time, UK local government was minimally
politicized. In the 1970’ and 1980's, factions con-
stituted themselves as ‘groups’ aligned with the
national political parties. Many saw the introduction of
groups as a bad thing, preferring the councillor to use
common sense and be aware of local feelings. However,
from the present perspective, it scems an inevitable
development. Local government is an enterprise which
aims to represent and serve a territorially-defined
community (L-5), and there is a vacuum for asso-
ciations (L-4) to compete for control of this govern-
ment on behalf of the community. Political parties
naturally fill this vacuum,

Factions within a party tend to persist if they are
about cultural or territorial matters; and they are tran-
sient if they are about personalities or a current contro-
versy. However, if the faction is ideological, then party
schism is possible. Faction members may feel impelled
to set up a distinct political party. The UK'’s Social
Democratic Party was formed in this way in the mid-
1970s, when an ideologically centrist faction defected
from the increasingly leftist Labour Party.

Group Formation. The two or more sides of an
issue are the foci around which members of the asso-
ciation coalesce and rally in support or opposition.
Transient factions supporting a particular internal
priority must be able to come into being rapidly, and
subsequently be able to dissolve equally rapidly. These
give the truest sense of a pure faction, and make it
evident that this form of social group is little more than
a vehicle for the expression of the individual's feelings
and assessments for the issue of the moment. Such a
faction has little life of its own. Persistent factions
required by value-based subdivisions in the association
have greater influence on their members on a wide
range of matters.

Antithesis. Factions fail when their members
refuse to recognize that political aims or priorities are
means to an end all share — the furthering of the asso-
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ciation. Factions have no independent ends and should
regard the integrity of the association as paramount. So
fanaticism based on adherence to certain values is
inappropriate and destructive.

Fanaticism is revealed by the existence of a perma-
nent taction which refuses to accept association deci-
sions or parasitically attempts to take over the asso-
ciation. Then every debate becomes skewed around the
same issue, and valid views and interests are denigrated.
Chronic internecine warfare and personal antagonism
begin to fester within the association. and artificial
compromises which uneasily paper over the divisions
are created. The fact is that it is not possible to have a
fully independent faction following its own rules and
policies at variance with those of the association. This
state of affairs can usually be traced to value system con-
flicts i.c. arguments over ideas or doctrines. It is appro-
priate for value systems to generate associations
dedicated to their propagation; and so the proper course
is for the faction to constitute itsclf as a new association
and promote its members’ preferences directly.

Splits in Psychoanalytic Societies: Psychoanalytic factions
are often based on parficular theories [i.e. value systems).
The early deviont theorists like Adler and Jung left with
their factions to form their own associations. Followers of
more recent deviont schools of thought, like that of
Melanie Klein, have tied 1o remain with classical
Freudians in the same organizations. In many cases, as in
Argentina, this proved impossible. Each theoretical group
developed itself within its own independent society under
the auspices of the International Psychoanalytic Asso-
ciation. In the UK, thee factions (called ‘groups’)
emerged: Freudion, Kleinian and o third ‘middle’ group
of “independents’ influenced by the ideas of Winnicott
ond Balint. The attempt to contain three somewhat fonati-
cal factions has been draining. It has led 1o the group
issue dominating the political life of the society. Decisions
have 1o be scrutinized for any favouritism towards one of
the groups. lssues which require factionalization across
groups are poorly debated because everything must be
subordinated to the need to support the group. Fresh
theoretical work is difficull because this might undermine
the status of the existing groups. Negotivity and snide
remarks often spoil the atmosphere. Ex. 512

Internal priorities assume that people are committed
to the association within which the faction is defined.
The interests of everyone are served by accepting what-
ever final decision is reached. This means that partisan-
ship should not be personalized. Indeed friendship
between members of different factions should be
fostered as the norm. Any overt conflict should be
recognized as a conflict of ideas or values or percep-
tions, not a conflict between particular people.

Unlortunately, tribal negativities often emerge when
internal priorities are being decided. This reflects
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poorly on the value system and reduces the likelihood
of discovering the best outcome. It is unambiguously
destructive. Little seems to have changed over the past
two centuries since Adam Smith observed the atrocious
conduct of factions: the weaker groups made to suffer
and regarded as heretical: and those expressing
balanced views treated with contempt, derision and
detestation by furious zealots of both pa\rties.zs So it is
worth insisting that abuse, denigration and other
expressions of hostility are totally out of place. All are
members of the same association, and adherence to the
principal objects and the need for strenuous value
debate should unite the opposing factions.

Group Relations. If an association is united on the
values underlying a particular choice, then an internal
priority is set but no factions form. A faction on]y
forms when people who are of a like mind on a parti-
cular issue spontaneously come together because they
recognize that others are doing likewise on the other
side of the issue. In ather words, factions define and
create cach other through an opposition of values.

Despite appearances, factions are integrative, not
divisive. They contain opposing but equally valid values.
The necessary relation between factions is one of dialec-
tical opposition. One view may be the deadly enemy of
the opposing view metaphorically speaking, but the
groups are not deadly enemies. Each faction should be
viewed as a valued and integral part of a whole.

Because opposition is dialectical and exists to for-
ward agreed principal objects, coalition must be pos-
sible. If partisanship goes so far that coalition becomes
impossible, then the association is damaged and full-
fledged schism is not far away.

Factionalization within Local Government Associations:
Local governments in the UK have formed themselves into
associations like the Association of District Councils. The
remit of these bodies is to speak up for their sort of local
government. Out of habit, ignorance or lack of self-con-
trol, they have factionalized along ideclogical lines. Such
toctionalization is not related to their function and it has
hompered the defence of local government. In the case of
london, two associalions eventually formed: the
Association of london Authorities which is constilvted
wholly by labour councils, and the london Boroughs
Association which is constituted wholly by Conservative
councils. Again the corrosive effect of unmanaged tribak
ism is evident. The net result has been an iretievoble
weakening of the cause of london and local government
in debates with the national government. Ex. 513

Fach faction needs to develop a position and an
approach to handling the dcbate on the issue, and the
group members are then expected to support what the
faction decides. Adherence to the factional line creates
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partisanship. Partisanship develops as much from
opposing the positions taken by others as by proclaim-
ing the faction’s own preference. Linkage between
opposing factions is maintained to ensure that proce-
dures for debate and other transactions are effectively
developed. Argument tends to be through the exchange
of value assertions between partisans of the various
sides. Facts are marshalled and manipulated to support
the preferred value position.

Leadership and Status. Members of a faction are
equivalent. Fach person has an equal vote, and there-
fore equal power when the time comes 1o exert it. So
equality is impersonal and not related to personal iden-
tity. In practice, it is best to minimize status inequalities
in order to ¢nable debate within and between factions.

Leadership is naturallv accorded to someone who
can fight effectively for the factional view, Such a person
must feel strongly about the issuc and should be able to
articulate the members’ passion clearly and forcefully.
The factional leader is usually powerful in other ways,
including by virtue of wealth, prestige, authority or
capability.

Factional leaders typicallv require skills in negotia-
tion and compromise in order to ensure that there is
due recognition and some payoff for the faction. The
governing body of the association is expected to take a
balanced view and weigh up the claims and powers of
various factions. Members on the governing body who
wish to have the freedom to press their viewpoint
sometimes stand down tempararily.

Entry and Exit. A faction is created by a spon-
tancous coalescence in which people naturally find
themselves opposing others in regard to a particular
matter. Joining and lcaving factions is therefore not
usually a problem. unless one is expected to be a
member of a permanent faction which pushes for unity
on most issues. The discipline of a faction may be irk-
some, and the intensity of feeling generated may be
uncongenial. However, refusing to join a faction and
not adhering to the partisan line may mean being quite
powerless within the association.

Identity Formation. Passions risc in factional
debate. The pressure on the individual to adhere to the
line taken by the group may feel intense, but the impact
on identity should be negligible. Nevertheless, factional
choice should feel entirely personal. Joining the social
group is now a matter of personal preference. Factions
and internal priorities are a way of asserting an identity
established by higher level values. They go wrong when
the choice feels like an identity issue. If a choice seems
to determine personal identity, then inappropriate
expectations and attitudes come into play.
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Factions and the process of setting internal priorities
demand that a person own up to a particular orientation
when faced with a decision affecting the good of the
association to which he belongs. A person joins a faction
in order to exert an influence, but he may do so
tactically in order to win support on a separate issue.
Not uncommonly, a member of an association will
be unsure as to which side to choose. This intcrnal
conflict mirrors the external conflict once the choice is
made. Repeated abstention is a way of avoiding in-
volvement.

Because choices here may relate to interests and
desires relevant to the person’s wider situation, con-
flicts of interests become possible. In other words, a
person pushes the association to do something of per-
sonal benefit irrespective of whether or not it is in the
best interests of the association. Most public bodies
now recognize and deal with conflicts of interest, but
businesses and charities too often tend to turn a blind
eve.

Limitation. Factions and internal priorities reflect
the lowest and most tangible level of value clarification
and assertion. As described in Chapter 3, the issuc of
what can actually be done in the situation still remains
open. This needs to be resolved by setting objectives
which are strategic (L-2), and then setting tactical
objectives (L-1) to produce the required outcome.
Purposes in these implementation levels are the respon-
sibility of individuals rather than groups — even though
their development and pursuit often requires the
construction ol groups.

REVIEWING NATURAL
SOCIAL GROUPS

We have now examined the levels of value and the
relation of value and identity to natural social groups.
There are a two topics — identity and work-life — that
deserve mention in relation to these groups before this
initial clarification of purpose and value is brought to a
close. Keep in mind that the ideas in this brief review
will be examined in more depth in the remainder of the
book.

First, we must over-view the whole hierarchy to see
how the identities of individuals and their social groups

are linked.

Linking Personal and Group Identities

Personal Uniqueness. The proper appreciation
and handling of the five distinct types of natural social
group depends on recognizing that each emerges from
and is attuned to the nature of a corresponding level of

value. Everyone deals with all these social groups and
develops and establishes a personal identity as a social
being through participation within them. So personal
identity is developed across the full set of group
identities.

It seems very possible that the function of the hier-
archy is (a) to ensure the dominance of natural social
groups in the integration of values within the identity of
persons; and (b) to ensurc the progressive cmergence
of personal responsibility for those groups as the
hicrarchy is descended.

People must be responsible for their social groups
and be able to master them. In this process, they must
not deny the essential qualities of each sort of social
group. Success in this endeavour has not been marked
to date. The notion of social group identities being
linked with personal identity deserves some further
exploration. It seems that the handling of individual
differences by groups, and the choice of personal iden-
tity by individuals, are each reflected in clusters of types
of social group and corresponding value. Table 5.1 dia-
grams these two sets of clusters. (The clusters parallel
those within the Jower five levels of purpose as shown
in Table 3.5 in Ch. 3; and cf. Master-Table 4.)

Social groups depend upon the similarity of values
held by people. In other words, group identity is intra-
level. [However, personal identity is not aligned with the
levels but crosses them. So people within groups may
hold dissimilar values. In the case of humanity (or
unions), tribes and communities, group cohesion and
sustenance demands active efforts to transcend, mini-
mize, overcome or control differences between people.
These social groups accept that differences do exist, but
see these as being principally provided for at lower
levels. The groups do not allow themselves to be
defined in terms of the qualities of any particular
person. This higher cluster tends to limit personal free-
dom and is challenged by uniqueness.

By contrast, the formation of associations and fac-
tions with their associated freedoms of association and
expression depends on individual differences and the
value of uniqueness. This lower cluster provides the
means for asserting and realizing individual identity in a
social context.

Choosing a personal identity is more problematic
and reveals a different clustering It will be recalled
that tribes deliberately socialize their members to view
their value systems as real, true and right. Ultimate
values, 100, cannot be shaped by each person because
they define our common human quality and the
potential for handling values. Often the articulation of
ultimate values is handled by the tribal value system.
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Table 5.1: How values link the individual and the social group. The way individual differences are
hondled and the scope for identity choice by o person reveals clusters of levels. Note that group identity is intralevel,

whereas personal identity crosses levels.

INDIVIDUAL
DIFFERENCES

TYPE OF
VALUE

Group formation Ulimate values
depends on
overcoming Value systems
individual differences.
Social values

Group formation

depends on Principal objects
fostering
individual differences. Internal priorities

NATURAL INDIVIDUAL
GROUP IDENTITY
Humanity ] Identity choice is
UNCONSCiOoUs of
Tribes __ | forced by the group.
Communities
Idenlity choice
Associations is developed
or chosen
Factions _ | bythe person.

Memberships of humanity and tribes impose an identity
which a person has little choice but to accept. Even
where the tribe is chosen, entry is diflicult and the value
system is virtually unmodifiable. The compensating
factor is that each person’s identity is securely stabilized.

Communities, associations and factions, b)' contrast,
may be sclf-consciously chosen and used to develop
personal identity. Social values require self-exploration
and the recognition of one's inner needs; and com-
munitics mav be chosen which suit one’s needs and
which allow ane to exert a degree of influence. Asso-
ciations require development of personal interests and
activation of a commitment to pursue certain objects.
Prioritics allow for the expression of identity and the
assertion of one’s own views and desires, so factions
should be freely and passionately chosen.

Group Multiplicity. For cach of us, our personal
identity is one, but our social groups are many. Each
form of value releases a powerful form of human encrgy
within us which in turn engenders an intense social
force in a group setting. In accord with the inherent
nature of values, this energy and force has potential to
be used either for good or harm.

Social groups at higher levels properly need to in-
fluence the tunctioning of social groups at lower levels
in order to manage the social energics and forces. A
degree of reverse influence by each group on its group
context is also cvidently needed.

Recognition of our basic humanity and emergence of
union is of especial importance in this regard. When
union is activated, tribalism and blind loyalty can be
partially transcended and a force for tolerance is
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released. In the absence of union, the negativity of
tribalism potentially interferes with cooperation within
communities, and inhibits formation of inter-tribal
associations.

Tt follows that a state or sovereign society — defined
to include families. local communitics, organizations,
institutions and government — must be built on ulti-
mate values as well as the other varieties of value.
Otherwise it could not reconcile internal tribal differ-
ences, consider posterity or work cnnstructivcly ina
])an‘national or global context.

Note that a sovereign society is not a natural group.
Many originate from conquest or colonization.
Sovereign societies are a rather modern invention and
few work as well as they might. They must seek to weld
together natural groups for reasons acceptable to those
groups, but usually based around the need to protect
natural communities. The cohesion of society is there-
fore potentially problematic. and the maintenance of
membership and identity requires continuing effort. By
the end of the book we should be in a position to appre-
ciate the values, obligations, institutions, authorities
and intentional processes required to create a viable and
strong society.

Turning back now to natural social groups, we must
recognize that, despite its dangers, tribalism dominates
social life. Sometimes this is evidently beneficial. When
a community is a true nation with a common languagc,
culture and tradition, then a dominant value system
ensures a stable society. In the present time, given
the neglect of ultimate values, it creates a sense of
despair.
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Tribalism is difficult to manage. When a state is
constituted by an empire of territory-based nations, as
in the former USSR, there will be persistent dissatis-
faction, coercion and disintegrative forces generated by
tribal loyalties. If a society is multi-cultural but without
territorial divisions, then social discord is also liable to
be endemic — at least until a unifving value system
develops or people become more generally capable of
union and the pursuit of ultimate values.

Unfortunately, the stability that comes from uni-
cultural societies also has its price. When a tribe and a
community are territorially coterminous, the potential
for negativity towards outsiders scems to be enhanced.
Nation-states cnable the social forces of loyalty and
belonging to mix and form a dangerous brew that is
easily whipped into war-fever.

Tribes, as conceived here, are not limited to ethnic
or national varictics. Tribes opcrate in all domains —
religious, cultural, scientific, occupational. They pro-
duce structures and lovalties that have the potential to
transcend territorial boundaries and inhibit war The
current growth of international meetings of chemists,
linguists, finance ministers, sportsmen, farmers,
churchmen, union leaders, businessmen, editors, engi-
neers, poets and others is to be fostered and welcomed.
Even religious pluralism and cultural mixtures in
socicty, temporarily problematic though they are, may
well serve the long term good.

Communities cannot control tribes and their values,
but they can control the activities of their members.
Communal living and social values have a binding and
healing quality for people because of their rationale in
meeting personal needs and their capacity to foster
personally desired associations. Communities arc able
to limit and control associations formed within them.
Indeed, they must do so. Associations get  their
resources from the community and act to affect the
community. So an association can only thrive if the com-
munity broadly supports and tolerates its endeavours.

For associations to thrive in the face of uncertainty,
they need factions within them 1o generate debate on
controversial issues. It follows that the association must
be capable of handling the factionalizing process. If an
association allows factions to disregard its needs, then
its progress may come to a standstll and, at the
cxtreme. it is torn apart.

This hierarchical influence of one group on another
which harnesses personal energies and provides some
control over social forces, also lcads to efforts to make
the different forms of group coterminous.

Some alignment of social groups is possible and
appropriate. Indeed it cannot be stopped.
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For example, it is natural that a dcgrce of fellowship
and community (1.-5) should develop amongst those
most involved in an association (L-4), or amongst
people who work closely together (L-2/L-1): or that
members of a faction (L-3) of a particular association
should associate themselves formally with outsiders and
create new independent associations (L-4); or that
tribes (1.-6) should create small communities (L-5) so
believers can live together, and should set up asso-
ciations (L-4) in order to promote their interests.

if full coterminosity were possible. then membership
of just one social group could provide for all our needs
and concerns. This is the dream of dictators. It leads to
tyrannical control, suppression of dissent, weakness of
associations, and sterile uniformity. To imagine only
one tribe implies conquering the world. Within a tribe
to imagine only one community would be to deny cul-
tural and historical differences. Within a community to
imagine only onc association would be to centralize all
activities in one bureaucratic governmental organiza-
tion. Within an association to imagine only one faction
would be to deny individual differences.

The converse of this scenario, a multiplicity of
diverse social groups, seems to be inherently good. The
energies of spirituality, lovalty, belonging. enthusiasm
and passion can then be released and properly deployed
as cach person and group sces fit. The invisible hand
operates benignly and in the long run each and all will
benefit. Progress may be slow and halting, and the cost
may sometimes be appalling, but to speed it up by
imposing uniformity is not a dream but a nightmare.
Mankind needs diversity. Tribes need communities
which adapt to people and situations. Communities
need many competing thriving associations.  Asso-
ciations need regular intense factionalization. Pluralism

is positive — at least over the long term.

Utopia. There is however one unique group which
does offer a high degree of coterminosity: the family. In
the family there should be union; there can be a single
value system; the household should form a community;,
and the members are an association dedicated to
nurturance and socialization of the children and emo-
tional support of the adults. Desirably, the family
factionalizes in various ways in response to inner con-
troversies. In any case, the need for inter-generational
boundaries means that parents and children will set up
permanent factions. The family is the breeding ground
for human energy in all its forms. It should foster
spirituality, inspire loyalty, provide for belonging‘ create
enthusiasm and engender and contain passion. No other
social group can or should aspire to be so versatile.

But utopian communities do so aspire. The urge to
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recreate in community life the unity and spirit of the
family as it desirably ought to be seems to be at the
root ol past and modern utopian experiments. Manv
communes are no more than six or seven members,
smaller than some conventional familics, and the
majority have less than thirty members; rarely, a
commune reaches the size of a village. (None can begin
to be compared to a sovereign society.) Such communes
may explicitly call themselves families, or refer to the
leader as father or mother and the members as brothers
and sisters. Like families. they serve their own
members and benefits for outsiders are secondary; and.
again like families, internal relations are more significant
than c¢xternal relations.

Utopian communes have one great advantage over
the family — joining and staying is a matier of choice.
Perhaps this is why few last longer than a generation.
Entry to a commune is invariably contingent on adher-
ence to a value system emphasizing harmony, mutuality
and cooperation. Because the commune is the domestic
unit, the production unit, the political unit and the
religious unit, it provides principal objects to which all
must enthusiastically subscribe. Disagreement may be
permitted, but permanent factionalization is avoided
because it leads so easily to break-up.

Values and Social Life in Organizations

Finally, it may be helpful to introduce something
here about the wav values relate to work and social life
in m'ganimlions,

Work groups differ markedly from the natural social
groups just described because they are about organizing
activity in order to implement given values, We noted
carlier that implementation involved strategic objec-
tives and tactical objectives which cannot themselves be
regarded as values. Pursuing such objectives is exe-
cutive work, and groups constructed around such
abjectives are task-focused.

Work groups and executive organization are linked
to social groups by common social values and principal
objects. The social values reflected in any activity must
accord with social values in its territorial community
and wider social network. The principal objects of an
organization must be set by a constituting body which is
essentially an association. This link is illustrated in
Master-Table 4.

It was emphasized that when people work together
over time they come to think of themselves as a natural
social group — typically an association or a community.
So something needs to be said here to indicate the role
of values in organizations. | will start with responsibility
for the work to be done.
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Responsibility for Work. Determination of
strategic and tactical objectives is primarily a matter for
an individual prepared to be responsible for the out-
come. Nevertheless people need to work together in
groups to progress large-scale tasks. Such large groups
are typically organized into a work hierarchy and called
organizations — or, more precisely, executive-led
organizations. Within an executive hierarchy, smaller
work groups are common. Management teams, project
groups, working partics. planning fora. consultative
meetings and the like proliferate.

The cxecutive organization and its smaller work
groups differ from value-based social groups in that
the determining lactor in their creation and operation
is the work to be done and activities to be performed.
Groups are constructed with people who are able and
authorized to do the work and expected to achieve.
In other words, issucs of social identity remain
secondary.

Strategies and tactical objectives are not primarily
about expressing social or personal identity, and these
identities are not altered by such objectives. Aspects of
identity are, of course, expressed lhrough work. Indeed
they are essential for its success. Work must take
account of purely personal things like aspirations, talent,
inner feelings and convictions about social lite if it is to
be fulfilling. However, il identity drives intrude in-
appropriately, the work group becomes dystunctional.
For example, a work group may then persist beyond its
usetul life, or it may start operating outside its brief, or
inappropriate people may insist on joining it.

Work and Identity. Here we are focusing on iden-
tity as a social being (not identity in general), and on
how organizations harness that identity and enable its
expression through work.

Social values and principal objects affect whether a
person enters the employ of an organization, and they
remain the primary stable protectors of the person’s
identity within it. Staf are aware that results must be
produced and that they must adapt themselves when
deciding. accepting and pursuing strategic and tactical
objectives. Having said that, how well any person works
and adapts depends greatly on the congruence between
their values and those of the organization. It follows that
managers must simultaneously deal with three dimen-
sions to maximize achievement: managing the results;
managing the culture (i.e. the internal community):
and managing each person.

Managing the community and individuality demands
recognition of values

and this comprises the identity
factor in management.
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The identity factor is currently being influenced
from two directions. External pressures on organiz-
ations to respect their staff, maintain their health, and
foster their personal development exist but tend to be
resisted. A greater impetus comes when managements
recognize the potential energy which can be liberated
by activating values in the scrvice of the firm. The
popular management literature now speaks endlessly of
values and beliefs.

culture, commitment,

Tmplications of such an approach to work can be under-

vision,

stood by using the hierarchy we have delincated. (What
follows here is merely illustrative: further elaboration is
provided in later chapters.)

If firms are not to be soulless machines, they must
provide tor the humanity of those in their employ.
Although ultimate values (1.-7) are rarely talked about,
people at work should seek to experience and express
clarity, strength, patience, concern and joy. And a deep
grounding of relationships in autonomy, respect, trust,
fairness and harmony is obviously desirable. Such an
atmosphere is essential to foster creativity.

A firm that wishes loyalty must develop and empha-
size its own value system (L-6). This entails socializing
its staff. Even if socialization is rejected as too difficult
or improper, all firms neced to recognize that certain
essential ideas (e.g efliciency, customer scrvice) may
be absent and may need to be instilled to maintain via-
bilit}a In any case, an impli(‘it value system al\vays oper-
ates, and the various value systems of employees
generate issues powered by conflicting beliets, standards
and loyalties. These issues must be positively managed.

A firm also needs to realize that it creates a com-
munity (L-5) in which a degree of equality, mutuality
and personal relating is essential. To get external support
and maximize internal support, the firm must recog-
nize that staff share most of the values which are given
importance in the relevant wider communities. In a
firm as in any social group, people must deliberately
work at participating and cooperating; and they should
feel supported by others in general (and not just by
their superior). Some firms may wish to go further and
encourage a sense of belonging in the firm (cf. Ex. 5.9).

All staff should have a positive sense of participation
through their personal interest in the firm's principal
objects (L-4). At the very least all staff should experi-
ence a good match between their interests, occupa-
tional or professional training, and the objects of the
post they hold. Senior managers, especially, need to be
tully committed to their jobs and to the organization.
High pay alone cannot achieve commitment, but
participation can be enhanced through employee share-
holder schemes which offer a degree of ownership.

Staftf will press for priorities to suit themselves, and
etforts may be made 10 accommodate these interests
and preferences. Firms might even develop a full-
fledged representational system (apart from any trade
union arrangements) in order to foster staff input into
controversial decisions on priorities (L-3).

The Firm as a Way of Life. The army, the church
and the civil service are organizations which have long
been recognized as defining the identity of those work-
ing within them. Socialization is given a high priority,
and life-long security and community are provided in
return for acceptance and obedience. Some firms take
a similar view, especially in Japan (see Ex. 5.14).

Taking Identity Seriously: Large Jopanese firms account
for one third of the Jopanese workforce. Building on
feudal and militoristic raditions, they have token identity-
definition and sociol reinforcement 1o extremes. As far as
possible, jobs cre provided for life in return for devoted
loyally, and mutual support and consensus are prized
above individual assertion. The result is that staff work late
and on weekends, volunlarily take about one half of their
two weeks annuol leave, and socialize with work
colleagues. There are hidden costs to such a regime: for
example, managers spend on average less than 5 hours
waking time per week with their families, death from over-
work occurs, and women are necessarily precluded from
work so as 1o care for children and the home.

Ex. 5.1420

Designing the social life of an organization is not
straightforward. It is obvious that different cultures and
different types of organization will require different
approaches to identity support. But effective and
ethical management in all cases depends on recognizing
the varieties of value and human energy available, and
on accommodating to the different forms of social
group generated by employment.

TRANSITION

From what has been presented so far, it must be clear
that to have values without value conflicts is a nonsense.
No community, no firm, no partnership, indeed no
utopia is conflict free. Successful utopian experiments
like the kibbutzim, monastic orders, and the Hutterites
recognize and manage contlict. Denial of value conflict
where it exists is counter-productive and the attempt to
abolish value conflict entirely is usually cvil (as defined

in Ch. 4).

Total harmony demands destruction of values and
the needless restriction of possibilitics and human
identity. Suppressing differences and promoting con-
formity may ensure stability, but it tends to breed stag-'
nation. Exposure of contlicting viewpoints and debate
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stimulates social life, but tends to create disorder,
According to the ultimate values and value systems in a
socicty. differential importance will be assigned to
things like stability, conformity, dynamism, adapt-
ability, disagreement, self-control and debate.

The argument in this chapter suggests that the aim
for unity and consensus in respect of values needs to be
confined to genuine states of union and based on
ultimate values. At all other levels difterences are of the
essence. Sometimes value ditferences are integrative,
sometimes divisive. To ensure that contlict based on
exclusiveness and division does not get out of hand,
each person, organization and society must make an
effort to recognize and foster union and ultimate values
in all arcas of social life. Given this context, we need
diversity and multiplicity of values and sodial groups,
togelhcr with their appropriate coexistence, coopera-
tion, competition, and synthesizable opposition. People
must be expected to differ on the balance they seek in
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society between community needs and individual
intcrests. This is the basis tor adherence to distinctive
political ideologies.

The handling of value conflict depends on recog-
nition of what is possible, on avoiding the injection ol
hostility, and on assigning responsibility for resolution
appropriately.

Above all, the hope that mankind can be unified by a
single value system or school of thought needs aban-
doning. The framework being presented in this book is
total, but it is assurcdly not a totalitarian system. It has
been deliberately designed to provide for differences
and to open up possibilities. [t is no more a blucprint for
social life, than Newton's laws are a blueprint for the
London Underground. In the same way that Newton's
laws govern the possibility of constructing and running
a subway, it is proposed that the framework being
presented here governs the possibility of working with

W
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values and designing social life ethically.




Master- The hierarchy of values and types of social group.
Table 3 The lefthand section contains definitions of values (purposes). The righthand section identifies the
associated natural social groups and some of their properties. For further details and explanations see text
Type of Value Type | Social Group Energy Participation Relations: Leadership Group and
& of & & & Linked and & Personal
Definition Good Function Antithesis Cohesion Separated Status Identity
Ultimate value Absolute | Humanity Spirituality Being Reconciliation Freefloating charisma Humanity is the
A universally accepted good | To enable : : and ground of all group
and eleinally pursued union. Anti-sociality Communion Harmony Equality and uniqueness  and personal
state of being. identities.
Value system Theoretical | Tribe Loyalty Socialization Coexistence Symbolic ritual positions Tribal identity
Interlinked valued ideas good | To preserve ; and defines personal
ardering understanding social Betrayal Solidarity Negativity Informal hierarchy identity.
within a social demain. distinctiveness.
Social value Potential | Community Belonging Mutuality Cooperation Public figures — elected The person and the
A freely shared need- good | To meet : ; and or emergent community shape
based value serving a social needs. Isolation Fellowship Positivity each other’s identity.
specific community. Fluctuating inequalities
Principal object Achievable | Association Enthusiasm Commitment Alliance Governance structures People define
An activity defining the good | To promote ; : and the identity of the
identity of an endeavour. an inferest Apathy Partnership Competition Designed differentials association.
formally.
Internal priority Quantifiable | Faction Passion Siding Coalition Powerful individuals Factions enable
A degree of emphasis good | To ensure @ ; : and : assertion of personal
among valid values or particular view Fanaticism Partisanship Opposition Impersonal equivalence identity.
actions for immediate use prevails.

© Warren Kinston 1989,1992




Master- Natural groups and organizations.
Table 4 Natural social groups are the way people share and develop values, while work groups {quintessentially organizations) are the way that
acitivities are pursued. The diagram shows the role of social values and principal objects in linking natural and work groups.
Similar clustering of levels occurs in both cases, driven either by the value and social group, or purpose and responsible body.
For further explanation and details on the clustering, see text Tables 3.5 and 5.1.
NATURAL GROUPS
INDIVIDUALS TYPE OF SOCIAL
Relations Formation VALUE GROUP
WORK GROUPS
Values/groups 17 Values/ gioups [7  Ulimate values  define  Humanity
controlling controlling contains RESPONSIBLE TYPE OF ORGANIZATIONS
differences | L6 identity |L&6  Value systems define  Tribes BODY PURPOSE Formation Relations
T living in
L5 15 Social volues definc  Communities  conbe Wider society sets  Social values 15| Goals/bodies 15 | Goals/bodies
requiring enables providing providing
Values/groups 14 Values/groups |14 Principal objects  define  Associations con be . Constituting bodies set  Principal objects 14 | stability L4 | orientation
reflecting reflecting which need who creote
differences | L3 identity |[L3  Internal priorilies  deline  Factions Governing bodies sel  Internal priorities (3] lé_l
who appoini
Top officers set  Stralegic objectives 12 | Goals/bodies 12 | Goals/bodies
who appoint other generoting generating
Executants sel  Tactical objectives L1 |change L1 | impact

© Warren Kinston 1992
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Chapter 6

Making an Ethical Choice

We now understand something about setting pur-
poscs and developing values. On this base it is possible
to consider how to make choices which are ethical in
principle.

For a choice to be ethical. some obligation must be
met. Obligations are important because they are seen as
powerful tools for resolving value disputes. But
choosing between obligations is at times even more
debatable than choosing between values. And even after
an cthical choice has been made, people argue about
how it should be implemented. Sometimes it seems
almost impossible to cut the Gordian knot and make an
ethical choice, especially amidst the welter of debate.

Conducting ethical debate. For many, ethics
brings to mind interminable and rather unpleasant con-
flict. It is as if cthical choice is not about moving
forward in a right and good way, but about plunging
into acrimonious disputes.

Ethical debate, like all value debate, is intense and
heated. So it goes wrong very casily. Debate is required
whenever a choice is challenged in terms of an expected
obligation. We can challenge any choice in this way. but
do so most commonly when we are affected by some-
thing which scems unreasonable, unacceptable. in-
appropriate, personally disadvantageous, harmful to
others, unfair or hypocritical. Where ethical choices in
a community seem inconsistent, challenge is also likely.
Ethical challenge is particularly common when matters
of freedom and survival are involved. Survival is essen-
tial it choice is to have any relevance, and treedom is
essential if choice is to have any meaning, Dead people
and automata are relieved of making ethical choices -—
the rest of us are not.

The basic requirements for productive cthical debate
are, first, some common ground for argument and
inquiry: and, second, the exercise of virtue during the
debate and choice process. The first impersonal
requirement is developed by logical analysis to ensure
that proper discussion can in principle occur. The
second personal requirement is based on emotional
self-control and increases the likelihood that debate will

contribute to a beneficial resolution. The absence of
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virtue means the emergence of folly, extremism, reck-
lessness, arrogance, indifference, injustice and corrup-
tion — common, but not a pretty sight‘

The numerous problems in public debate (see Box
6.1) arc of course mirrored in our personal dilemmas.
We losc our heads, confuse and delude oursclves, fail to
lnquirc, ignorc our precise responsibilities. and experi-
ence inner conflict. So how are ethical choices ever
made?

We must not be too discouraged. All of us are aware
that obligations influence our actions, and we operate
on that basis. We do make ethical choices — all the
time. Many organizations and governments, despitc
their failings, are generally preoccupied with doing
what is good and right, avoiding harm and creating ben-
efit. Acting on obligation is far too central to human
existence for methods of ethical choice not to have
emerged during the evolution of consciousness and
social life. The aim of this chapter is to reveal the dif-
ferent answers that mankind has produced.

INTRODUCING APPROACHES TO
ETHICAL CHOICE

It is a significant and profound step when we move
from asking why we in fact want children to be educated
to asking why we ought ro want children to be edu-
cated — rather than, say, to be working for the family
or to be playing freely. To sav that education isasocial
value and also part of our value system merely indicates
that we view education as an important communal ideal
and regard it as a personal necessity. This explains that
education is not merely a momentary preference bur of
great significance, but it does not explicitly clarify why
that significance is right and good.

It turns out that we can rather easily elicit a value sys-
tem which goes further and provides a coherent basis for
the obligation to value the education of children. Such a
meta- (or higher order) value system mects the need
for ethical choice. Elicited ethical choice systems were
found to be based on widely respected obligations —
confirming the general philosophical view that certain
fundamental axioms of ethics arc universal.! These
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Problems in Ethical Debate

The present chapter focuses on one major problem in debate: the use of different
approaches to obligation. However, there are many other problems that interfere with
effective debate. Here are some:

= Poor self-command. Unless folerance is activated ond selFcommand exercised, the
natural negativity between adherents of different value systems deteriorates into ridicule,
mockery, viluperative abuse, and name-calling. Such release of hostility is often encouraged
by politicians rather than rebuked e.g. in reference 1o intellectuals calling for legalization of
addictive diugs, a UK Home Office minister argued to applause from the 1989
Conservative Party Conference that ‘people who are soft on drugs are soft in the head'. Ad
hominem insults such as ‘you would say that because you are a scientist/man/politi
cian/socialist &' cannot be sensibly countered; nor can accusations of ‘playing God' or

"defying God'.

= Distortion of realities. Wildly discrediting worthy if flawed attempis to tackle social
problems ignores just how difficult it is to make progress. Politicians and managers often
ignore the limits on available money, time cr energy in pursuing their case. One also hears
arguments that any change in, say, sexual behaviour, is the thin end of the wedge or @
slippery slope which will lead 1o yel more undesirable change. But this denies the reality
that things change all the time, and that ethical choice must be continually renewed. It is
also misleading to argue that because laws cannot control personal choices [e.g. for
prostitution or drug-abuse} they are a waste of time and effort. Good welldesigned laws
have a very real force and effectiveness.

= Ignorance of the facts. Facts do not determine obligations, but they do affect the way
obligations are perceived and applied. Debate in a fact vacuum tends to polarize around
two opposing volues. For example, one leading philosopher argued publicly that the
embryo research debate was about either respecting embryos ond the sanctity of life or
responding to the plight of the infertile. But inquiry reveals that it is also about the value of
research on genetic abnormalities which lead to a lifetime of pain and disability, about the
valve of free inquiry and knowledge; and about how any benefits of research are likely to
be distribuied within society.

o Lloose arguments. Some analytic rigour may assist debate if the arguments are
complicated, if the terms used are crucial, or if spurious or inconsistent propositions are
being argued in ways that superficially appeal. OFf course, verbal Irickery may be
deliberately used: for example by misrepresenting the opposition’s case, by putting up a lin-
guistic smoke screen (cf. use of ‘pre-embryo’ in the debate on embryo experimentation), or
by producing impenetrable prose [cf. some of the articles opposing ordination of women
in the Anglican church).

= Forgefting responsibility. Many debates proceed without identifying exactly who is
responsible for what. For example, we may properly ask anyone at all whether criminals
deserve to die for certain crimes. After all, each of us is responsible for choosing our beliefs
and managing the consequences. But we confuse the issue if we ask the man in the street
whether the death penalty should be intraduced. Only the government is responsible for
such choices. The man in the street cannot possibly appreciate the implications for legis-
lation, the impact on sentencing or pleading, or the reactions of criminals, policemen and
lawyers; nor is he responsible for managing the results of the choice.

Box 6.1
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superordinate value systems appear to be natural,
possibly innate, frameworks for making choices in
terms of obligations.

Whenever and wherever a choice is made. whether
it be controversial or self-evident, grand or mundane,
deliberate or implicit, then a preference is being stated
and alternatives exist. Defending any choice in terms of
action-related values (i.e. priorities, but in this context
usually called reasons or criteria) carries little ethical
weight because it is not much more than a resort to
brute assertion. The ethical challenge to choice must be
met instcad by stating an obligation of universally
recognized significance.

Ethical challenge presses for clarity about the obliga-
tion used for the resolution of value conflict. Again it
must be reiterated: ethical challenge and choice is not
confined to academic disciplines like medical ethics;
nor to philosophical and theological favourites like
censorship or abortion; nor to personal conflicts like
balancing a father’s needs with those of his children. Any
decision at all can become an erhical issue just by calling for a
justification of either the choice or its reasons in terms of
obligations.

All value systems have adherents and generate iden-
tification. The universal systems for ethical choice were
found to be no different. Although all are useful, and
sometimes particularly appropriate, people tend to
value one or two systems predominantly and are either
dubious about or wholly reject others. (Readers may
well find themsclves having such reactions). Conscious
identification with a particular system eases inner con-
flicts and is socially adaptive, but at the cost of excessive
partiality.

The ethical choice system is both a mentality (or
psychological approach) and a social arrangement (or
conceptual approach) which determines how choices
are made and implemented in principle. Like most pop-
ular value systems, the ethical choice systems are rare]y
articulated as such in practice. Instead they manifest as
aregular approach to choosing, an approach which feels
right and natural to the chooser. Rather than use the
clumsy phrase “cthical choice system’, | will gencrally
refer to an approach to ethicol choice.

Fach approach is constructed around a single core
ethical obligation, and includes other inter-related
ethical elements like virtues and vices, and cthical
aspirations.

In any social group, ethical clashes between people
potentially release fanatical destructiveness. So finding
a procedural approach acceptable to all parties to a
controversy is helpful. The approaches offer this
because cach revolves around a readily recognized

injunction linked to a core obligation; and each feels
internally logical and complete. Arguing at cross-
purposes occurs when protagonists insist on a])plying
different approaches to the same issuc. Of course, an
approach, like any value system, can do no more than
orient. It cannot determine the need for choice, or the
quality of inquiry and debate. or the outcome, or the
sensitivity of implementation.

The present aim is to describe all the ways that
people go about choosing ethically. The nature and
inherent assumptions of the various approaches to
ethical choice, as found in practice and in the literature,
are the focus of attention rather than any particular con-
troversial issue. Research suggested that each approach
is felt to be good and right in itself, and that adherents
feel cach is applicable in virtually all cases. As a con-
sequence, the many cxamples must be seen for what
they are: illustrations of a point being made. not
advocacy or defence of a particular view or choice.
Each example could (and for other purposes should) be
looked at from many other perspectives, and each
than s

deserves far more detailed examination

possible here.

The approaches were initially discovered piecemeal
and empirically, with little sense of how many there
might be or what the relationship between them was.
They appcared at first to be unrelated competing
systems. However, in sorting out their distinctive
features, it became apparent that each had a source level
of purpose which imparted a characteristic flavour to
the approach and contributed to the sense of conviction
in its use. Once this was recognized, the seven
approaches to ethical choice could be rapidly identified
and related, and other hicrarchical features were then
noted. The basis of each approach in a corresponding
level of purpose is the formal argument for complete-
ness, because completeness can never be proven
empirically.

[ will first say something about an essential perspec-
tive in cthics, and then describe the general features
common to all the approaches. After a brief summary
of the complete set, the bulk of the chapter will be
given over to describing each approach in detail.
Finally, as an extended illustrative example, we will
take on the mantle of the US government and use all the
approaches to help us decide whether or not we should
legalize addictive drugs.

Teleology or Deontology

In earlier chapters, it was quietly assumed that oblig~
ation is intelligible only in connection with action,
preference and purpose. Although such a view is con-
ventional in much social science. it is not taken for
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granted by modern philosophers.2 One of the deepest
controversies within philosophy has been whether
ethics is indeed concerned with notions of goodness
and purpose and so teleological (from Gk. telos — pur-
pose); or whether ethics is really deentological (from Gk.
deon — duty), that is to say, obligations stand alone as
unique self-imposed requirements or duties without
any nced to refer to intentionality.

The telcological view holds that it is self-evident that
people have reasons for their choices, and that the good
justifies the right. The danger in such thinking is the
tendency to accept that ends justify any means.
Classical philosophers (Plato, Aristotle) were un-
ambiguously clear that ethics was inextricably inter-
linked with the search for ultimate values like truth,
goodness and happiness. Indeed, the notion of duty
hardly existed prior to Kant (1724-1804).

Kant attempted to set forth the primary principles of
morality apart from all subjective considerations of

personal preference or inclination. Many modern
philosophers have gone further and claimed that classi-
cal (teleological) ethics rests on a mistake. It just does
not make sense. they argue, to ask why we should fultil
a duty; and, they continue, consequences are irrelevant
in assessing the goodness or otherwise of cthical be-
haviour. In this deontological position, there are only
means. The fundamental ethical question is then scen
as: what is right? Rightness is invariably assured by an
authority of some sort. The danger in such thinking is
that it implies a blind performance of duty.

Because testimony to the good ultimately emerges
from inner experience which is ever-changing, teleo-
logical ethics is inherentlv fluid and subjective. Because
deontological ethics is based in the worth and sanctity
of authority, stability is assured and values appear to be
objective. Related to this is the issue of whether man
has indeed the freedom to choose and change, or
whether our actions are determined in some way.
Teleology seems to allow freedom of choice by the indi-
vidual because dynamic pursuit is required; whereas
deontology seems to imply static obedience by the
individual because given duties are not rapidly changed.
Teleology offers flexibility but seems uncertain because
gradations of goodness along a good-bad continuum are
recognized; whereas deontology offers certainty but
appears rigid because right and wrong are discrete
categories.

Neither point of view has triumphed. Although
philosophical allegiance to one position or the other
exclusively persists, many modern philosophers accept
both as valid without attempting to resolve the clash;
and a few seck ways of reconciling the two perspec-

tives.?

Perhaps the final arbitration might best be left to the
non-specialist public. In my researches and consulta-
tions, | discovered that people found it equally mean-
ingful, and not at all tautological, to speak of having an
intention to fulfil (or to refuse to fulfil) a duty or having
a duty to pursue (or to refuse to pursue) a purpose.
Similarly, what was held to be good could be judged to
be right or wrong, and what was held to be right could
be considered good or bad. In other words, in everycday
life, the two perspectives were sharply distinguished
but tightly linked.

The conclusion that scems to follow from these
various arguments is that any adequate understanding of
ethical choice must precisel)f accommodate and do justice to
both teleological and deontological perspectives.

The main difficulty with teleological ethics lies in the
mystery of transcendence and ultimate values (i.e.
absolute good, Being, God). Once the transpersonal
and spiritual nature of man is accepted, this difficulty
fades. The account to be provided strongly argues for
the reality of this domain. The main difficulty with
deontological ethics lies in the arbitrariness of imposing
a structure. Once the need for structure and social
authority is accepted, this ditficulty fades too. Again,
the account to be provided argues that such things are
inescapable in human society. I would feel that this book
was successful if it did no more than foster a wider
recognition of these two great realities of the human
condition.

Properties of Each Approach

Certain valued features of cach approach have been
identified during the research and from the literature.
These properties are italicized here and highlighted in
the later detailed accounts. (They are column headings
in Master-Tables 5 and 6.)

The starting point for the empirical analyses were the
injunctions and interdictions in actual use. The injunction
(e.g ‘choose reasonably’) and the interdiction (e.g.
‘don’t be unreasonable’) are the instructions given
within each approach in respect of the polarity: good
and bad (if teleological) or right and wrong (if
deontological). They are used for support or criticism
and approval or disapproval of decisions.

Expanding and explaining these imperatives revealed
the characteristic core obligation within the approach.
The injunction and obligation lie at the heart of the
approach and shape any choice, inquiry, compromise,
justitication or activity generated by it. The core oblig-
ations may be viewed as ethical maxims (deontological)
springing from communal needs, or as social values
(teleological) springing from personal nceds. Their
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observance brings benelit to the individual and com-
munity, and ignoring or neglccting them harms the
individual and community.

The core obligation is always related to an inherent
duality (or dialectic) which generates a tension of oppo-
sites within the approach. The content aspect of the
duality is the ethical aspiration, while the contextual
aspect is an associated unavoidable ethical constraint. The
aspirations form an experiential basis for judging
motives, and appear to be a form of obligation or inner
authority. Many cthically-minded people mistakenly
view aspirations as achievable goals rather than in-
spiring ideals. Not achieving an aspiration then gener-
ates an agonizing sense of failure. If simultancously the
validity of the constraint is denicd or minimized, then a
well-meaning but disastrous course of action may be
inadvertently promoted. (This is simply another exam-
ple of the way people use value systems inappropriately
to determine choices.)

The aspirations appear to emerge progressively in a
hicrarchical fashion. The logical resolution of the
aspiration-constraint duality at one level creates the
constraint at the next higher level which can only be
overcome by invoking a new and more encompassing
ethical aspiration. The progression is described in the
overview of the approaches to lollow and is represented
in Master-Figure 7.

In practice, the inherent duality is synthesized in sat-
isfactory choices using each approach. Proper handling
of the duality leads to expression of a characteristic car-
dinal virtue, while failing to resolve the tension
expresses a characteristic cardinal vice. Many virtues and
vices link more generally to the handling or mishan-
dling of one or other aspect of the duality,

Classically, the cardinal or natural virtues were pru-
dence, temperance, fortitude and justice: and these
reappear in the present framework. However, of the
three Christian theological virtues, only charity
appears (the other two are faith and hope). Of the four
Buddhist spiritual virtues, only vigour and wisdom
appear (the other two are mindfulness and concentra-
tion). Three of the four classical Chinese virtues appear
— love, justice and wisdom — while the missing
fourth is li, a mix of ritual piety and social propricty.
Interestingly, only one of the seven deadly sins, pri(le,
emerges as a cardinal vice. (The other sins are: anger,
lust, gluttony, avarice, envy, and sloth.)

Virtue is about deliberately choosing and acting well.
It is a worthy quality of a person which develops
through application and sclf-discipline. Virtue ensures
that each choice becomes an opportunity to be grasped
to strengthen onc’s inner self. Vice is an cthical flaw. It
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refers to deliberate wickedness which develops through
depravity and self-indulgence. Virtue and vice are
therefore matters of the will, and part of a person’s
identity. | lope and faith do not fit this definition: hope
is essential for life; and faith is essential to maintain the
spiritual dimension of existence.

Each approach to choice invites identification and is
capable of generating a distinctive personal identity.
The approaches are so alive and self-contained that we
often personify them. referring to a conventionalist
(say) as a type of person rather than a way of choosing,
In consultanc_v work, we found that peoplc spon-
taneously and rapidly labelled themselves. The identity
element in the approaches mcans that the use of feelings
and the handling of inner cxperience is important
during cthical choice.

The aspiration-constraint duality is usefully illus-
trated by defining an extreme circumstance (sometimes
called a ‘hard case’) in which the experience of ethical
choice is stark and unavoidable. In the face of the
intense emotional pressures invariably generated by
such extreme circumstances, confusion and demoral-
ization sct in until a course of action judged cthically
satisfactory is found and pursued. Each approach there-
fore generates its own typical form of investigation with
characteristic foci of inquiry and debate to promote
resolution. Once a way [orward is identified, certain
characteristic  quandaries present themselves  and
demand ettective handling. Standard methods. adapted
as appropriate to the situation, have emergcd tor each

approach.

Examples of the use of the approaches by persons,
firms and governments will be provided. Readers are
again reminded that they may be tempied to engage
passionately with the examples. However, the examples
are highly simplified and do not try to promote or
defend any value position or choice. They aim only to
illustrate aspects of the approach.

The main criticisms of each of the ethical systems will
be identified. Like the common criticisms of types of
value, they tend to express a distorted or prejudiced
rejection of the approach by an adherent of an alter-
native approach. However unavoidable limitations do
exist in each approach, and these serve as the logic for
moving up to the next level.

Summarizing the Approaches

The set consists of five actual approaches and two
contextual and potentiating approaches. This arrange-
ment is an image of the tive levels of purpose which are
used for endeavours, and the two higher levels of
purpose which provide the context and potential for
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endeavour. The approaches have been namcd with
terms which, though not established in the literature,
fit their nature.

In order, the approaches, with their injunctions
which explain the labels, are: rationalist which is
founded on choosing what is reasonable (L'-1); conven-
tionalist which is founded on choosing what is accept-
able (L'-2); pragmatist which is founded on choosing
what feels appropriate (L'-3); individualist which is
founded on choosing what is to the advantage of the
chooser; (L'-4); communaliss which is founded on
choosing what is beneficial overall for all concerned
(L'-5); legitimist which is founded on choosing fairly
(L'-6); transcendentalist which is founded on choosing
authentically (L'-7).

The properties of the seven approaches are summa-
rized in Master-Table 5 and their use is summarized in
Master-Table 6. The approaches will now be defined in
terms of their corc obligations; and the hicrarchical
evolution of the aspirations and constraints, as shown in
Master-Figure 7, will be explained.

L'-1: The rationalist approach. This system is
bascd in the obligation to mect practical objectives
which are self-evidently sensible and worthwhile to the
chooser. The ethical aspiration is a solution for a cur-
rent problem, but realities typically put a constraint on
what can be achieved. Even a wise choice, which pro-
duces a solution that takes social factors into account,
may demand some social changes. At a certain point,
the degree of change affects cxisting values and sacial
identity sufficiently for it to be resisted strenuously.
The result is a new cthical dilemma which can only be
resolved at a higher level.

L'-2: The conventionalist approach. This sys-
tem is based in the obligation to conform with widely
held views on what is valued and proper within the
chooser's relevant social group. The ethical aspiration is
the maintenance of continuity within the group, but
incvitable changes in current values emerge as a con-
straint. Present values, whether based in continuity or
essential change, constitute a potential for develop-
ment. However, improvement can only be cthical if that
potential is deliberately shaped in a particular way.
Pursuit of such a course requires a move to a higher
level,

L'-3: The pragmatist approach. This system is
based in the obligation to pursuc values which are per-
sonally preferred by the chooser, which l)ring some
wider benefit, and which can be casily applied. The

)
ethical aspiration is the pursuit of the chooser’s ideals:
while current potentials constrain what is feasible.
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However, the elusiveness of ideals, the uncertainty of
potential, and the need to produce beneficial results
expose the chooser's limitations and vulnerabilities.
This vulnerability can only be overcome by maving up
to the next level.

L'-4: The individualist approach. This system is
based in the abligation to ensure the chooser’s security
and interests in the light of existing power relations.
The ethical aspiration is strcnglh in the chooser, while
the chooser’s limitations or vulnerabilities operate as a
constraint. The chooser's cgoism depends on the
balance of strengths and vulnerabilities. Egoism inter-
feres with relationships between people because it
reflects inequalities of capability and opportunity. This
difficulty can only be overcome by moving up again to a

higher level.

L'-5: The communalist approach. This system
is based in the obligation to balance all anticipated con-
sequences in relation to the needs and interests of all
concerned, including the chooser. The ethical aspira-
tion is the exercise of altruism, and the constraint lies in
the capacity of the individual i.c. in egoism. Altruistic
choice incorporates the opinions and preferences of the
chooser. In other words, exercising altruism from an
egotistical base is an expression of individual autonomy.
However, autonomy does not focus on the needs of the
social group as a living entity on which each individual
constituting it depends. So a new dilemma results
which must be dealt with by handling choice at a yet
higher level.

L'-6: The legitimist approach. This system is
based in the obligation to set a rule which is accepted as
right by the chooser and others within the social group.
The ethical aspiration when setting rules is to serve the
common good and maintain the social group. but the
choice of rule is constrained by the need to preserve the
autonomy of those within the group. Taken together the
common good and individual autonomy comprise the
temporal realm. A focus on ultimate values which tran-
scend time, culture and circumstance is lacking. Only
by moving to a higher and final level can the constraints
af temporality be overcome.

L'-7: The transcendentalist approach. This
system is based in the obligation on the chooser to
respond to a decp inner sense of what is right and good.
a sense which emerges ultimately from the eternal and
divine. The ethical aspiration is the realization of spirit-
uality, but the claims of temporality persist as a con-
straint. Ethical choice now involves infusion of the
temporal by the spiritual. This chooser must confront a
specific situation as deeply and as authentically as
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possible. In effect, one encompasses the constraint of
realities, but now percci\'cd in the broadest possible
sense — which returns us to the rationalist approach
(L'-1). So the hierarchy is completed.

Each approach includes aspects of approaches at
lower levels, while the upper two approaches pervade
and constrain all others. This is because legitimist
choices govern and direct the individual as a member of
a social group: and transcendentalist choices govern
and direct the individual as a unique person and a
member of humanity. Now we will turn to consider
each in detail.

L'-1
THE RATIONALIST APPROACH

Source of Conviction. The first approach to
ethical choice focuses, like tactical objectives (L-1), on
the means for producing results. At this level of pur-
pose, values are taken as given and their realization has
been broadly determined. What is required is precise
specification of activity so that results follow with con-
fidence and certainty. Correspondingly. the source of
conviction in the rationalist approach is to be found in
specific sensible and practical means which will pro-
duce a good result. The rationalist asks: “What will
really deal with the problem we all see? What will
achieve the result we all want?’ So choice for the
rationalist is ethically justified if it is instrumental in the
achievement of worthwhile goals.

Principal Features. The injunction is to do what is
reasonable. All action to deal with an ethical matter is
expected, by definition, 1o have a rationale (its purpose
in the situation) and that rationale is ‘good’ if it is
reasonable, and ‘bad’ if unreasonable or misconceived.
The associated core obligation is the need to do some-
thing that clearly meets concrete, self-evidently sen-
sible and worthwhile objectives. In other words, to
produce a solution. This implies both that the means to
good ends are known, and that the value of these ends
is properly appreciated. The rationalist approach is
clearly teleological.

Improving Schooling: Raising educational standards in
the UK was seen os an urgent necessity in the 1980s. The
selfevidently worthwhile objectives in this area were uni-
versal literacy and numeracy, coverage of sufficient subr
jects by pupils, and higher stondords of teaching. These
ends could be achieved by the Government thiough the
introduction of a national curriculum with core subjects,
national testing, comparison of atiinments in different
schools, and assessment of teacher performance. The
objectives were felt to be incontrovertible by both the pub-
lic ond the teaching profession, and the means were
largely seen fo be eminently reasonable. So the national
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curriculum could be intrtoduced, and coniroversy focused

on what precisely was 1o be in the curriculum, how tests

were o be conducted, and similor implementation issues.
Ex. 6.1

The content-context duality found here is based in
the aspiration to improve matters by finding a solution to
obvious problems — in Ex. 6.1: the problem was poor
educational standards — in the face of realities, usually
social, which put constraints on what can be done — in
Ex. 6.1: constraining factors included resource avail-
ability, public opinion, the structure of the education
system, teaching skills and staff attitudes. An exclusive
focus on constraints results in a failure to come to grips
with the ethical necessity for choice. An exclusive focus
on a solution to the problem results in choices which
are described as academic or theoretical — correct but
divorced from the realities which any effort at improve-
ment must recognize.

The tension between the solution and the realitics
must be handled by the cardinal virtue of wisdom
Wisdom ensures a balanced approach and reflects a
harmonization of given facts and given values. Being
wise is, of necessity, a value-laden and judgemental
matter: first, because it is based on estimating the
potential for actual benefit: and sccond, because it
depends on the way social realities are pt"rceived.4 Folly
is the corresponding cardinal vice generated partly by
false values or neglect of the facts, but, above all, by a
failure to strike a balance between how a defined prob-
lem may be resolved in principle and the surrounding
realities affecting practical action.

Irrationality and Cold Rationalism. Self-
defeating actions are often described as irrational rather
than foolish. But what is irrational to the beholder, may
be rational to the actor. On occasion, a challenge to
apparent irrationality may reveal that the chooser pos-
sesses unexpected profundity. My own observations
suggest that most irrational actions flow from an inade-
quate appreciation of what is instrumentally required.

To avoid charges of irrationality and to simplity
otherwise complex matters, technocrats and bureau-
crats may foolishly neglect emotional factors. This leads
to an inadequate understanding and a failure to produce
a workable solution. In present-day analyses of ship dis-
asters, for cxample, human error is conceived in
narrow terms which largely ignore social and organiza-
tional factors in shipboard life 2 Paradoxically, such cold
rationalism is irrational.

Nevertheless, many see rational choice as equivalent
10 2 cold neglect of emotions and values. This is under-
standable because the tradition of rationalist-empiricist
inquiry does indeed emphasize the use of reason and
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facts to achieve a unique or optimum conclusion.
People (other than scientists) are properly suspicious of
such science because it is common knowledge that
theoretical knowledge, technological understanding,
and vast databases do not and cannot alone specify what
should be done in any social situation. In most cases, the
realities are simply too dittuse for formal systematic
inquiry. The key point to recognize is that rationalist
choice is distinct from rationalist inquiry and the former
is intrinsically and overtly social while the latter tries
hard not to be. Rationalist ethical choice absolutely
demands awarcness of values (though restricted tc
those commanding wide acceptance) and rationalist
decision-making similarly recognizes the need to make
values explicit because the process is built on priority-
settjng.6

Feelings. Feelings are part of the social realities and
so they need to be identified and taken into account
during choice. Reason and knowledge are uscful here to
clarify, shape, harness and work with feelings. Sensory
awareness, a key tool in any inquiry, nceds to be turned
inwards so that one'’s own inner experiences may be
observed. At the same time, by resonance, the leelings
and moods of others can be discerned.

Although passionate involvement is necessary for the
solution of any problem with an ethical dimension, pas-
sion has its problems. Rationalists are concerned that
feelings should not inappropriately intrude. To handle
passion, self-containment and self-command are essen-
tial virtues. Irrational choices commonly indicate a

deficiency in self-command. For instance, loss ol

temper or panic often leads us to say and do things that
we can later see are self-destructive. When this occurs
regularly, some inner change in ourselves to align inner
and outer awareness is required.

Using the Approach. A rationalist-style investiga-
tion is called for whenever dispassionate consideration
of'a particular situation is rcquircd to determine or to
advise on a way forward. The inquiry process can often
drain off emotional pressures which would otherwise
build up and threaten efforts to make a sensible choice.

Commission of Inquiry - Type |: Some government com-
missions of inquiry are expecled to conduct rationalist
investigations. In the UK, the Government was obliged o
set up a Royal Commission on the NHS because of the
intensity of feeling about how badly it was managed
following a reorganisation in 1974, Similardy the
Widdicombe Report on the conduct of local Authority
business flowed from public concemn obout the rights of
elected councillors ond the propriety of their behaviour.
Each commission had a brief o find an effective way for-
ward. In pursuing the brief, they handled highly emotive
and confroversial matters and came up with some radical
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recommendations. They took evidence, questioned exist-
ing and conflicting social views ond values and practices
flowing from these), commissioned research and deler-
mined facts. Although they provided sensible plans of
action to resolve the problems uncovered, the plans were
only partially implemented by the Government {which
was evidently using a different approach). Ex. 6.27

Debate following rationalist investigation considers
whether the worthwhile objectives identified will
indeed be met, whether they are as worthwhile as
claimed. and whether any mechanisms proposed to
prevent harmful side-effects are likely to be effective.
Dcbates which have taken this form include the one
among US scientists on the strategic defence initiative
(SDI or Star Wars) as a deterrent, and the one among
UK psychiatrists on the closure of large mental hos-
pita|s to improve patient care.

The extreme circumstance is one in which there are
worthwhile objectives. but there is such intense emo-
tional pressure that the capacity for reflective thought is
blocked. In states of intense envy, terror or rage, objec-
tives cannot be appreciated, and debate becomes
impossihle. Unless the disruptive emotions can be dis-
ciplined, behaviour will not be altered, and a maximally
beneficial resolution will not result.

Economic Regeneration:: Governments of  countries
whose economies have been ruined by overmanning,
excessive debt, incompelence, overcentralized control,
and corruption often turn to the International Monetary
Fund (IMF) for assistance. Such assistance is typically con-
ditional on the adoption of cerain policies which are
described in ethical terms: i.e. as sociolly responsible.
The appioach used is invariably rationalist because the
agency does not have the authority or knowledge to clar-
ify and handle local value conflicts. The IMF therefore
feels compelled 1o produce proposals that meet sel-
evidently worihwhile objectives like low inflation, higher
produclivity, adequate investment, and modest growih.
However, IMF proposals like removing subsidies for in-
efficient indusiries ond reducing the size of the state
bureaucracy are in effect ausierity measures which, ot
least lemporarily, increase prices and unemployment. So
they arouse intense emotional opposition in the affected
populace. Governments may then be unoble 1o imple-
ment the changes needed. Ex. 6.3

As the above example (Ex. 6.3) illustrates, the
quandary generated by rationalist ethical choice con-
cerns how to find a way in which objectives can be
achieved given the values and feelings of the person or
people involved. Overcoming opposition poses differ-
ent challenges in the case of choices by a firm, a
government and a person.

Opposition  to rationalist-based solutions within
organizations, say restructuring or introducing new
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systems to combat inefliciency, are dealt with by pro-
grams to reorient and develop staff. Staff may also be
moved about or even dismissed if they do not co-
operate. However emotional conservatism and ex-
pediency usually mean that major change occurs only
when a new chief executive is appointed. following a
take-over or attack by a corporate raider, or in response
to some financial or social catastrophe. It is just as difti-
cult keeping public sector agencies up to the mark.
large long-stay mental illness and mental handicap
hospitals, for example, often contain patients in con-
ditions of unnecessary regimentation and neglect.
Closure is a workable rationalist choice because the
institations are the product of 19th century fear and
ighorance and better treatment alternatives are avail-
able. However, a closure policy in the UK was only
introduced following a series of scandals involving gross
maltreatment and cruelty towards patiems.s

In the case of a person, the wisdom of a course of
action may become evident, and yet he may say he is
unable to pursue it. The line between defining inner
opposition as ‘teeling unable’ rather than ‘being unwill-
ing' is a fine one. The former emphasis provides the
basis for psycho-dynamic therapy. The latter emphasis
has led to maladjustment being seen in ethical terms.
For example, a father who crashes his daughter’s car and
says it was an accident, when his other behaviours, his
slips of the tongue and his dreams indicate that it was a
jealous attack on her boyfriend, would be said by a
Freudian to be using unconscious defences. It might be
simpler 1o say that the father is engaged in self-decep-
tion, or more bluntly, that he is lying. Following this
latter logic, rationalist forms of psychotherapy have
been developed. Rational-emotive therapy identifies a
relation between illogical assumptions and thought-
patterns based in valucs and beliefs on one hand, and
dysfunctional emotional states on the other. Through a
process of systematic inquiry and ethical challenge, the
therapist helps clients fulfil themselves.®

Governmental and quasi-govcrnmental organiza-
tions, which are distant from the scene of operations
where passions run high, often adopt the rationalist
perspective. Even when the approach is unlikely to be
cftective, the proposals may appear sensible and com-
pelling, As illustrated in Ex. 6.3, societies have great
difficulty handling their own swings of feeling and
mood. Because governments express the feelings of the
pcople, leading or contr()lling such swings is |)rolilcm-
atic. The populace cannot be dismissed or trained like
cmiployees. So, no matter how unrealistic their passion-
ate demands, no matter how severe the longer term
consequences of giving way to them, a government may
have to submit to the electorate’s emotional pressure.
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Limitations. The rationalist approach founders if
the problem is poorly understood, because the neces-
sary link between the problem and obvious action is
missing. This seems to be the case all too often in rela-
tion to the mast serious social problems like unemploy-
ment, poverty, and racism. Even il the action seems
obvious, rationalism is positively foolish if a consensus
on worthwhile abjectives is unavailable.

Resolving the Prisen Crisis: Longstonding and worsening
overcrowding in UK prisons will not be solved by the
obvious and opparently rational response of building
more and belter prisons, becouse the purpose of impris-
onment is not ot all clear. There is no consensus on the
various polentially worthwhile aims of imprisonment —
reform, punishment, vengeance, custody, deferrence —
which, in any case, are not being met singly or together.
Many ocademic observers hold that imprisonment is
overused in the UK. From o rationalist perspective, it would
be concluded that o prison building progromme is not
ethically justified at present. The rationalist argues that it is
necessary, first, to debote and determine what is being
aimed for in relation 1o each of the varieties of offender;
and then lo ensure thal sentences and facililies are
designed to deliver whatever is decided in each case.
The social realities which constrain such an apparenty
sensible course of action are formidable. Ex. 6.410

The commonest criticism of rationalist-based choices
is that they ignore people and their wishes and values. If
this is so. then there has been a mishandling of the situ-
ation. A person operating wisely within the rationalist
approach does recognize the signilicancc of fcclings,
and does take these into account as part of the context.
However, he also believes that it is necessary to ensure
that ethical decisions are not unduly swaved by transient
emotions or scctional values — his own or other peo-
ples. As a result, rationalists are not overly sensitive to
the political process. They want priorities set rationally
(i.c. in terms of effectiveness and cfticiency) rather than
politically, and tend to be contemptuous of compro-
mises with vested interests and articulate pressure groups.

Many of the examples in this section reveal that
worthy ethical choices are frequently controversial and
difficult to impose. People react as it their values arc
bcing ignorcd. And, in truth, some value change is
frequently implied by the choice. To appreciate and deal
with this phenomenon of apparently wise changes being
viewed as anathema in society generally. it is necessarv
to move to the next ethical system.

L'-2:
THE CONVENTIONALIST
APPROACH

Source of Conviction. The second approach to
cthical choice focuses, like strategic objectives (L-2),
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on acting within values which are given. At this leve] of
purpose, values have been determined and a feasible
he devised.
Correspondingly, the source of conviction in the conven-

outcome which realizes them must

tionalist approach is based in the idea of sticking with
given values and sceking to realize these. The conven-
tionalist asks: 'What do we usually do? What will
everyone accept?’ Choice for the conventionalist is
ethically justified if it emerges from the values inherent
in long-standing views, customs and practices.

Principal Features. The injunction here is to do
what is acceptable within the social group. The group
might be a family, or a community, or society. or a club,
or a firm. Whatever is acceptable in the relevant setting
is held to be ‘right’, and whatever is unacceptable is
held to be ‘wrong’ — regardless of the actual problems
facing the individual or the group.

Management Inertia: Rationalistbased and centrally-
inspired management changes in the NHS between the
maijor restruclurings in 1974 and 1989 often had little
effect on deepseated prcblems. Doctors tended 1o
respond to management initiatives with the cry: ‘This is
unacceptable!’ Managers socialized in o bureoucratic-
administrative cultre were more tactful but equally
opposed. Government reforms meant the introduction of
dynamic managerial values, but the culture regarded such
change as undesirable and unnecessary. Managers
would often assume that the proposed initiative ‘does not
apply 1o us'. Where some action wos demanded, as in
a reorganisation, pecple would be slotted into the new
posts with new fifles fand often increased salaries) but
with litfle change in their activities. Noone was ever dis
ciplined or dismissed for such behaviour. Ex. 6.5'

The core obligation here is to conform with widely
held views about what is valued and proper within the
social group relevant to the chooser. Many values
become embedded in social rules. So adherence to an
existing rule, whether explicit in law or implicit in
custom, is often an expression of conventionalist
choice. Laws and other rules are not automatically
followed and enforced, and often fall into disuse or dis-
repute without being publicly altered. Conventionalism
demands that onc pays heed to rules which are widely
valued, and ignores those which are not.

The conventionalist obligation to conform applies
irrespective of any objective assessment of the value or
consequences which flow from the choice. The static
quality of conformity, the irrelevance of consequences,
and the link to rules all indicate that this approach is
deontological.

The tension-producing duality that emerges here is
based on the aspiration to maintain a continuity of values
despite unavoidable processes of change. Persistence of
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samencss (continuity) is the prime support for indi-
vidual and group identity, so choice here is about
identity maintenance. Continuily ofexisting patterns of
valued hehaviour and of long-standing habits of thought
and fecling is essential for social stability and coher-
ence. Any significant change affects perceptions and
beliefs about what is important and therefore threatens
value change and eventually identity change. Change is
therefore the constraint on choice.

ldcntity change generates transient confusion, and
this temporarily inhibits or precludes cthical function-
ing. In psycho]ogical and spiritual terms, identity
change is equivalent to death because it equates to anni-
hilation of an old self and rebirth of a new self. So value
change, whether for better or for worse, generates a
fear that instability and chaotic functioning may lead to
death and disaster. It is a short step from this fear to
repression or violence.

The tension that results between the aspiration to
remain rooted in past values and the need to respond to
pressures of change can be handled by the cardinal virtue
of moderation or temperance. This virtue ensures that
both continuity and change are valued. The corres-
ponding cardinal vice is extremism which manifests
differently according to the type of imbalance.
Extremism leads to stagnation if the past will not be
abandoned, and to disruptive activism if the value of
historical conditioning is not recognized. Finding the
balance is particalarly difficult for those whose value
systems commit them to maintaining traditions (c.g.
many clergy) or to those whose value systems commit
them to radical change (e.g. many sociologists).

Moderate Muslims: Muslims in the UK wish to preserve
their culture, and the position of women within if. They
need to decide whether to educole their girls in alkMuslim
schools or within English schools. Fundamentalists want
an extreme form of Muslim education for their daughters
in single-sex classes. They wish for o focus on Arabic
rather than English, an emphasis on the study of raditions
and religious observances appropriate to women, and
the learning of domestic crafts. The usual academic cur-
riculum is not viewed as necessary of suitable. Muslims,
who are less extreme, find il possible to maintain their
values within English schools by ensuring girls receive reli-
gious instruction at home or af the mosque, reiain most of
their traditional dress, get excused from swimming
classes, and adhere 1o their dielary lows. This moderation
gives them the opportunity to sustain their Muslim identity
and family values white simultaneously permitting adap-
tation to English culiure. This is especially relevant to future
UK employment which takes personal selfsufficiency for
granled. Ex. 6.6

Conventionalist choices are dominant in all societies
and social groups. Despite the value which is assigned
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to enterprise and achicvement in the West, failure is
often preferable to success if that means violating con-
vention. Keynes once noted that ‘a sound banker, alas,
is not onc who foresces (langcr and avoids it, but one
who, when he is ruined, is ruined in a conventional and
orthodox way with his fellows, so that no-one can really
blame him.

Ethical Relativism. The development of modern
social sciences, particularly anthropology, sodology
and history, has led to an appreciation of the enormous
variety of moral experiences, value assumptions and
social rules. The view that ‘right’ and "good’ might be
relative terms in that they described or expressed the
approval of the speaker as conditioned by his society
became popular in moral philosophy at the turn of the
century.l2 Somewhat earlier, Hegel, despite his passion
for freedom, had concluded that the demands of tradi-
tion within a society (including its institutions and laws)
were of paramount importance in choosing well.

Long betore this, reflective observers had noted that
there is no practice so abhorrent to one group —
s]a\'cry, sexual use of children, torture, wife-murder,
human sacrifice — that another group’s custom cannot
allow it, or even demand it. Peruvian Indians, for
example, 'kill members of their own tribe by slow
torture if the priest has pronounced a curse on him.
Children thus cursed dic a slow death by whipping and
branding with hot irons to exorcise the demons gradu-
ally so that the soul, when it leaves the body, will be
purc.’ 3

Feelings. Any change in a core social value or vio-
lation of a value system produces immediate emotional
reactions oriented to preserving identity. Feelings
therefore provide the touchstone for assessing the
cthical significance of any proposed change. Emotional
reactions to new ethical choices are the stuff of public
life. These emotional reactions are regarded as wholly
justified by the individuals concerned, and are seen as
reasonable by others within that society. They are an
expression of loyalty — that potent social force which
effectively controls the introduction of identity-based
change. Individual people and whole communities may
react with violence and may prefer suffering, even
death, to value Changc.

Using the Approach. The prominence of the con-
ventionalist approach to choice ensures that change in
social values and customs tends to be actively opposed,
blocked or delayed whenever it threatens. Existing
values and customs are maintained and promoted in the
press, and affirmed by politicians and other public

ﬁgures‘
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When social Change is overt and unavoidable, a
conventionalist-type investigation may be instituted.
This inquiry occurs when people wish to be clear about
what the traditional and currently held values actually
are, what the challenges are, and how inevitable
changes might be handled without abandoning long-
standing attitudes and values. Extensive consultation
with those affected is the prime tool in this endeavour.
The ethical debate during an inquiry and afterwards
consists of conflicting asscrtions about what values in
the community are most important, and how the final
decision will affect existing values and luture behaviour
within the community.

Commission of Inquiry — Type Il: Recent scientific
developments allow a womon to have a child without
necessarily having @ husband or sexual intercourse. This
dramatic change in a custom which is so intrinsic 1o per-
sonal and sociol identity generates intense controversy
and demands on ethical response. In the UK, the com-
plexifies led the government to set up on official Inquiry
under Mary Warnock. In on infroductlion fo its Report, she
stated that the ‘members of the Inquiry were reluctant to
appear 1o dictate on matters of morals lo the public a!
large’. The importance of feelings in reaching moral con-
clusions was olso emphasized. The author suggesied that
‘most ordinary people agree with Hume' that ethics is
‘more properly felt than judged of. Dispensing rapidly
with an appeal o ethical principles or general benefits,
she argued that ‘we were bound to have recourse to
moral sentiment, fo Iry...to sort out what our feelings
wete’. Becouse the Report was mandated lo advise on
legislation, these feelings had to be compatible with what
was broadly acceptable in society. Evidence was there-
fore token widely from about 400 organizations ond
prominent individuals. The committee of inquiry examined
and balanced existing conflicts of social views and values
in an effort to find a consensus, and did not feel obliged
to question or inquire into the worth or logic of these in
any depth. In the area of embryo research where public
opinion was not fully developed, the commitee was
unable to make proposals. Ex. 6.714

The extreme circumstance is one in which value change
is rapid, widespread and uncontrollable. Such a situa-
tion precipitates a moral crisis. If the moral crisis is not
resolved, then new internal divisions begin developing,
leading potentially to a breakdown of the old order.
Societies experience a moral crisis when technical
developments, foreign customs, environmental change,
or economic upheaval not previously handled by con-
ventions within the community impinge sharply on
social awareness. In a society, this may mean riots and
revolution or a change in government, For example,
the collapse of Soviet hegemony and communist party
domination in 1989 meant that Eastern Europe faced
massive social change. Some countries, like Czecho-
slovakia and Poland, had traditions which supported a
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relatively peaccful transition to democracy and a
market economy. Others, like Jugoslavia and the USSR,
lacked such traditions and so suffered civil wars and
instability.

Moral crises may also occur in organizations. When
a new chief executive introduces a radical new
approach to management, a phase of widespread
anxiety and a staff exodus is common. Major alterations
in the firm’s political context or business environment
can similarly produce panic. Globalization ol markets
and shortened product life cycles, for example, have
affected many firms who clamour for protection and
subsidies in order to cling to their old ways. For a per-
son, cthical stress may occur at life transitions like
marriage or following some disruptive event, like
losing a secure job or emigrating. Failure to handle the
moral crisis leads to mental breakdown or physical
illness.

The quandary that flows from conventionalist choice
concerns how to support established values while at the
same time proposing and progressing inevitable or
essential changes. Everyone tinds that they have views
on the issue. Any proposed mixture of modified and
re-affirmed values is never entirely satisfactory.
Supporters and opponents emerge, argue and demon-
strate. Newspapers thrive: for example, one tabloid
headline following publication of the Warnock Report
(Ex. 6.7) scrcamed: ‘Ethics Undermined'.

Handling public controversy usually involves: pro-
viding extensive opportunity for expressions of dissent
and visible public debate, slowing or phasing the intro-
duction of change, using trials and tests to detect and
remedy untoward consequences, providing compen-
sation or special arrangements for those who object to
or suffer from the proposed change, preserving the
status quo whercver possible, and allowing voluntary
opting-out from the changes for those adapted 10 the
old arrangements.

A Woman’s Place: Socioculturol ond demographic
changes in the West have led to Ihe need 1o change the
middle-class notion that a woman's place is in the home.
However, many men and women in the UK sfill find it
unacceptable for women to reduce their responsibility for
the household and the children. So management of this
transition is being hondled with great care. Although no
mother is forced 1o work, and the value of o woman as
housewife and mother is constantly re-affirmed, women's
roles are changing. To assist the change in atfitudes while
allowing maintenance and evolution of the conventionol
identily, firms are beginning io offer creches, jobrsharing,
and parttime work. Some local councils have provided
nurseries for working women, and have set up backto-
work  confidencebuilding and retraining  schemes.
Fathers are offered potemily leave by employers o give
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them the opportunity to be responsible for housekeeping
and childcare. Children’s books which do not portray
men and women in stereotyped roles are commissioned
and used for reading lessons in schools. The media now
regularly offers features and reports of women and men
acceptably succeeding in the new roles. Ex. 6.8

A key element in managing new arrangements is the
active use of socializing techniques (cf. Ex. 6.8). For a
person, this means allowing oneself to be exposed to
what feel like alien values. Within organizations, this
means things like providing special topic-awareness
seminars, supporting natural champions of the new
values, and re-designing incentives. Within society, this
means things like altering the curriculum in schools and
universities, cxpecting the media to educate, and
fostering relevant crusading and campaigning bodies.

Limitations. The principal criticism of the conven-
tionalist approach is that it fails to question existing
values when this seems patently required. Some critics
go further and deny the validity of the approach. Such
people miss the importance of values for identity and
seem unaware that idenitity necds to be actively main-
tained. Continuity of identity must be seen as a pro-
found and fundamental ethical aspiration. Existing
values need therefore to be recognized as the founda-
tion from which anything practical and worthwhile
must grow.

This deep truth in the conduct of human life and
social affairs is particularly emphasized in classical
philosophies. The I Ching, for example, notes that ‘the
superior man does not tread upon paths that do not
accord with established order'.'s Aristotle also put it
succinctly: ‘No one chooses to possess the whole world
if he has first to become someone else.’'® To reiterate
the point more bluntly: if the consequence of the
continuity drive is that possibilities for constructive
development are missed, or that revolutions produce
regimes identical to those overthrown, or that bar-
barous customs are maintained, so be it.

If an acceptable way forward is found, continuity of
values is ensured in the process of change. The problem
with this is that the cthical vision remains fixed on the
ground. The state of mind during conventionalist
choice deliberately limits the potential for develop-
ment. Values are allowed to persist even if they are
known to be harmful. The first step in remedying any
persistent bad is to take the step of asserting that some-
thing better is possible. Then, without condemning the
whole, reality can be maoditied. In other words, the
creation of a better world depends on a determination
to build positively on present potentialities and pos-
sibilities. Such a move requires the assumptions of a
higher cthical system.
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L'-3:
THE PRAGMATIST APPROACH

Source of Conviction. The third approach to
cthical choice focuses, like internal priorities (L-3), on
the brute assertion of a preferred value from among
alternatives. At this level of purpose a range of relevant
values have been determined, and those which are es-
pecially desirable in a particular situation are selected
and emphasized to control decisions, action and tan-
gible changes. Correspondingly, the source of conviction
in the pragmatist approach springs from the need to
impose a value from among agreed values. The imposi-
tion is naturally based on the desires and predilections
of the person choosing, as well as the need to ensure
beneficial change results. The pragmatist asks: *What
feels best? What will lead to some tangible improve-
ment now?" Choice for the pragmatist is ethically justi-
fied if some beneficial change can be certainly and easily
achieved.

Principal Features. The injunction is that whatever
is chosen should feel appropriate. Such choices are
‘good'. Choices are ‘bad’ if thcy feel inappropriate,
because personal conviction cannot then be developed.
Appropriate choices must both embody sensible worth-
while objectives, and also be generally acceptable.
Unless both these criteria are met, the choice will not
be understood or supported and usetul results are
unlikely. Hence the pragmatist approach includes ratio-
nalist and conventionalist assumptions modified by a
focus on the chooser’s responsibility for actually pro-
ducing some increment of social benefit.

The core obligation is to recognizc the variety of values
immediately relevant to the problematic issuc, pursuing
those that are most desirable for the chooser and which
can be easily applied to produce a modicum of tangible
wider benefit. The ideals and preferences of the
chooser will depend on his or her own social identity
and experiences. This approach is regularly used where
choice is absolutely necessary without delay. and where
beneficial consequences will follow if the person
responsible grasps the opportunity that presents. So the
pragmatist approach is clearly teleological.

Nixon’s Pardon: President Ford had to decide whether or
not to offer a pardon to Richard Nixon after he resigned
the Presidency of the USA following the Watergate scan-
dal. Ford emphasized that, as President, his primary conr
cern wos the good of the country as a whole. In this
regord, there were two desitoble values which clinched
the decision for mercy. Firsl, there was the need for @
reduction in the bitterness and divisiveness in the popu-
lace which was generated by Watergate; and, second,
there was the need to protect the credibility of the institu-
tions of government. The President also noted that grant-
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ing a pardon for Nixon was quick and easy, while legal
proceedings would be lengthy, complex and potentially
inconclusive because of the intensity of feelings thot would
be aroused. He judged that it was inappropriate 10 apply
these considerations to others involved in Woatergate, and
they were Iried and found guilly. So the general abstract
ethical rule of equal justice under the law was not held to
be paramount in this case. Ex. 6.977

When urged to introduce rationally-required
changes, pragmatists repeatedly point out somewhat
defensively that "I must live and act in the world asitis’.
‘The world as it is’ reters 10 the demand for continuity.
It is reasonable to hold that reality, even social reality,
evolves on the basis of a multitude of forces and pres-
sures beyond the capability of any single person to con-
trol. Such an image sees the future as emerging from
present potential. The current Bow of forces defining
the most natural possibilitics and potentials are there-
fore the constraints to choice. If ethical progress is to
occur, then the world as it is must be changcd in the
direction of an ideal: which is the ethical aspiration. So
the tension-producing duality that emerges here is that
of ideals and potentials.

In psychotherapy, eclectic practitioners choose
interventions pragmatically. The therapist ofters ideals
like openness to  experience, close rclationships,
responsibilit)’ for oneself, physical fitness, social inte-
gration, and productive work — and gets the client to
agree to them. Pragmatic therapists also assume that
progress then depends on the potentials of the client —
things like intelligence, temperament, family back-
ground and social position.

An ideal fosters and orients the search for improve-
ment. The best that is ever possible in relation to any
ideal is to approach it. But. unless an idcal is kept in
view, day-to-day decisions are experienced as futile and
cynical, and the pressure for improvement ceases. '
Things are then done because they can be done, and not

because they express desires and hopes.

The pragmatist may recognize that a situation is
deeply unsatistactory. but refrains from wholesale con-
demnation, because uphca\'al and discontinuit)' must
still be avoided where possible. The pragmatist recog-
nizes and accepts a reality of multiple pressures and
opportunities from which specitic improvements need
to be identified, selected and implemented.

The Family and the Law: Legal processes in the UK are
primarily oriented 1o the individual and based on adver-
sarial methods. However in family matters this generates
complexily, expense, insensitivity and harm to family life.
The conventionalist approach viewed this os a worth-
while price 1o pay to mainiain the integrity of British Law.
However, o committee set up to find a way of overcoming
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the problems ook a rationalist approach and its Report
proposed instituting special Family Courts. Such a solution
would have been opposed by vested interests and been
difficult to legislote and implement. Instead, o pragmatic
approach has been adopted. In the two decades since
this Report, a large number of small improvements to legal
processes have been introduced based on the values of
family life, sensitivity to the needs of children, and consent
rather than contest between marilal partners. More cases
are now heard in civil courts, divorce low change has led
to conclliation work which eases outofcourt decisions,
child representation hos been improved, ond young
children in sexual abuse cases can now be interviewed
in private with o video link to the court room. Social
chonge has also occurred incrementally as groups have
coalesced oround the ideals. Independent conciliation
counselling services were widely set up in the 1970s. A
Solicitors Family low Assaciation, formed in 1982 ond
with 2000 members by 1990, upholds o code of
practice which promoles o concilialory approach. In
1988, the Fomily Mediators Association was eslablished
to extend the scope of conciliation to include delailed
discussion of financial issues. Ex. 61017

Unless something that is feasible is chosen, then the
ideal is no nearer. An unworkable choice is ethically
inappropriate, and eventually produces dejection and
disillusion. Facing reality demands a vigilant attitude
and a sober and cautious recognition of risks and future
uncertainty. Utopianism, the denial of feasibility issues,
is the antagonist of genuine improvement. “The per-
fect”, said Machiavelli, “is the enemy of the good.” The
cardinal virtue that results from resolving the ideals-
potentials duality is prudence; while failure to handle
the tension leads to the cardingl vice of recklessness.
Reck means care, and recklessness implies moving
without due care for either ideals or potentials or their
balance. This vice is frequently linked to naivety and a
refusal of people to recognize their inexperience.

Pragmatism as a Doctrine. The doctrine of prag-
matism (ctym. Gk. pragmata - acts, atlairs, business) is
practical and experiential in nature. It is based in the
notion that our experience of elfects and practical con-
sequences determine our conceptions. “ “The true’, to
put it bricfly, is only the cxpedient in the way of our
thinking, just as ‘the right’ is only the expedient in the
way of our bchaving."m

In systematic inquiry, a pragmatic view leads 10 the
adoption of a hypothesis-testing approach and a belief in
the piccemeal growth of knowledge. In decision-
making without ethical considerations explicitly in
mind, pragmatism implies a focus on necessary action
and personal experience rather than on thinking or
theory. Pragmatic managers seize opportunitics and are
satisfied by incremental improvement.

In the cthical domain, pragmatism implies an active
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continual striving to make things betier. Beyond this, it
is perhaps most demarcated by what it avoids: first it
avoids identifying transcendent goals (e.g. pure ulti-
mate values like truth); second, it avoids seeking per-
tect or ideal solutions; third, it avoids hcing constrained
by any postulated principles (including ethical prin-
ciples. as illustrated in Ex. 6.9).

These values have earned it an undeserved bad name.
Politicians in power who manage what feels utterly
unmanageable often seem to epitomise the worst.
Stanley Baldwin, twice British conservative prime-
minister carly this century, honestly admitted: *I would
rather be an opportunist and float than go to the bottom
with my principles round my neck.’

Put positively, however, pragmatic values enable a
maximum of care, caution, openncss and flexibility in
choice. They permit a diversity of life-styles and beliefs
(i.e. “pluralism’) and minimize conflict. Pragmatists
frequently produce results when others produce
nothing but hot air. In contrast to rationalists who insist
on change whatever the cost to people, pragmatists
produce change in a piecemeal way that lessens hurt and
dilfuses popular reaction. In contrast to conventional-
ists who object to radical change on principle, pragma-
tists object because they do not see a comprchensive
assault on the ideal as feasible. Social scientists in many
fields have backed pragmatism and argued that grand
designs are impracticable, arrogant and undemo-
cratic. ™!

Feelings. The judgement of appropriateness which
is intrinsic to pragmatic choice is based more on feel-
ings than on rcason or observation. (For some years.
the label ofiered to clients for this approach was ‘expe-
rientialist’ 10 avoid confusion with ‘pragmatic’ as a type
of decision-making.) Managers commonly speak of a
gut feel or inner sense which guides them. They find
that their immediate feelings suffice to assess the rele-
vant ideals, immediately applicable values and existing
potentials. In any case, in most social situations and
especially in a crisis, hard facts are scarce and there is
little but feclings and intuitions to depend upon. If an
individual in a complex social arena is emotionally out
of touch either with himself, with the issue or with the
mood of the group, then ethical choices in a crisis are
liable to be inappropriate.

Using the Approach. A pragmatist-type investiga-
tion to discover what is appropriate is most evidently
called for when there is a crisis. An inquiry is launched
into what values and ideals arc in play and what alterna-
tives are immediately open. An early step in this process
is to decide whether to ignore or dismiss the crisis as
trivial, or whether to assign it value and use it as an
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opportunity. The obvious current preferences of those
most dircctly involved are given a high priority. Distant
undesirable consequences are less certain and felt to be
less relevant. If the inquiry is successtully pursued, the
choice resolves the immediate crisis as socially per-
ceived. If not, then there is the sense of a lost oppor-
tunity and stagnation. The crisis is likely to persist, and
the chooser may lose the respect of others.

The quandary generated by a pragmatist choice con-
cerns how to persuade the individuals and social groups
affected that a good course of action has indeed been
instituted. This means that the choice must satisfy a
multiplicity of tribes (pressure groups, constituencies)
and their value systems. The usual recommendations
include: communicating effectively, recognizing and
highlighting value ditferences within and between
tribes, moving ahead very rapidly. and creating a new
constituency out of those who will benefit from the
changes.

NHS Reform: After both the 1979 and 1984 elections,
the UK government contemplated major reform of the
NHS. Eoch time, it turned awoy pragmatically in the face
of the enormous difficullies. Then af the end of 1987,
news of staff shortages, closure of beds, and budget
deficits began appearing nightly on notional ielevision
news bullefins. The state of crisis was only defused by the
Prime Minister announcing o review. The White Paper
which emerged from this opportunistic review was not a
worked-out plan developed by experts, nor did it consider
and deal with existing values. It appeated fo be a product
of pragmatist considerations, because it was based on
long-standing feelings of the polilicians thot: a} chonge
was essential, b} market orientation is a good thing, and
<) hospitols should have greater freedom of action. The
long term consequences of adopting these values were
almost impossible to defermine. Virtually all interest
groups saw the White Paper as a threat. However the
Govemment lounched its most complex and comprehen-
sive communications and public relations exercise ever,
instituted a rapid program of implementation, exploited
differences between professionals and managers, ond
built up new constituencies [like the General Praclitioner
fund-holders) which split and weakened the opposition.
Ex. 6.1122

The extreme circumstance occurs when a situation
develops such that existing ideals no longer hold sway
or the potentials to support them disappear. The poli-
tical transitions in the USSR with the collapse of the
communist economic and political system, and in South
Africa with the rejection of apartheid. are cases in
which pursuit of the original ideals became impossible.
In such cases, to avoid a state of breakdown, new ideals
have to be developed which take account of the actual
social potentials. This is not easy because realities are
changing while the old ideals are deeply embedded in
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the minds of people in leadership positions. Organi-
sations have similar difficulties: for example, the transi-
tion from rapid expansion to careful consolidation is
often fraught because it means a change in the ideals of
those driving the company. Such change is frequently
associated with removal of the chief executive respon-
sible for the astonishing success of the company: this
occurred in Apple Computer in the USA with the
removal of Steve Jobs, and in Next Stores in the UK
with the removal of George Davies.

Limitations. Criticism of the pragmatist approach
has been most vociferous within the philosophy camp
because it appears so opportunist. subjective and ex-
pedient. Choices are seen to be too simplistie, too short
term, too bendable to the circumstances, and above all
100 concrete and personal. However, once again the
criticism appears misplaced And opposition in prin-
ciple is not always opposition in practice. Mackie,
examining how a person should proceed to develop and
improve a moral system, surely an cthical issue, epito-
mizes a pragmatist line without apparently being aware
of this. He argues persuasively that "we should advocate
practicable veforms’, and warns against ‘utopianism’.
He notes that there are a multiplicity of moral systems
assaciated with different social groups and used by
them for internal relationships. He cautions that our
influence will be limited to the degree of our involve-
ment and position within these. He advises us to take
advantage of fragments of the moral system we prefer,
to preserve them, and to put pressure on other frag-
ments 5o as to modify them in the light of what we feel
to be valuable. A text-book case!?

Appropriate choices do enable sustained progress
towards something better. But ideals are vague and
potenlials are uncertain. Choosers are expose(l to criti-
cism without compensating returns. This reinforces the
intrinsic tendency to take only small limited steps. It is
rare that a sole focus on external benefits can release
any individual’s full capacities for achicvement. Yet
significant and substantial improvement does depend
on the full use of these capacities. To bring human
power tully into play, it is necessary to move up to the
next system,

L'-4:
THE INDIVIDUALIST APPROACH

Source of Conviction. The fourth approach to
ethical choice focuses, like principal objects (1.-4), on
the distinctiveness of endeavours and their associated
resources. At this level of purpose, value can be pre-
cisely delined, owned by individuals, and realized in
specific enterprises. Those who sec an endeavour as
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realistic and worthwhile commit themselves and some
of their resources to it. Correspon(lingly, the source of
conviction in the individualist approach is based on
recognizing that individuals are the basic elements and
source of power for good in any endeavour and in any
society, The individualist asks: “What is in my best
interests? Am 1 being exposed to too much risk?’
Choice for the individualist is ethically justified only if it
protects and strengthens his position.

Principal Features. The individualist approach
starts from the assumption that individuals — persons,
organizations or governments — should commit them-
selves and their resources in a particular choice only if
it is to their benefit. This mecans, first, that their
security must be ensured, and second, that their inter-
ests must be forwarded. This benelit to the individual
may be measured in material terms, in terms of values
and teelings, or in terms of social prestige.

Organising Scientific Research: The research grant oppli-
cation and review process in which academics compele
for funds is built oround an individualist approach o
choice. In considering whether to apply for o grant,
researchers are strongly influenced 1o further their own
interests, both in terms of their scientific concerns and in
the light of their own coreer and status. The interests of the
main funding agencies are o promote good science and
to respond to societal pressures. These agencies use their
power to influence the topics investigated and the
methods used. They aim to support the best researchers
only. So proposals are funded or tumed down without
regard for the researcher’s personal needs ot the needs of
his or her colleagues, institutions or families. Sirong
research is ollowed to thrive at the expense of weaker
projects, and more able researchers are expected fo con-
trol less capable ones. Furthermore, the successhul
researchers become key figures in the research estab-
lishment and regard it as natural to promote their own
scientific values. Ex. 6.12

As illustrated in Ex. 6.12, the individualist approach
develops around the injunction of advantage to the
chooser in a context where there are many other
choosers acting similarly. Decisions which are self-
advantageous are felt to be ‘'right’, and anything which
disadvantages the chooser is felt to be ‘wrong. In
making individualist choices, aspects of previous
approaches may be easily discerned. The chooser's
advantage depends in part on making a choice which
solves evident problems, which considers group values
and accepted rules, and which forwards ideals appro-
priately. But these obligations are modified by the over-
riding emphasis on benefit for the self.

What an individual may achicve is related very
directly to the resources commanded. Too often,
resources are seen in financial terms only. In the case of
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a person, resources also include intellectual capabili-
ties, emotional or cultural resilience, other material
backing, loyal support. and social status. Others are
always actually or potentially in the equation when an
individualist choice is made. They are likewise com-
petitively secking their own advantage, and the balance
of resources defines the power relationship. The power
balance, rather than the absolute position, is (lircctly
relevant to maintaining security, and hence to any
determination of what in the event counts as self-advan-
tageous.

In sum, the core obligation is to ensure security of
position, and to develop whatever benefits for them-
selves the power relationships of the choosers permit.
Genuine power, it seems, confers its own legitimacy,
and must he appropriately used to obtain advantage for
the individual. Aphorisms like “might is right’ reflect
this cthical dimension of power.

Choice hcere is a means — a means for self-benefit;
and the individual, too, is a means — a means for the
realization of principal objects. The concern for
security and survival also takes the focus off the ends
relevant to the particular issue. The individualist
approach is therefore inherently deontological. The indi-
vidualist approach emphasizes the intrinsic value of the
individual and the over-riding value of survival. So it is

not to be reduced to egoism in a pejorative sense. 2!

The inherent duality within the approach is that of
strengths and vulnerabilities. The aspiration is for invin-
cible strength in all domains, and the power for good
that may flow from this. Strengths deserve respect.
Achievement of any significance demands ambition,
stamina, determination, perseverance and industry, all
virtues which express strength.

Weaknesses must also be recognized because they act
as an ever-present constraint in any choice. Anyone who
does not recognize their own vulnerabilities and limita-
tions is unlikcly to succeed for long. For a person, such
an appreciation leads to the virtue of humility.
Unrealistic over-concern with vulnerability and risk
leads to stagnation, cowardice and vacillation. Proper
handling of the tension between strength and vulner-
ability, including the management of actual or potential
deterioration in one’s well-being and position, leads to
the cardinal virtue of courage or fortitude. The corres-
pon(ling cardinal vice is arrogance. Arrogance may
develop in the presence of genuine strengths or to cover
up scrious weaknesses. In cither case, the cardinal vice
expresses a loss of balance.

It is a truism of management consultancy that firms
should build on their strengths and take account of their
weaknesses. It seems that the individualist approach is
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appropriately prominent in business. Firms are, after
all, brought into existence to pursue certain objects,
and it is not surprising (and probably requisite) that
they adhere to an approach to choice where ethical con-
viction is related to endceavour.

Individualist choices in a competitive environment
can be a force for good in society as well as in firms.
Without competition, firms invariably take advantage
of their position by becoming sclf-satisfied, careless of
their product or service, and neglecttul of their costs.
Prices rise and quality falls. Companies frequently
argue that competition is unnecessary to improve
quality, and that customer demand is lacking. However,
once a competitive environment is established, success
depends on a firm recognizing its strengths, eradicating
or minimizing its weaknesses, improving quality and
price, and sharpening customer appeal and loyalty. This
tends to produce more customers by gencrating a wider
range of distinct services or products which are tailored
more closely to needs, preferences and affordability of
actual and potential customers.

Denying the need for individualist choice by firms is
equivalent to encouraging weakness. Provision of state
subsidics for monopolistic enterprises encourages

pragmatisl

approaches. But this leads to escalating inefliciency and

managers to  use conventionalist or
ineffectiveness because customer needs and preferences
change and better cheaper ways of meeting them
emerge, while the firm does little in response. Many
UK businesses, like British Steel, British Leyland,
British Airways and the National Coal Board which
were protected by the UK government, maintained
uneconomic practices, unresponsive services and over-
manning tor years. In most Eastern Europcan coun-
tries, industries had been subsidized for decades leading
to exactly the same detects, worsened because of the
collectivist ideology which minimized or even opposed
individual responsibility and initiative.

Competition is not so much about defeating or
destroying rivals as about the ascent and decline of
values. The individualist approach assumes that a better
world depends on one's own values triumphing and
others following or serving these values (cf. Ex. 6.12).
Among firms, value dominance shows up as imitation;
whercas between states, it tends to lcad to hostilities.
Competition between states based in marxist-socialist
and capitalist-democratic values led 10 escalating hos-
tility in the decades following World War II. World
tension cased in 1989 with the general collapse and
capitulation throughout Europe of communist political
and economic systems. World tension subsequently
increased as the clash of values between ethnic groups
started involving whole states.
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Self-Sacrifice. To act to one’s own disadvantage is
generally a nonsense. Self-sacrifice as a policy govern-
ing choice is probably not a meaningful notion for an
organization or state. And individuals who inadver-
tently or deliberately allow their emotional reserves to
run down, their health to be damaged. their fortunc to
be diminished, or their status and reputation to be
tarnished, are gencrally held to be foolish and un-
deserving of support by others. Self-sacrifice as an
occasional well-judged gesture is another matter. It is
an expression of strength: so it leads to self-approval.
And the person emerges stronger in character: so it
enhances the likelihood of future success and may even
improve reputation.

Of course there arc times for personal sacrifice, and
there are certainly things worth dying for. In such cases,
it is usually possible to discern the individual meta-
phorically living on in the idea, valuc or group which
has gencrated such loyalty.

Child Sacrifice: The decreasing quality of education and
school distuption within the UK stale system in the 1980's
generated on ethical dilemma for many middlecloss
parents, Despite adhering to the values and principles of
comprehensive Stale education, many nevertheless fel
obliged to send their children to private schools. This
decision was invariably based on considering whot was
in the best interests of the child. But some porents chose
1o sacrifice their children fo their principles and kept them
in state schools. One journalist, for example, described
how odherence to her convictions led to her child being
bored, suffering unsupervised closses, missing lessons
through teacher strikes, and crying al home. Even in this
case, individualism was used as the rationale. The mother
argued thot it would be 10 the child's advanioge fo realize
that principles should not be lightly discarded.

Ex. 6.13%°

Feelings. The individualist considers feelings when
determining the balance of resources. Because feelings
like anxicty and shame and wishes like those for revenge
or admiration may drive or tempt us Lo act 10 our own
disadvantage, emotions have often been seen as enter-
ing the resource balance sheet on the debit side.
However emotional strengths frequently tip the balance
when individuals are evenly matched on other criteria.
Hope strengthcns pcrsistcnce, |)|casurc increases
stamina, admiration provides confidence, and anger
bolsters determination. Even anxiety, guilt and shame
can and should be viewed as helpful experiential signals
that permit people to reorient themselves and their
attitudes when they are in difficulties (see Ch. 7:
Master-Table 12).

Using the Approach. An individualist-style inves-
tigation is called for when an individual needs to gain an
advantage, or at least not lose out, in the competitive
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struggle for resources or dominance. The aim is to gain
a decisive advantage and to minimize losses. Inquiry
may be necessary to clarify where a person’s advantage
really lies and what the balance ol power actually is.

Appmpriatc choices placale the strong, and exact
compensation or support from the weak. This is what
Realpolitik or Machiavellianism is all about. For exam-
ple, the victor in a war must deal with the loser. It was
normal policy in the warring city states of ancient
Greece to cxecute or take into slavery all the males in
order to protect against future revenge. Although the
Athenians abandoned this policy, 2000 years later a
related policy was applied after World War ! and it led
to World War I1. After World War 1II, it was realized
that building up the defeated powers was likely to be
more advantageous to the victors than weakening them,
as long as some safeguards against militarism were in
place. This proved correct.

The extreme circumstance is one in which an indivi-
dual’s strengths have been neutralized either by the
situation or by the actions of another. A firm's com-
petitor may engage in penctration pricing that removes
most customers at a stroke. If this is not handled
promptly and effectively, then collapse is likely. A
dictator, like Pinochet in Chile, may \'oluntarily give up
authoritarian powers so as to gain respectability, but
find that his other strengths are not sulfficient to main-
tain public support. It is of course obvious that a
person’s prospects are scriously impaired it a key
resource like health or wealth is lost. To counter or
prevent extreme circumstances which threaten disaster
or death, the individual fecls forced and even entitled to
take desperate measures,

The quandary generated by individualist choice
relates to exactly how others are to be overcome or
adapted to. Recommendations are available in text-
books on getting and using power.”’ The methods
involve developing professionalism, using toughness,
manipulating resources, obtaining and using intelli-
gence, orchestrating ceremonies, timing interventions
for effect, and balancing returns against effort.

Limitation. Conventional wisdom is chary of
recognizing the ethical importance of individual advan-
tage. So criticism of the individualist approach is wide-
spread. The same mentality obscures the wisdom of
knowing one's limitations, makes a virtue of self-sac-
rifice, and promotes envy. Such an extreme position
bolsters an equally inappropriate countervailing view in
which the individual is glorified, the social group and its
needs are denied, and the idea is promoted that anyone
can do anything if only they want and try hard enough.

Excessive restrictions on individuals seem to flow
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from a perverse assumption that people are inherently
and irredeemably evil. If that is so, this book is point-
less, and nothing that anyone does matters. Such a
viewpoint is neither practical nor life-enhancing,

Successful enterprises, including those endeavours
striving to create a more humane society and a better
world, absolutely demand powerful individuals.
Individuals who benefit from an endeavour become
both more powerful and progressively more able and
willing to contribute to that endeavour. Such an
endcavour results in benefits which flow directly and
indirectly to others. (In economics, this is pejoratively
called the ‘trickle down effect’.) By contrast, indivi-
duals who suffer on account of any endeavour, become
progressively less able to participate, and often less
willing, In the end the endeavour itself is unlikely to be

as successful as it might.

It is true that in the presence of unsatisfactory laws or
lack of competition individualist choice may generate
gratuitous harm. However. the responsibility for a
suitable regulatory context does not lie with the indivi-
dual but with society and its governing institutions.

Government Training Progromme: The UK in the mid-
1980's was faced with severe unemployment, and so the
government infroduced a variety of employment and train-
ing inifiatives. One early programme made millions of
pounds availoble for firms, voluntary organizations and
local government fo set up schemes. Monitoring was not
inbuilt; and eventual employment was not ensured. The
ethical choice for many organizations was whether or not
to participate, given the urgings of the government, the
financial inducements, and the project’s deficiencies.
Aport from any social duly, their prime consideration had
10 be whether it was 1o their advaniage to become on
agen! of the initiative with all the work which that entoiled.
In the event, the absence of proper controls and lack of
competition between agents resulled in many schemes of
poor quality, benefifing the agent but not doing much for
the unemployed. There was also widespread exploitation
of trainees and corruption in the operation of schemes.
However, some schemes of reasonable qualitly were pro-
vided by solid organizations, who themselves gained
benefit from participoting. Ex. 6.14

The individualist approach, just like the pragmatic
and conventionalist approaches, gets maligned far 100
often. But nothing is more natural or necessary than
self-interest. Those that decry individualism are fre-
quently the first to argue for rights — but rights belong
to individuals and derive their legitimacy from the indi-
vidualist approach (see Ch. 8). Individualist concerns
need to be seen as life-enhancing and the axis around
which all ethical choice revolves.

The individualist approach highlights rcal conflicts of
interest, and positively builds on the inequality of
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strengths and weaknesses among people. The ancient
Chinese recognized inequalities and resolved the prob-
lem by distinguishing the sage or superior man who by
benefiting himself naturally benefits others, from the
inferior man who harms himselt and others in his
scramble for security and power. Given the gencral lack
of sages and the need tor individuals to look after them-
selves, speciﬁc attention must be given to improving
relations between people, and ensuring benefit is more
widely distributed. This requires movement up to the
next ethical system.

L'-5
THE COMMUNALIST APPROACH

Source of Conviction. The fifth approach to
ethical choice focuscs, like social values (L-5), beyond
the bounds of a single individual, endeavour or insti-
tution to a wider relational network. At this level of
purpose, values enable people to relate and participate
Conslructivcly within a community. Corrcsp()n(lingly.
the source of conviction in the communalist approach
comes from recognizing the effects of choice in the
wider social context, and on seeking to strengthcn rela-
tionships between individuals in a group. The commu-
nalist asks: *What is best for everyone? Docs anyone or
any sub-group suffer excessively?” Choice for the com-
munalist is cthically justified if it explicitly recognizes
and attempts to balance all the effects on all who are
directly or indirectly attected by the choice.

Family Intervention: Psychialric treatment requires a
doctor to balance care and support for the patient with
involvement of relatives — either to help the potient or for
their own good. Access lo relafives is ethically problem-
atic if the patient refuses permission. This moy stem from
a wish for confidentiality, a desire for independence, hos-
tility to relatives, or delusional beliefs. From o communa-
list perspective, the issues are how a family being
odversely offected by the patient's condition can be
helped without harming the patient, and how the famity
can be involved to help the patient despite his or her
opposition. Responses which seek to find the balance
include: enabling selfhelp, providing sepasate profes:
sional help for the family, involving other agencies, and
encouraging the relative 1o selfrefer. Ex. 6.157

Principal Features. The communalist approach
focuses on the fact that choices have ramifications which
extend in time, person and place beyond the chooser
and his immediate situation. 1t assumes that the benefit
or otherwise of a propused course of action needs to be
explicitly estimated in relation to others in this wider
picture. Other labels for this ethical approach include
utilitarian, systemicist, proportionalist, communitar-
jan and consequentialist.n
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The injunction here is to do what is beneficial overall
in the actual circumstances. This is "good”. Doing what
is harmful overall is "bad’. An extreme implication of
such a broad requirement is that obligations in all the
other ethical systems should be taken into account. The
new core obligation is to recognize and balance the anti-
cipated consequences of any choice, taking into account
all factors and the needs and interests of all persons,
including the chooser, in determining benefit. For
example, any firm should aim to benefit itself (i.e. its
owners), its executives, its workforce, its supplicrs. its

customers. and society as a whole — and not just one
or a few of these groups to the total exclusion of others.
Maximizing benefits is certainly a desirable if inevitably
uncertain goal. but maximization holds in all
approaches and is not a unique element of the present
core obligation. The communalist approach is evidently

teleological.

The communalist approach originates from an
awareness that individuals exist within a network of
relationships and so each needs to consider others
involved in those relationships. People depend on
others but frequently deny the importance of relation-
ships and imagine they are self-sufficient. This denial at
a personal level often spills over into misleading images
of organizations or societies as isolated entities. But net-
works of organisations and societics are the rule. and
mutual inter-dependence is characteristic of those that
deal or trade with each other.

In any industry, a multiplicity of firms, not a mono-
polv, is what is sociallv desirable. This is the basis for
competition whose bencfits have already been noted.
Any organization benefits by creating cooperative
developments, by devising and using common stan-
dards, and by participating in joint lobbying of govern-
ment on behalf of their type of activity.

Economists and management experts have suggested
that the near future will see businesses integrating
themselves far more into the world economy through
alliances: for example by minority participations, joint
ventures, rescarch and marketing consortia, partner-
ships in subsidiaries or in special projects, and cross-
licensing. Relationships will not only develop with
other firms, but also with universities and local govern-
ments. The rcasons put forward for these linkages are
that firms are no longer sclf-contained, and the world
has become industrially and economically borderless.
Products are designed in one country, manufactured in
parts in two or three others, to be marketed and sold in
yet others. In addition, the technological system which
must be tapped is dispersed amongst many firms: and
instead of discrete markets there is a rapidly changing
global scenc.?®
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States, too, recognize their interdependence now,
and find it mutually beneficial to support cach other.

Cooperative liaisons between nations in respect of

trade, cultural cx(‘hange, research and development,
post and transport are common in all parts of the world
despite competitive or even antagonistic behaviour in
certain spheres.

The recommendation implicit in the communalist
approach is that individuals should choose so as to
benetit others (as well as themselves) even if this is not
compulsory. The intrinsic duality is that of altruism
versus egoism. Altruism is the aspiration and is
expressed by such virtues as magnanimity, gencrosity,
mercy, and gratitude. Egoism, meant non-pejorativcly.
is the constraint on being altruistic because egoism
defines the individual’s actual strengths and vulner-
abilities.

The individual with few capacities and resources can
function altruistically only to a most limited degree. So
the biblical injunction in Leviticus ‘to love thy neigh-
bour as thy self’ must be assumed to be an injunction to
love one’s self a great deal. Weak individuals are likely
to be selfish and pusillanimous, and psychoanalytic
rescarches suggest that ego weakness underlies gross
egotistical behaviour such as malevolence. ¥ Healthy
egoism is manifested by appropriate self-respect and
self-regard. It depends heavily upon the receipt of
genuinely deserved attention, respect, approval and
admiration from others. Altruistic choice is possible
because it is one source of such supplies. Uncontrolled
cgoism leads to the search for wealth and status,
because these arc generally more likely to attract
approval and admiration than are wisdom, virtue or
altruism.

The resolution of the tension within the duality
results in the cardinal virtue of benevolence — or
charity or love or humanity — or ren, the supreme
Confucian virtue. In business, this virtue is often
termed enlightened self-interest. The failure to resolve
the tension leads generally to the cardinal vice of in-
difference. For evil to triumph, the saying goes, it is
only necessary that good men remain silent. Arendt,
following this approach, suggests that “it was sheer
thoughtlessness” that led Eichmann to act so evilly. He
was not a psychopath or criminal or stupid, but was
diligent and concerned to advance himself. In this way.
he “never realized what he was doingf”| Negligence,
thoughtlessness and other varieties of indifterence are
the antitheses of relationship and community.

Feelings. Feclings enable us to appreciate the needs
and interests of others; and to assist in drawing boun-
daries which specify who should be regarded as being
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affected in any choice. Feelings arc also essential to the
intuitive balancing of benefits and harms that seem
likcly to flow from any choice.

In the long run, it is nearly impossible and certainly
undesirable for a person to remain emotionally un-
aftected by the sufferings of others. Doing so requires
hardening oneself. This is a brutalizing process and is
self-damaging. In the absence of such brutalization. the
natural sympathetic identification between people
means that any benefit for anather tends to be felt to be
a benefit for oneself, and any harm to another tends to
be felt to be harmful to oneself. Adam Smith suggested
that the fact that people tend to be short of feelings for
others was perhaps the only reason for considering
altruism as ethically superior to egoism.32 This rather
pessimistic conclusion is not so true within families.

Family Decisions: A fomily man may have to decide
whether or not to emigrate for the sake of his career. He
might be in o position to insist on the fomily adapting 1o
his decision. But on such a big issue in families, authori-
larianism can easily go wrong. A communalist fother
would immediately seek to take inlo account such things
os the effect on his wife's career, the disturtbance to the
children’s schooling, and relations with elderly grand-
parents, friends and relatives. Other factors, such as the
benefits for all from higher earnings abroad and previous
agreements about where to live would olso be relevant.
The simple choice of emigrating would evolve into a com:
plex set of related choices associaled with emigration
and seeking 1o meel reasonable claims of all. The final
oulcome would represent a salisfactory balance of all
anlicipated benefils ond drawbacks in the light of the
needs and interests of all the family. Ex. 6.16

Misconceiving Altruism. Totally disinterested
altruism is utterly impractical and does not exist out-
side theological or radical academic texts.’? It is in-
appropriate to expect altruism to be realized as a way of
life because an-aspiration is defined by the fact that it can
be sought but not realized. When treated as a goal, pure
altruism becomes indistinguishable from masochism
and fosters exploitative tendencics in others. In any
case, pure altruism cannot be manifested because any
altruistic act simultaneously boosts egoism. For the
most virtuous souls it does so by affirming identity and
integrity; for others by gratifying a sense of superiority
or pride.

Wisdom demands that one should never ask people
to act against their own self-interest, and that some self-
interest should be recognized in any act. We could then
recognize without embarrassment that benevolence
does indeed serve sclf-interest, whilst being mean-
spirited and nasty is not only vicious and inhumane but
usually sclf-defeating. In Chapter 5, it was recognized
that altruism is best realized in a community where
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reciprocation is possible and sclf-depletion can be
prevented. But even reciprocity brings problems: in the
Ik culture, altruistic gestures create such a painful sense
of indebtedness that people strive to avoid beneiting
from them

A further problem with altruism is that it operates
without accountal)ility: that is to say, the altruist is not
responsible to anyone for the benevolent act, not even
to the person being helped. Some altruistic choices
ignore the recipient’s wishes. or even cause long-term
harm, and yet people are nervous about rejecting aid

and biting any hand that feeds them.

Taking all these points together. it seems rcasonable
to suggest that genuine disinterested altruism is found
most often in small enduring groups: and that it oper-
ates best when it expresses identity, is conventional and
likely to be reciprocated, is limited in scope, and
requires a minimal amount of deference.

Using the Approach. Communalist-style investi-

gation is called for when the balance of consequences of

some action for all those concerned is in question. It is
then necessary to take a systems approach and provide
a model of the situation and its environment. This
involves recognizing who is affected, identifying the key
factors, anticipating likely effects and changes through
time, and assessing the relative costs and benefits. To do
this properly requires "participative system modelling’,
a method which can become very complex.” Ethical
debate in practice is usually systemic in a broad sense,
but much less scientific. It typically involves speculating
on consequences of proposed actions, identifying
various individuals or groups previously ignored,
clarifying who can best tolerate hardship or lesser
benefits, and considering a variety of possible choices
which affect different groups and with different
consequences.

Major social developments seem to require systemic
modelling if they are to avoid defeating their objects.
For example the development of the welfare state in the
UK after 1945 was associated with penal taxation (up to
98%) and persistent discouragement, disparagement
and neglect of those with entrepreneurial abilities. This
eventually contributed to a general economic decline
followed by a backlash in the 1980s that caused much
suffering. The end result of the once noble communal-
ist enterprise may well have been to undermine the
altruistic ethos within society.

Will the UK decision to proceed with the channel
tunnel linking England to Europe be beneficial for
future generations when the country’s environment,
culture, and prosperity are considered as a whole?
Rather than scare-mongering, it is worth reﬂccting on
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the failure of another high technology development the
Aswan Dam (Ex. 6.17).

The Aswan Dam: The Aswan dam in Egypt seemed to
meet! a real requirement for irrigation and power ond to
benefit the population generally. However it proved to
have many drawbacks. Over 100,000 people were dis-
placed. Almost one third of the water is wasted because
of evaporation ond leckage info surrounding rocks. The
steady irrigating streams fovour the snails that transmit
schistosomiasis, a painful debililaling disease which
needs to be fought. The noturally fertilizing Nile silt has
been lost and much of the electricity produced has had fo
be used to make fertilizer. The loss of silt hos also led to
progressive erosion of lond in the Nile delia, ond has
dramatically reduced the tonnage of fish cought there. in
due course, salination of the soil, a consequence of irri-
gation previcusly prevenied when flooding leached out
the salts, will cause permanent loss of feriility olong the
Nile banks. Ex. 6.17%

The quandary that characteristically emerges in com-
munalist inquiry is where to draw the boundary of con-
cern within which people are given roughly equal
consideration. Most people, handle this by recognizing
a gradation of sympathy according to proximity, simi-
larity and association. For a person, sympathy might be
maximum for intimates, somewhat less for friends, still
less for acquaintances, still less for countrymen, and so
on. Organizations and governments act in a similar
fashion, favouring insiders and supporters before out-
siders and opponents. A degree of inequality of con-
sideration seems unavoidable. In the case of decisions
taken today to protect the environment, the hypo\hetj‘
cal views of still unborn generations have been regarded
as worthy of inclusion. However, the hypothetical effect
on possible life in other galaxies has not (yet) entered
the discussion. The partcular issue usually determines
just how far concern can reasonably, conventionally,
appropriately, self-advantageously or beneficially be
taken.

Toxic Waste Disposal: If toxic wastes have to be pro-
duced in the service of society, they must be disposed of
safely. Organizations in some countries have taken this 1o
mean dumping the wastes in other countries whose firms
or governments benefit financially and who do not under-
stand the consequences, or do not consider them. The
suffering within foreign countries is experienced as distant
and less serious thon that potentially suffered within the
home country. Awareness of global interdependence has
led 10 a greater concern for the environment. There also
oppears to be greater alirvistic Feeling amongst people
internationally. These faciors tend to moke even legol
dumping in poor countries on unethical choice.

Ex. 6.18

The typical extreme circumstance occurs when there is
a need for a sacrifice. For example, a local community
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may be expected to sufler, say by allowing a nuclear
waste dump or an airport development, in order that
the rest of the country may benefit. In war zones, an
injured friend may be left behind so that others can
escape. If such situations are not handled satisfactorily,
then feelings of guilt and unworthiness, or of being
exploited and manipulated, will persist. The most
extreme case involves certain loss of life. Caiaphas put
the dilemma neatly to the community leaders in
Jerusalem so many years ago: “Is it not better that one
innocent person be put to death than that the whole
people perish?” Horrific stories tell of survivors of ship-
wrecks or aircraft crashes who decided to kill. even eat,
one or more of their number so that the rest of the
group might survive, ¥’

Limitations. Communalism is a natural, popular
and useful approach to ethical choice, but intense
criticism within the philosophical literature abounds.
Mackie, for instance, calls it a grandiose fantasy, an irra-
tional myth and a recipe for disaster: while Finnis
stamps it as senseless.® Mackie claims it is utopian
because people are not capable of considering others
tully: impossible because the calculations required to
assess benefit overall cannot be carried out: and in-
determinate because it is never possible to finalize what
factors count, what the distribution of benefit should
be, what weighting should be applied and so on.
However, such criticism seems excessive and is surely
overly mathematical. All that any approach can achieve
is to organize thinking around a particular obligation:
and communalism certainly does this. Although the
balance of benefit and harm for those affected may be
difficult to be sure about or gain agreement on, it is not
an ambiguous or unreasonable obligation.

Ascending the approaches, we have seen a steady
progression from a group-orientation to an individual-
orientation and this now culminates in communalism.
Communalism reveals the individual as an autonomous
being concerned for a self that exists within relation-
ships and which therefore requires concern for both self
and others.

However, from time immemorial, the idea of leaving
ethical choice to an autonomous individual, depending
as it does on the exercise of virtue, has been seen to be
insufficient. Aristotle noted that virtues are about what
is difficult for humanity. In any casc, virtues like benev-
olence cannot take account of the common good or the
needs of the social group beyond each particular
individual’s awareness, strivings, and capabilities. The
maintenance and well-being of the social group is essen-
tial to the preservation and operation of individual
autonomy. So, paradoxically, the practice of individual
autonomy becomes a new constraint to be overcome
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for the benefit of the individual. This takes us to the
next higher system.

L'-6:
THE LEGITIMIST APPROACH

Source of Conviction. The sixth approach to
cthical choice focuses, like value systems (L-6), on the
theoretical structures which control and constrain
choices. Value systems bring sustained order into the
operation of value and intention within particular
domains of action. Correspondingly. the source of con-
viction in the ]cgitimist approach stems from setting a
general (i.e. theoretical) rule which channels and orga-
nizes choosing within any approach. The legitimist
asks: ‘What rule could deal with the issue? Will people
follow the rule now and in the future?’ Choice of a rule
is ethically justified for the legitimist if all in the social
group regard it as fair.

Although setting a rule may be precipitated by a
particular situation, it has to apply to an indefinite
variety of subsequent similar-but-not-identical situa-
tions. This means that the rule must be distant from
action, quite distinct from immediate goals (strategic or
tactical objectives), and somewhat abstract in nature.
To ensure rules are workable, they are often svstem-
atized to form a coherent and consistent code. Rules
cannot be applied to dictate choice in particular situa-
tions. In medicval times, books were written in which
attempts were made to resolve hard cases of con-
science. The authors took the general rules of religion
and morality and applied them to particular problems
where different obligations conflicted. However, casu-
istry (as this was called) fell into disrepute because it
simply did not work.

Particular situations either call for setting a new
rule, or for a non-legitimist approach to choice.
Situations the blind
tollowing of rules. Of course, rules, once set, do affect

in themselves never demand
choices (including the setting of subsequent rules), but
rules cannot determine choice because each approach
perceives rules according to its own nature. In the
nature of things, pragmatists obey rules which feel
appropriatc and conveniently ignore those which do
not; conventionalists choose rules which are custo-
marily followed, and so on. Legitimists, of course,
advocate respect for rules and adherence to them in
gencral. They tend to regard expedience and other
informal obligations as subsidiary and assume that, in
the long run at least, following rules produces the best
overall result. It follows that the most satisfactory rules
are negative in that they indicate constraints or
restraints, leaving specific choices open to the opera-
tion of autonomy and situational assessment.
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Despite the limitation on what rules alone can
achieve. much debate about what choice is ethical
mistakenly attempts to apply available rules. Be clear:
choice means intervening to produce a particu]ar result
in the complexity of the social world. Previously set
rules never in themselves indicate what choice is right
and good now in this particular situation — only people
using one of the approaches can do that. (Rules may bhe
used retrospectively to judge whether a choice is right
or wrong in some communal or legal or doctrinal
sense, but ethical judgement is an entirely different
matter to ethical choice.)

Types of Rule. Research revealed that scveral types
of rules may be set. These are: prescriptions (L"-1),
conventions (L"-2), tenets (L"-3). rights or duties
(L"-4), maxims (L"-5), laws (L."-6), and absolutes (L"-7)
as shown in Master-Figure 9. [ will examine these rules
in detail in Chapters 7, 8 and 9. The focus in this section
is on rule-setting as a mode of choice, and the account
aims to be broadly applicable to all types of rule.

Principal Features. The injunction when setting
rules is to be fair or just. Such a choice is ‘right’. A rule
which is unfair or unjust is ‘wrong'. Just rules are not
simply a matter for judges or legislators. Fair rules in a
fami]y. in a school room, or in an organisation are the
very foundation of a culture within which individuals
may thrive and willingly contribute.

British Standards: The British Standords Institute exisis to
set rules which govern the effectiveness and salety of a
wide variely of producls and services. In developing
recommendations for achieving quality within organizo-
tions, the framers of ithe British Stondard [BS5750) have
been communalist in their explicit concern for all involved
— sociely, shareholders, employees, customers &c.
However, their mode of action is legitimist becouse they
have produced rles and because they demond the
sefting of organizational rules which establish BS5750 in
the firm. The influence of lower level obligations is not
difficult to see. The British Standord states that firms ought
to ensure that their product or service: meets a well
defined need, use or purpose [rationalist); complies with
currently applicable standards, specifications and statu-
tory requirements {conventionalisl); satisfies customers’
expectotions (progmatisl); and is made owvoiloble o
competitive prices which will yield a profit {individualist}.

Ex. 6.19%°

Lthical rules are as necessary for good social lite as
grammar is tor good communication. The more we
create organizations and communities, the more we
should be concerned about the quality of rules that we
set. The rule is typically set on the basis that adhering to
itis right even if it feels inappropriate or secems unfair in
a particular situation. We noted earlier that Kant con-
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cluded that following rules was what ethics was about:
no action performed from desire or inclination could be
moral. Because the rule is a public structure and its
setting demands authority and implies obedience, the

]egitimist approach is deontological Ao

The core obligation lies in setting a rule which is
accepted as right by the chooser and all others in the
relevant social group. All rules need to emerge from an
authority legitimated by the relevant social group. The
nature of rules is that they identify support and
strengthen natural groups — the community or society,
the tribe, the association or organization, the faction.
This means that rule-setting supports other approaches
to choice without displacing these.

The legitimist approach is concerned above all with
regulating the relationship between the individual and
the group on which the individual depends. Member-
ship ofa group means contributing to the formation and
maintenance of its rules. So instilling respect for rules
is part of the socialization of any child. To survive, a
group must organise itsell to ensure that rules are set
and followed, and that breaches of a rule are responded
to promptly. In any organization, for example, there is
a continuing temptation for choices which harm the
organization or its stall. Victimization of subordinates,
rudeness, bribes paid or received, and dangerous work
practices all need to be handled by setting rules and
regulations. (Often rules of this sort are termed ethical
policies.)

The tension-producing duality that emerges here is
that between the common good and individual auto-
nomy. The aspiration being pursued by setting rules is
the common (or collective) good. Unlike communalist
choices where equality of benefit is problematic if not
impossible, rules can aim to benefit each and every
individual absolutely cqually within the group because
all individuals share a common and equal interest in the
sustenance and well-being of the group. The constraint
to establishing such rules is the autonomy of each
individual. because rules cannot make exceptions.

Over-emphasis on cither side of the duality leads to
deeply unsatisfactory situations. On the one hand,
unmitigated exaltation of the common good leads to
rules being set which repress and stitle uniqueness and
generate a tyranny of the majority.*' For example, trade
unions exist to protect and promote the interests of
each member. But situations have frequently developed
in which the leaders become distant from the member-
ship and set rules which seriously infringe the libertics
of individual members. Strikes without ballots, punish-
ment of members who disagrec with the union line, and
closed shop agreements all decrease the autonomy of
members. If autonomy is being excessivelv intringed, a
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person should be able to work tor the introduction of a
better rule, or replacement of the rule-makers. As a last
resorl, people may join or create another group.
Disaffected trade unionists within the UK's National
Union of Mineworkers, for example, set up the Union
of Democratic Mincworkers.

Vietnam Woar: The antircommunist war in  Vielnam
became progressively more unpopular in the US, and so
conscription became essenfial. But US sociely was
divided on Vietnam. Those who saw the war as basically
uniust felt that legalized coercion was wrong. Many of
those who accepted the draft escaped into drugs or sub-
sequently broke down physically or mentally. Others
avoided the draft, using a variety of excuses. Some left
the country. Some accepted imprisonment rather than
fight. Meanwhile, many community leaders called for
new laws fo be possed based on a withdrawal from
Vieinam. They sought aboliion of the drafi, and full
amnesly for all conscientious objectors. These things
eventually came 1o pass. Ex. 6.20

On the other hand. unmitigated exaltation of in-
dividual autonomy leads to social chaos or neglect (as
exemplified by the nearly rule-less anarchist com-
munes: see Ch. 5), destruction of the weakest, tyranny
by minorities, free-riders or freeloaders who take from
the community but do not give, and exploitation of
common goods (known as ‘the tragedy of the com-
mons'*?).

The present balance in many societies seems to be
towards autonomy. It is noticeable, for example, that in
setting laws about abortion, the academic debate has
been largely in terms of individual autonomy — the
rights of the mother and foetus and the duties of pro-
fessionals. By comparison there has been little discus-
sion of what common good is being pursued or what
sort of society is being realized by whichever solution is
ultimatelv endorsed. *®

Autonomy is important of course. The common
good cannot be effectively promot.ed without it. But, as
it turns out, individuals need to be supported and
guided in childhood to value their autonomy. As adults,
they find that this autonomy cannot be expressed or
protected in the absence of a well-ordered social group.
To be autonomous without receiving recognition, value
and responsibility from the group is difficult if not
impossible. Finally, autonomy is liable to be harmful
without group control. We saw earlier (in the discus-
sion of individualism and in Ex. 6.14) that the inherent
and desirable competition between individuals can only
promote the common good if the social group sets rules
felt to be fair.

~ Resolution of the conflicting claims of the group’s
well-being and the individual's autonomy leads to the
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cardinal virtue of justice. Justice is the quintessential
community-oriented virtue. It reflects an inner striving
to act with a sense of proportion. What the relevant
aspects are in deciding fairness must be determined in
the situation by the chooser. As with communalism
(utilitarianism), the impossibility of mathematical
exactitude does not invalidate the search for justice.
The corresponding cardinal vice is injustice.

Feelings. The feelings particularly relevant to rule-
setting are those of fairness and unfairness, of respon-
sibility and guilt‘ of participation, belonging, alienation
and isolation. Such feelings run deep in people.

Fair Pay: Pay is too often handled coercively, either
during negotiations between unions and management or
in the form of individual incentives. In the case of union
negotiations, the result is interminable sirife over differen-
tials and encouragement of leaptiogging pay claims. In
the case of incentives, the resull is o weakening of intrin-
sic motivation and the promotion of selfinterest over the
cooperation on which organizotional achievement
depends. An alternotive approach is fo tap into what feels
foir. The market typically gives an indication of a fair rate,
and research suggests that people have o deep feeling
for fairness about poy. Some research suggests that rules
about pay might be possible by linking it 1o work com-
plexity and weight of responsibility. The crude use of pay
as a motivalor not only minimizes the significance of fair
ness and undermines the possibility of using rules, but also
generales counter-productive feelings like alienation from
the work-group and greed. Ex. 6.2144

Using the Approach. Legitimist investigation to
support ethical choice is necessary when there is a need
to develop and institute rules to permit or aid coopera-
tion between individuals in the group. The rules either
establish the consensus view on behaviour, attitude or
thought, or aid resolution of conflicts of interests and
needs within and between the members of the group.
Rules can be conscientiously designed, and precisely
and clearly specified in the course of this inquiry. Rules
for enforcement, monitoring and handling non-com-
pliance may be determined simultaneously. Debate
over all these matters may be intense.

Ethical rules survive and benefit the social group
only if they are well designed and authoritatively set.
Rules which are unsatisfactory tend to be ignored, and
may bring into disrepute other rules, or even the social
group and its institutions of authority. This weakens
ethical choice and ethical judgement in general. Each
approach has its own view of whether a rule should be
followed. So, rules are most eflective if they are
designed to recognize the obligations in the other
approaches. In other words, rules need to be directly
relevant to current problems (L'-1), to embody social
history and tradition (L'-2), to reflect common ideals
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(L'-3), to benefit people as individuals (L'-4), to
remind people of the special claims of others (L'-5), to
support the social group and be consistent with other
related rules (L'-6), and to feel absolutely right and fair

(L.

A School Admission Rule: The desire in the UK for com-
prehensive secondary educaticn to be provided in mixed
ability closses led to the establishment of a rule that
contialled the proportions of pupils admitted according to
their scholastic ability. Although this rule could be gener-
ally applied, it wos not effective for many reasons. It was
eosy to get around by both parents and schools. It broke
with history and convention. It did not feel oppropriate to
many. It was not indispensable. Above oll, benefits for
individuals were neither widespreod nor obvious e.g.
remedial needs were not properly met, the gifted were not
developed, and attention to the average student was dis-
tutbed. Insisting on poor rules like this one contributed to
the discrediting of comprehensive education as o whole.

Ex. 6.22

Because all ethical rules deliberately aim to channel
and limit the individual, the quandary gcnerated is how
to handle the diminution of individual freedom that
results. A variety of possibilities exist. One tradition
would say that such curtailment should be kept to an
absolute minimum. Another might argue that indivi-
dual freedom must be viewed as secondary. A further
possibility is to propose the maximum involvement of
people in ruleAmaking.

From what has been said so far, it follows that the
first duty in the ordering of any group is for it to evolve
or devise just rules to govern its members’ actions. The
extreme circumstance herc is one where the group as a
whole is chaotic or strife-ridden. Rules are then needed
more than ever but they cannot be set. Families in poor
socio-economic circumstances which do not carry out
basic family tasks have been found to be severcly dis-
organized and to lack the ability to set necessary rules
to govern work patterns, management of finances,
association with friends, or care of their children.*
When a social group is deeply divided, as occurs in
communities like Northern Ireland, it is extremely
difficult to formulatc rules which are generally
regarded as just and have the support of all. Rules
regarded as unjust by large sections of the group are
difficult to enforce. People tend to flout the rule and
risk the consequences as we saw in the case of the
Vietnam conscription law (Ex. 6.20).

Limitations. Criticisms of legitimism focus largely
on the abstract and general nature of rules. Rules scem
cither too indeterminate to take account of shades of
circumstances fully, or 100 nit-picking and detailed in
an attempt to overcome this difficulty. Often the new
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rule conflicts with previous rules and makes application
problematic. However, such criticisms expect too
much of rules. In particular, they expect rules to deter-
mine choice when they can only govern or channel it.
As emphasized at the outset, attempts to choose solely
by rules never work. Philosophers may play games of
increasing the precision of rules, positing hierarchies of
rules, or invoking meta-rules such as ‘estimate the
relative stringencies of the rules in cach case’, but these
simply do not fit with the way people actually operate.

The most serious criticisms are about the way the
approach is implemented and not about the approach
itself. For example, the rule-setting process may be too
slow and cumbersome. Setting a rule may be used to
justify coercion, even violence in the case of the state,
in order to secure compliance. The idealization of a
perfect authority may encourage slavish and mindless
choice according to the letter of the rule. Such
phenomena are a function of the maturity of people and
their socicties and not indictments of the legitimist
approach itself.

Setting a rule may well serve the general good with-
out unduly curtailing a person’s autonomy. However,
even if all the requirements of the temporal order were
met. as represented by resolution of the dualities of the
six approaches so far considered, the spiritual order has
yet to be taken into account. This distinction, perhaps
hazy now — at least in philosophical and scientific
circles — was well recognized in classic times. Prota-
goras, a sophist, is made by Plato to explain that men
fought each other until given dike (law, justice) and aidos
(shame, honour) which were essential for social
li\'ing.“ Dike has been considered, and it is now neces-
sary to turn o aidos in the next and final ethical system.

L'-7:
THE TRANSCENDENTALIST
APPROACH

Source of Conviction. The scventh and final
approach to ethical choice focuses, like ultimate values
(L-7), on experiential states that transcend the person
and the situation. This level of purpose is the source of
all value, is equivalent to absolute good, and is routinely
associated with deities. Correspondingly, the source of
conviction in the transcendentalist approach is the use of
the self as a channel to absolute, possibly divine. guid-
ance which must be wholly good. The transcendentalist
therefore asks: *What choice is morally or fundamen-
tally required?’ or *What does my essence and integrity
demand?’ or ‘What does God want of me?” Choice for
the transcendentalist is ethically justified if it is driven
by a genuinely deep and transpersonal inner sense of



what is good and right. For those of a religious dis-
position, the choice is man’s but it originates from God.
It follows that the transcendentalist approach provides
ethical conviction and laith to feed all lower level
approaches,

Principal Features. The injunction in this approach
is to be; or, if pure being sounds mysterious, to be

aware and to be true to oneself; or, in the language of

modern humanistic and transpersonal psychology, to be
authentic.*? Only through one's own self, that is to say
through inner awareness and open imagination, is it
possible to make contact with onc’s true self, with
others, and with the deepest sense of the situation. So,
awareness and authenticity are 'good’. Correspon-
dingly, bcing false, artificial or hypocritical is ‘bad’. To
turn away from awareness is to turn from humanity and
from God.

As indicated above, the core obligation is to be found
in a natural response to a dccp inner sense or inspiration
of what is right and good. Such responses are aided by a
realization that they emerge from the eternal and
divine. The transcendentalist approach emphasizes
pursuit of the good in so far as it can be known, and so
it is the ultimate and dominant teleological system.

Because of the deeply personal character of choice
within this approach, readers must be referred to their
own experience for examples. Numerous examples are
available from mythology, holy books. the lives of great
men, and great literature. The transcendental choice
may accord with the choice reached within any of the
preceding systems, although the process for reaching
the choice is different. This difference becomes most
evident when the transcendental choice is counter-
intuitive, and not in accord with preconceived values or
conscious desires.

Samuel, the Prophet: Old Tesioment prophets, like
Samuel, were frequently undecided oboul the best course
of action in complex social situations and would talk with
God. Samuel’s sons were corrupt judges, so the elders of
israel came to him to appoint a King to goverm instead.
Samuel did not pefsonally approve this idea. However he
prayed and the Lord replied: ‘Listen to the people and all
that they are saying; they have not rejected you, it is |
whom they have rejected. .... Tell them what sort of King
will govern them.” Samuel painted a realistic picture of an
oppressive monarch but the people still wanted a King.
Somuel prayed ogain. The lord replied: Take them ai
their word and appoint them o King.” Samuel did so.
Without diminishing Samuel’s gift of prophecy, one might
well regard the words of God os Samuel's deep insight
into whaot he should say in the situation, despite his own
misgivings and personal preferences. Ex. 6.23%8

The duality that emerges here is that of spirituality

and temporality. The aspiration is to be attuned to and in
harmony with the spirit. and to be guided by this.
Spirituality depends on maintenance of faith and hope
and a deep and mysterious sense of participation in the
interconnectedness of all being, However. the temporal
order imposes a constraint on what is possible. In the
temporal domain, compromisc is valuable, uncertainty
unavoidable, and doubt necessary.

On the one hand, turning wholly away from the
mundane is undesirable except for those few with a
monastic or hermitic type of religious vocation. For the
rest of us, severe material deprivation spoils freedom
and perverts ethical choice. On the other hand, turning
wholly away from the spiritual means to fragment one-
sclf, and to be cut off from the power of l)eing‘ in-
cluding  metaphor and myth, that constitutes the
cosmos and makes human life possible. Few desire this,
Doubt in God or a God-equivalent is not secular
maturity but evidence of spiritual disturbance.

Resolution of the tension between these two great
orders of existence results in the cardinal virtue of
integrity. Integrity ensurcs that the eternal and spiritual
serve as the ultimate aspirational context which guides
the temporal and mundane. Integrity refers to the
maintenance of a state of wholeness, completeness or
perfection (from L. integer - intact). The corresponding
cardinal vice is corruption (from L. corruptus — destroy,
ruin). Corruption blocks meaningful human relation-
ships, and leads to treachery and betrayal of the self and
others. Sadly, the integrity of a person may be labelled
as betrayal by the social group.

Luther's Conversion and Heresy: Martin Luther did
brillianly academically, and then to the disiress of his
family and friends, he entered a monastery in obedience
to a call from Heaven. He devoted himself to his new
vocation and further studies with equal dedication ond
insightfulness. The corrupt sale of indulgences was doc-
trinally and proctically abhotrent and led to him posting
his @5 Theses in 1517. Thus commenced a flow of con-
troversial writings dealing with a whole variety of theo-
logical, biblical, institutional and practical matters. To
maintain his integrily, he broke church rules of ritual, con-
vention, belief, and rights. This ultimately led to his ex-
communication. Ex. 6.24

Spirituality appears to be an aspiration that is
primarily a property of persons. The aspiration can be
realized in part in the process of union (as we saw in Ch.
5), but union does not do away with the need to handle
the demands of temporal reality. As new religious
movements become established as churches, union
often tends to be debased by temporal concerns which
ensure popularity. However, some spiritual movements
have found ways for groups to resolve the tension (see

Ex. 5.3 and Ex. 6.25).



Steiner’s Anthroposophy: Rudolf Steiner {1861-1925)
established anthroposophy based on his own capacity
for spiritval perception and his desire to nurture spiritual
faculties in others and in society generally. His is one of
the few spirituol movements that is not o church and yet
has penetrated constructively into many fields of human
octivity: education for nommal children; homes and
schools for moladjusted ond physically or mentally
retarded children; o biodynomic method of farming and
gardening; centres for scientific and mathematical
research; eurhythmy, an ort of movement to speech and
music; and schools of painting, sculpture, architecture,
speech and drama. Ex. 6.254°

The Fashion for God. Over the last century, it has
been increasingly fashionable for philosophers and
scientists to deride God, the transcendental, spiritua-
|ity and pure Being. Or, at least, to regard these notions
as either private and non-discussible or devoid of mean-
ing and utility. However, from earliest times until very
recently, the ultimate source of cthical understanding
and virtue in behaviour could not be otherwise im-
agined. Plato and Aristotle, twin sources of the Western
tradition, took the divine interpenetration of reality for
granted in a way that was emotionally neutral and intcl-
lectually supportive. At the same time, in the East, Con-
fucius and Chinese philosophers in the subsequent two
centuries also made ethical action the mainspring of all
achievements and social relations, while still rooting life

in Tien (Heaven), the supreme cosmic spiritual power. 50

In modern times, affinities with this tradition can be
seen in the work of theistic and atheistic existentialists
like Bergson, Kierkegaard, Hcidcggcr‘ and Sartre; anti-
rationalist personalist theologians like Barth, Buber,
Tillich, and Nicbuhr: and transpersonal or spiritual
psychologists like Jung, Krishnamurti, and Gurdjieff.
The view presented by such thinkers is that the indivi-
dual exists and creates himself in acts of free choice.
The very ground of being should be rediscovered and
re-cxperienced daily. Choice is critical for being, and all
transitory human values — value systems and social
values — are insignificant. These thinkers recognize
that man, at moments of crisis, touches the infinite and
transcendent which can never be formulated, verified,
explained or proven. 3

Feelings. Experiential reality is now paramount
because transcendental awareness can only manifest
through [eeling states and symbols. Ethical choice
emerges here in the form of an intuition, which is
driven primarily by the imagination (not by conscience
or reason). As already emphasized, the choice may be
counter-intuitive. Sometimes it is communicated l)y an
inner voice, hallucinatory vision or dream. It then takes
the person and associates by surprise, as in the case of
Samuel (Ex. 6.23) and Luther (Ex. 6.24).
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Using the Approach. Transcendentalist investiga-
tion is required when personal integrity is at stake and
when transpersonal guidance is felt to be needed for
choice. For example, a citizen with strong law-abiding
convictions may rcgard a particular law as unjust, and
wonder whether she should refuse to obey it despite
scrious consequences. The choice here must not be
made using the conscience, which is an accident of
upbringing, but by some deeper awareness of a higher
ethical reality,

The self is the vehicle for the expression of this
higher reality. So the person must conduct the inves-
tigation by turning inwards to gain awareness and
spiritual support. Habitual self-awareness and the
deliberate practice of integrity generate inner con-
fidence in ethical choice. Study of ethical tracts and
contemplation of virtues in the lives of others is also
helpful. Methods to activate inner awareness may also
be useful. These typically ensure that a conducive state
of consciousness is developed through meditation, con-
centration and focusing of attention. Spiritua] coun-
selling which does not impose on the person may
release blocks. The key tasks are to locate the individual
within himself or herself, and to (le\'elop the capacity to
self-reflect and avoid automatic identification with
one’s own experience and e\'cryda_\' intuitions. Spiritual
aids such as prayer, ritual, holy scriptures, body control
(like yoga) or oracles like the I Ching may be used.

The transcendentalist approach comes into its own in
deeply felt or highly complex situations involving
others, cspecially in extreme circumstances of any sort.
Any possibility may then be chosen — as long as
integrity is not compromised. The extreme circumstance
characteristic of this approach occurs when a person’s
integrity is being directly assaulted. if it is not possible
to accommodate to the situation or escape from it while
maintaining integrity, then death appears preferable. In
Camus’ memorable phrase: “It is better to die on your
feet than live on your knees’ .32 The alternative to phy-
sical death is a spiritual or emotional death in which the
person goes mechanically through the motions of
living. but is not cncrgizcd or involved.

Hell on Earth: The Nazi conceniration camps consisted of
o sustained assoull on personal integrily. Inmales were
subjected to the most brutal and humiliating trealment,
were threatened and tortured, and regulorly witnessed
death and cruelly. A very few individuals, fike Bruno
Bettelheim, were able 1o maintoin their integrily despite
the camp conditions and subsequently lived a constructive
life. Many become apothetic {the ‘Mussulmonn state’)
and died in the camps. For most, sutvival depended upon
developing o ‘camp mentality’ which included lying,
stealing food, betraying others, envy, not helping friends
in need, and hordening oneself ogainst feelings of any
sort. The longterm consequences were nol only physical
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and mental illness, but intense guill and shame, and
dysfunctional social affitudes. Survivors have had great
difficully in bringing up children with positive values
including a belief in the possibility of o befter world.

Ex. 6.26%

The quandary that emerges when using transcen-
dental choice is how to communicate the choice so that
its true nature is known. Others commonly doubt
whether the choice genuinely expresses inner awareness
(inspiration or divine guidance) — or reflects either
self~delusion or the effect of temptation, preterence or
convenience. For example, if the choice is admirable,
the chooser may struggle internally with a sense that
the choice is based on pride. Counter-intuitive choices
(i.e. which oppose personal beliefs, views or norms)
require integrity and courage to pursue, as in the case
of Samuel (Ex. 6.23). Choices which run counter to
social norms engender social rejection and condemna-
tion, as in the casc of Luther (Ex. 6.24), and sometimes
punishment. as in the case of conscientious objectors.

Limitation. The chief criticism of transcendentalism
focuses on the difficulty in being sure about insight,
particularly whether it has been kept free of outer social
and inner emotional forces. Many in authority fear it
offers a carte-blanche for each to do as he pleases. Self-
delusion is as possible in the ethical realm as in other
areas of knowledge‘ perhaps more so. And self-excul-
pation is a risk. But such things need to be seen as a
form of corruption, ignorance or illness. As already
noted, much modern philosophy is unsympathetic to a
transcendental approach. Some arrogantly dismiss
transcendentalism as utterly implausible and childish:
some confuse it with listening to one’s conscience; and
some view it mistakenly as an abdication of responsi-
bility for rational thought.54

Because spirituality and temporality cannot be fused
to form a new constraint at a higher level — unless it be
a deep perception of realities (L'-1) — the hicrarchy is
completed practically as well as logically. The evolution
of the dualities suggests that ethical choice might well
be scen as ensuring that the highest ethical aspiration,
for spirituality (L'-7), takes cognisance of and ulti-
mately penetrates the most basic ethical constraint,
awkward realities (L'-1).

REVIEWING APPROACHES
TO ETHICAL CHOICE

The seven distinctive approaches to ethical choice
that emerged in the research have now been described,
labelled, ordered and illustrated: rationalist, conven-
tionalist, pragmatist, individualist, communalist, legit-
imist, and transcendentalist. We saw that these seven

allow for both teleological and deontological view-
points (in alternating order as it happens). Because the
topmost level is transcendentalist, the framework
seems to suggest that people have a sense of what is
right and good which emerges ultimately from an
unconscious union with Being/ God.

Certainly, cthical choice requires a conviction about
what is right and good, a conviction whose origin is
mysterious. 55 But this conviction can attach itself to any
of the approaches, and it may explicitly repudiate trans-
cendentalism. The completeness of the set of approaches
is logically derived from the notion that conviction in
cach emerges from a focus on one of the seven levels of
purpose. The approaches are discrete but their hicr-
archical relationships are intuitively evident when onc
considers the evolution of aspirations and other pro-
perties.

Analyses of obligations in actual situations have
thrown up a greater variety ol approaches to ethical
choice than is generally evident from the literature.
Most writers tend to focus heavily on communalism
(under the label of utilitarianism) or legitimism (under
the label of deontology). Transcendentalism (under
various labels) is also popular as part of the New Age
movement. Although these three approaches are of
great importance, my researches and everyday observa-
tion indicate the widespread and effective use of the
other four approaches.

The regular application of any ol the lower five
approaches is discretionary. However, setting rules
within a group is essential for a satisfactory social life
(L'-6), and authenticity is essential for a satisfactory
personal life (L'-7). The communalist approach (L'-5),
the most complex of the discretionary approaches, is
also generally judged to be ethically superior, in so far
as a concern for all rather than just for the chooser is
explicitly sought. The individualist approach (I'-4)
provides for the strongest drive towards achievement,
but is the source of the destruction that comes in the
wake of truly creative individuals. The pragmatist
approach (L'-3) provides the greatest certainty in
achieving some tangible benefit whilst recognizing a
multiplicity of value positions. The conventionalist
approach (L'-2) stabilizes social identity and is the ulti-
mate base for grounding all changes in values and
behaviours. Finally, the rationalist approach (L'-1) pro-
vides a focus on means and so ensures that choice is
practical and effective.

Personal Liberation. The ethical systems show a
progressive personalization and liberation of the indi-
vidual human being from situational embeddedness. At
L'-1, the rationalist approach is almost completely
depersonalized. Man is embedded in problematic
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situations, and people (even the chooser) may need to
be altered or removed to maximize benefits. At L'-2,
the conventionalist approach sees people as equivalent
to cach other, because customs and traditions, by
definition, are similar from person to person. Person-
hood is submerged within this similarity. At L'-3, the
pragmatist approach explicitly introduces personal
preferences and differences in value position into the
choice process. At L'-4, the individualist approach goes
further bv placing each person and his survival and
interests at the centre of ethical choice, and assuming
each person is responsible for himself. At L'-5, the
communalist approach recognizes that each person
exists within relationships, and posits the value of care
and concern for others. At L'-6, the legitimist approach
protects all individuals and the social group on which
each individual depends, but without seeking to deter-
mine the handling of specific situations. At L'-7, the
transcendentalist approach aftirms the uniqueness and
creativity of each person and fosters choices which
recognize the significance of the eternal and the good.

Making the Choice. All or most approaches are
usually relevant to any issue. Yet when something
specifically has to be tackled, individuals are likely to
identify predominantly with just one (or two) of the
approaches and put the others to one side.

Unfortunately, ethical debates are futile if opposing
camps arguc from within different approaches. Like any
battle of value systems, there can be no meeting
ground. The only wav out is to adopt an encompassing
overview so that each camp can appreciate and respect
the approach taken by others. This framework offers
such a perspective because it unequivocally values cach
of the approaches and provides a place for all.

But taking an overview is not to step outside the
framework. There is no alternative apart from the
seven which have been identified. It is not even clear
how meaningful it is to speak of choosing the best (or
right) appmach. because self-consciously choosing
which approach to use must be carried out with one of
the approaches! A comprehensive view of any issue may
be obtained by applying all scven approachcs, cven
though there is no superior way to synthesize the
results. T will now illustrate the whole framework by
applying each approach to the same choice issue:
whether or not to legalize addictive drugs.

LEGALIZING HARD DRUGS
AN EXTENDED EXAMPLE

The issuc to be decided is whether addictive drugs
like cocaine and heroin should be legalized or whether
prohibition should be maintained.

What is the situation? The US and other govern-
ments have not been able to prevent the use of addictive
drugs and the crime, ill-health, social decay and
violence which flows from trafficking and abuse. Pro-
hibition creates crime and puts the authorit y ol the state
at risk. International trade is estimated at $500Billion.
It seems that ‘the greatest beneficiaries of the drug laws
are drug traffickers’.*® Despite US requests and aid,
governments of Colombia and other supplying coun-
tries have not been able to stop the producers. In
Columbia, drug producers have declared war on the
government, and successtully terrorize the judiciary
and politicians. The money they obtain buys support
from many local people as well. The US Government's
customs and police force do not have the strength to
stop cocaine entering the country or being distributed
and 1aken. Society is preoccupied with drugs as a moral
issue, but the war on drugs has failed. Officials have

been publicly pessimistic.57

As penalties for drug
trafﬁcking have increased, the imagery of war has
heightened and the trade has become more violent and

prol'essioml.SB

Why is the issue ethical? Drug legalization is an
ethical issue for three reasons. First, addictive drugs are
harmful 10 the individual and wider society, and pro-
hibition is leading to many harmful effects including the
stimulation of crime. Ethical injunctions are being
violated in the sense that unacceptable, inappropriate,
unlawful activities thrive. Second, a value controversy
exists: drug use and drug legalization or prohibition is
supported or opposed according to different value
systems within society. Intense emotions surround the
issue. Third, the ethical meta-principle of consistency
appears to be violated in that some addictive and dan-
gerous agents like cocaine and heroin are banned and
some, like alcohol and tobacco, are not.

Who is responsible? When making an ethical
choice, the responsibility of the chooser must be clear.
It is amazing how easy it is to decide something and
come down on the side of virtue if one is not respon-
sible for implementation and can avoid suffering if the
choice is disliked by others or turns out to be mistaken.
In this case, we will assume that the responsibility for
choice lies with the LIS Government.

As we consider the application of each approach in
turn, the reader can imagine himself as a Congressman.,
Senator or President. Please note: the aim here is not to
provide a complete definitive analysis of the drug
problem or to persuade anyone, but rather to illustrate
the conscquences of making different assumptions
about how to choose ethically. You may well imagine
alternative arguments within particular approaches or
argue the differential applicability of the approaches.



Working with Values: Software of the Mind

But remember: 1) any debate must lie within a single
approach; 2) denying the validity of any approach is
counter-productive.

Using Rationalism

The rationalist asks: is there a worthwhile objective to be
met by legalization using available means? The answer is
clear. Yes — there are many. Legalization would: (1)
decriminalize the activitics of large numbers of people;
(2) allow better control of the availability and use of
drugs: (3) allow monitoring or control of price and
quality of drugs; (4) remove money from the criminal
subculture; (5) allow for taxation revenue on profits
from sales; (6) save money spent on control; (7) reduce
drug-related deaths and crimes like prostitution,
bribery, theft and fraud based on drug moncy; (8)
reduce drug-related illness like AIDS: (9) help rescue
states like Colombia from anarchy; (10) allow the
Government to become less involved with the domes-
tic affairs of countries like Columbia; (11) provide
work and jobs in a new industry.

The means are available to pursue the above objec-
tives through legislation. Of course, there would need
1o be regulation of production, distribution and sale.
Steps could and should be taken to discourage use and
abuse of drugs: for example by taxation, control of
advertising and distribution, limiting availability and
public health mecasures.

The rationalist also asks: is there a worthwhile objective
heing met by prohibition? The answer is less clear, but No
is the most likely conclusion. Vast sums of money are
being spent on a failed attempt to enforce prohibition:
from $1B in 1980, to $4B in 1988, and up to $8B in
1990.%% OF course, work and jobs are provided in the
policing and drug control drives, but this is non-
productive expenditure. In any case, prohibition has
not worked in the past, is not working now, and is
unlikely to work in the future.

Prohibition does cnable a symbolic war against evil,
and the public rallies behind it. But this objective does
not appeal to the rationalist: if a fight against evil is
wanted, why not make it useful and winnable by fight-
ing illiteracy, tax cvasion or corruption in high places
instead?

Verdict. The rationalist conclusion is that it is
reasonable to legalize and unreasonable to prohibit.

Using Conventionalism

The conventionalist asks: is it socially acceptable 10
legalize addictive drugs? The answer here is reasonably
clear. On balance: NO. American society tends to allow
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the use of certain addictive drugs like caffeine. nicotine,
alcohol and many tranquillizers and to prohibit, more
or less completely, other drugs like sedatives, narcotics,
hallucinogcns‘ and stimulants like amphetamines and
cocaine. The logic or lack of logic behind this cate-
gorization is irrelevant for a conventionalist. The brute
fact is that hard drug legalization is an anathema.® It is
true that certain countries, like the Netherlands, have
taken a more liberal approach without harm, but the
conventionalist does not regard the values of other
societies as relevant.

The conventionalist also asks: is it socially acceprable to
prohibit addictive drugs? The answer is unambiguous:
Yes. Prohibition currently exists. and most people
expect it to continue. Government policies and pro-
nouncements have been prohibitory and condemnatory
of drug-taking for many years, so legalization would be
a dramatic and traumatic turnaround. Prohibition of
alcohol did fail, but the fact that it was even attempted
reveals something of the cultural mradition. Substances
with the potential to damage the foolish and inadequate
arc generally believed to need tight regulation. Hard
drug use (unlike alcohol use) represents weakness and
(lcpendencc, while abstinence represents strenglh and
self-sufficiency. The public clearly accepts prohibition
as a way of expressing such values.

A thoughtlul conventionalist might well consider
whether the time had come to abandon prohibition and
modify habits of popular moral thought. Prohibition
would be abandoned if it could be shown that a view of
hard drug use as a beneficial custom was rapidly
increasing, and that the marketing and use of drugs was
evolving largely out of society’s control. This does not
scem to be the case, and the conventionalist approach
urges the blocking of any such evolution of attitudes and
behaviour.

Verdict. The conventionalist conclusion is that it is
essential to continue prohibiting, and uttcrl),r unacceptable to
legalize.

s

Using Pragmatism

The pragmatist asks: is it appropriate for us in the US
government to legalize addictive drugs in the present situation?
The answer is fairly clear: No. The main values upper-
most in the government's mind are two: the view of
voters which the government is expected to represent,
and the moral high ground which represents the rele-
vant ideal. Retaining the moral high ground is impor-
tant hecause a government does well when it is scen to
be in a war on the side of good against evil.

[t is evident that most people simply do not want
greater availability of dangerous substances liable to
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misuse by their children. Addicted individuals gain
some minimal pleasure in life with drugs but they rarely
vote so the potential constituency for legalization is
weakened. This allows most voters to ignore the
poverty and sulfering that underlic the urge to abuse
and deal in drugs, and lets them blame the use of drugs
on personal weakness. Only when the costs in money,
social disruption, disability. and deaths associated with
prohibition are themselves becoming unacceptable,
will the potential for legalization develop.

The pragmatist also asks: is it appropriatc for us to con-
tinue prohibiting addictive drugs in the present situation?
Again the answer is a fairly definite YES. Prohibition and
the associated condemnation of hard drugs is easy and
straightforward, while Icgalizati(m with controls would
be difficult and complicated. To many voters, the
imagery of war generated by prohibition is appealing,
and legalization would look like losing, giving in, or
even rewarding crime. Taking the situation as a whole,
the gut reaction of a politician with his finger on the
public pulse scems to be to keep on and toughen
prohibition.

Verdict. The pragmatist conclusion is that it is
currently inappropriate to legalize and that it is perfectly
appropriate to continue prohibiting.

Using Individualism

The individualist asks: would the US government’s
security and advantage be increased by legalization? The
answer here is: NO. The concern here is not so much
with the power or security of the nation in relation to
ather nations (because that is probably unaftected), but
with the security of the government in the domestic
context.

Those in government have, by definition, the power
to ]ega.lizc. However, this power depends on the
support of the electorate. If the public regard legaliza-
tion as giving way to evil, then whatever the long-term
gains to society as a whole, severe clectoral risk would
be courted by lifting prohibition. The opposition party
would immediately exploit the situation and might well
force a humiliating back-down or use the choice to dis-
credit the administration and sooner or later to regain
power. The government does sufler from the fact that it
is unable to prohibit etfectively. Legalization might well
solve this problem, at the same time demonstrating
leadership and generating funds via taxes, but the risk
of forfeiting voter support seems too great.

The individualist also asks: would the US government’s
security and advantage be increased by continuing to prohibit
addictive drugs? The answer seems to be: YEs. Again,
there is no international pressure for legalization. Most
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allies also prohibit hard drugs and would be dismayed
bv any soltening of the line. Domestically, the balance
of power amongst voters is heavily tilted to prohibition,
with only a tiny minority of academics and intellectuals
secking reform. Little harm will come to the govern-
ment itselt (as distinct from drug-takers and those
unhappily caught up in drug-related crimes) from con-
tinuing prohibition. It might well be that changing
social mores or the cost and humiliation of the failure of
prohibition will one day force the government’s hand,
but this situation does not currently exist.

Verdict. The individualist conclusion is that it is to
the advantage of the government to refrain from legalization
and to maintain prohibition.

Using Communalism

The communalist asks: is it more bencficial or more
harmful overall 10 legalize or 10 prohibit addictive drugs? The
answer is not clear. The main sub-groups within society
who have an interest (outside government itself and its
drug-rc]ntc(l agencies) arc non-drug users, those high]y
susceptible to future drug abuse. drug users, those
suffering from the criminal side-effects, and those
obtaining money or living off the drug trade. (People in
other societies also nced some consideration, but a
government has a duty to put its own people first.)

Factors relevant to benefit (as explained when
considering the rationalist approach) primarily affect
the poor. Even most of the crime is aimed at the poor,
or occurs amongst criminals. The bulk of the popula-
tion are non-takers and would not be directly affected
by legalization. However some would be protected by
the reduction in criminal activity, and all would benefit
from a reduction in criminality and the release of
resources to aid the poor.

Drug use in society might well increase, but those
most susceptible at present could be given some pro-
tection. It is very likely that a proportion of middle-
class non-takers would become addicts and would
thereby be harmed.

The harmful effects on the population as a whole of
appearing to condone evil or of giving in to criminal
activity are difficult to assess, but might be substantial.
The effect on the criminal sub-culture of being
deprived of a lucrative trade is difficult to estimate. The
harmful effect on the country of the opposition winning
future elections if legalization goes ahead and then
repealing the laws is also relevant, but uncertain.
Finally, future generations might possil)ly benefit from
a more rational approach to drugs.

Verdict. The communalist conclusion is that it may
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possibly be more bencficial overall 1o legalize. However
benetits are difficult to estimate with any certainty and
moving from a state of prohibition to ensuring achieve-
ment of those benefits would be very complicated.

Using Legitimism

The legitimist asks: is either drug legalization or pro-
hibition fair? and wishes to determine this by using and
setting rules. Although the example is itself legitimist,
it is meaningful to consider whether to set a superordi-
nate rule governing legalization or prohibition. This
would imply dealing with the US constitution which
determines the validity of laws. The right to take drugs
of any sort in private could be seen as a basic human
freedom like the right to bear arms. Either the con-
stitution could be modified by referendum or the cur-
rent prohibition could be challenged in the Supreme
Court as an illegal and improper infringement on per-
sonal liberty. However, the US government is under no
pressure to bring a test case or conduct a referendum.

Alternatively the legitimist approach could consider
the US government as an individual and the social group
as the nations of the world. The legitimist could then
ask: what rule should the US government and other govern-
ments in the international community set in regard to the
powers of governments to prohibit or legalize addictive drugs’
At present there is no international rule demanding
cither drug prohibition or legalization: and the govern-
ment would not want its own future freedom of action
curtailed by setting such a rule.

Verdict. The legitimist conclusion is that no rul:
should be set to govern whether or not to proceed with legal-
ization or to maintain prohibition.

Using Transcendentalism

The transcendentalist asks: Is either drug legalization or
prohibition an authentic act? A government does have a
duty to foster authenticity. it can reduce hypacrisy and
corruption amongst its citizens by passing laws which
accord with the nature of human beings.

Drug use is a normal human activity which has gone
on since humanity emerged and which is only wrong
because the law says so. The right to drugs is a form of
property right and an expression of liberty. Con-
straining entitlements and frecdoms is only justified
when harm to others is obviously being prevented.
Drug-taking nced not necessarily harm oneself at all,
and need not harm others. The prohibition of drugs
appears to confuse distinctions hetween drug-use and
drug-abuse, and between drug-taking and drug-dealing
with its related crimes. Prohibition, not legalization,
scems to be the bringer of harm. Prohibition is also
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hypocritical because wealthy people can and do get
drugs in a trouble-free way whereas the poor are scape-
goated and criminalized.

However, the transcendentalist in government must
be practical and realistic (like Samuel in Ex. 6.23). This
mcans asking: which of legalization or prohibition is really
the right thing to do now? Despitc all the logic and facts,
and putting cxpedience and self-interest aside, would
continued prohibition or would legalization really pro-
duce better people, a better society, and the right result
given present realities? Each legislator has 1o face this
issue personally, in much the same way that each person
must face the issuc of whether or not to take drugs
when offered.

Verdict. If a transcendentalist approach were used
in government, cach legislator would acknowledge the
current hypocrisy and then vote, following meditation
ar prayer, according to a decp inner sense of what was
best.

Making the Choice

Each approach exists independently in its own right.
The seven cannot be summed in any logical way. Never-
theless, by gathering together the verdicts for each
approach some general picture mav emerge. In this
case, the answers given to the question as to whether it
would be ethically proper to legalize addictive drugsare:

L'-1:
L'-2:
L'-3:
L'-4:
L'-5:
L'-6:
L'-7:

Legalize

Do not legalize.

Do not legalize.

Do not Iegalize.

Probably do not legalize,

Do not constrain legalization.
Personal choice: no general guidance.

The overall verdiet seems to be to retain prohibition.
The most conerete approaches —  conventionalist,
pragmatist and individualist — are decidedly against
the idea. The communalist approach is uncertain. The
legitimist approach is neutral and against any rule which
would constrain the choice of legalization. The tran-
scendentalist approach emerges from private personal
reflection. The only approach which clearly favours
legalization is the rationalist approach. Not surpris-
ing]y, drug prohil)ition continues at the time of writing,

OUTLOOKS ON CHOICE ACTION
AND INQUIRY

If you, the reader, have persevered to this point, you
will have some inner sense of affinity with one or more
of the approaches; and, possihly, an increased tolerance
of the others. If | have conveyed these ideas well, you
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may even have started to wonder about your habitual
hand]ing of certain matters in your work or personal
life.

When you felt vour wav into the approaches, vou
may have become aware that they touch closely on the
ways by which vou get contidence when making deci-
sions, or get certainty when trving to know about
something. This is not the place to explore systematic
inquiry and decision-making in detail. but the similari-
tics that vou sensed should not be suppressed. In fact,
approachces to decision-making and systematic inquir-
ing can be shown to emerge, like ethical choice, from
seven-level frameworks.®' T have laid out the three sets
of approaches in Master-Table 8 for interest. You may
find that levels which suit you differ in the various

domains.
In each of these three great domains — inquiry,
choice, action — the approaches clarify assumptions

with which people have been found to identify sponta-
neously. A similarity exists between approaches because
of the close connection between the three domains. All
action demands inquiring and implics ethical choice
where value systems collide; all inquiring is action and
may lead to ethical dilemmas about what ought to be
done with the results of inquiry; and as we have seen,
ethical choice calls for both inquiring and action.
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Another reason for similarity is that each seems to
How from a personal outlook. By applying certain
beliefs, albeit unknowingly, to the practical business of
knowing, doing or chuosing, peoplc have created the
approachcs. These beliefs have been elaborated more
systematically as philosophical doctrines. (The labels in
Master-Table 8 were chosen primarily to be useful and
appealing in consultancy, and not to meet doctrinal
criteria of purit_\'."?)

The personal outlooks implied by cach level are as
follows. At L'-1, move forward logicall): At L'-2, deal
with things as everyonc agrees they are. At L'-3, ke
small, easy, desirable and obvious steps. At L'-4, recon-
cile diverse conflicting outlooks. At L'-5, develop the
whole system by balancing all relevant factors. At L'-6,
impose a structured approach. And at L'-7, let the
Spirit move you.

Transition. Ethical considerations constrain deci-
sion-making. To delve more deeply into cthical choice,
we must now focus on the legitimist approach which
contains rules which seck to constrain use of the other
approaches. The casicst way into rules is through an
examination of human identity and those moral institu-
tions, founded in rules, which have emerged with the
evolution of humanity in order to protect our social
o

v

existence.




Master- Properties of the seven approaches to ethical choice.
Table 5 The core obligation can be viewed as either a social value (1-5) or an ethical maxim (L"-5)
See text for further details and examples.
Type of Core . Injunction to choose: Aspiration and Cardinal Virtue
L Approach Obligation Classification (interdiction) Constraint Cardinal Vice
1’ | Rationalist Meeting praclical objectives which are Teleological Reasonably Solutions Wisdom
selfevidently sensible and worthwhile (Unreasonably) and :
to the chooser. Realities Folly
2' | Conventionalist Conforming with widely held views on Deoniological Acceplably Continuity Moderation
what is valued and proper within the (Unacceptably) and ;
chooser’s relevant social group. Change Exiremism
3’ | Pragmatist Pursuing values which are preferred Teleological Appropriately Ideals Prudence
by the chooser, bring some general {Inappropriaiely) and :
benefit, and are easily applied. Potentials Recklessness
4’ | Individualist Ensuring the chooser's security and Deontological Selt-advantageously Strengths Courage
interests in the light of existing power {Selfdisadvantageously) and ;
relations. Vulnerabiliies Arrogance
5’ | Communalist Balancing all anticipated consequences Teleological Beneficially overall Altruism Benevolence
in relation to the needs and interests of {Harmfully overall) and :
all concerned including the chooser. Egoism Indifference
6’ | Legitimist Setting a rule which is accepted as Deontological Fairly Common good Justice
right by the chooser and all others in {Unfairly) and :
the social group. Individual autonomy Injustice
7' | Transcendentalist Responding to the chooser's deep Teleological Authentically Spirituality Integrity
inner [and essentially divine) sense of {Hypocritically) and :
what is right and good. Temporality Corruption

© Warren Kinston 1990,1992




Master- Using the approaches to ethical choice.
Table 6 Note that all or many of the instigating factors are usually present in any choice situation, so the option of which approach to use is open.
See text for an elaboration of these summaries and for examples.
[ | Tree of Approach Instigated Topics of Inquiry _Extreme Quandar Features of Principal
Duality when: and Debate Circumstance y Implementation Criticism
1 | Rationalist A serious problem  Will worthwhile objectives Intense emotional How to achieve Set up reorientation ond  Too insensitive.
Solving the problem must be tackled be met? Are they really pressure. gooals in the face educational programs.
while recognizing dispassionately. worthwhile? What side- of infense emotive
reglities. effects will there be? resistance.
2’1 Conventionalist Social change What are the existing Rapid widespread ~ How to enable Consult and allow Too reactionary.
“ | Maintaining continuity  becomes overt values? How inevitable is uncontrollable change while dissent, phase change,
given the pressure for  and unavoidable.  change? What will be the change. supporting compensate, allow some
change. effect on current values? established values. 1o op!t out, resocialize.
3 | Pragmatist The situation What ideals are relevani? Collapse of ideals.  How to persuade Communicate well, Too expedient.
. Pursuing ideals within  demands What is desired & believed? everyone that the move ahead rapidly,
the bounds of present  immediate action.  What can be done easily choice means an foster pluralism, create
potential. lo ensure some benefit? improvement. groups who will benefit,
47| Individualist Competition for Where does advantage Lloss of an How 1o overcome Be professional, Too self-centred.
| Developing strengths resources and lie? What is the actual essential resource. or adapt to others. husband resources,
without neglecting dominance exists.  balance of power? How balance returns against
vulnerabilities. can losses be minimized? effort, be tough.
5’ | Communalist Others need What will the effects be? Need for a How and where lo Use parficipative system  Too complicated.
Choosing aliruism by due consideration.  Who will be affected? sacrifice. draw the boundory ~ modelling, develop o
virtue of egoism. Who can lolerate hardship? of concern. system of choices, build
What else might help? on relationships.
6" | Legitimist Individuals must What is the best rule? Is it The group is How 1o handle the  Ensure that rule-setting Too indeterminate.
= | Serving the common  each govern their  acceptable now? Will it suit  chaotic and diminution of is participative ond
good and individual  behaviour in a in future? How will it be riven with conflict. individual freedom.  authoritative.
| autonomy. group setting. monilored and enforced?
7' | Transcendentalist Personal integrity {Use of meditative and Extremity of any How fo Draw on inner strengths,  Too open to
Realizing spirituality must be asserted.  related techniques to sort, especially an communicate tolerate social rejection seli-delusion
in the midst of enable openness to an ossoult on integrity.  the nature of the if necessary.
lemporality. inspired intulion. ) choice.

© Warren Kinston 1990,1992
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Master- The hierarchical evolution of ethical aspirations and constraints.

Figure 7 These belong to the approaches to ethical choice. Clearly the highest aspiration is spirituality and the most basic constraint is the situational realities.
The emergence of each level is bosed on resolving the duality of aspiration and constraint at the preceding level. This resolution serves as the consiraint
at the higher level, where o new higher ethical aspiration is invoked. (The term in bold is the ethical aspiration, and the term in italics is the constraint }

Level
Approach

7 Spirituality
Transcendentalist Temporality

6 Common good
Legitimist Individual autonomy

5/ Altruism
Communalist Egoism ]

q Strengths
Individualist Vulnerabilities

3 Ideals
Pragmatist Potentials

2 Continuity
Conventionalist Change

1 Solutions
Rationalist Redlities

—

© Warren Kinston 1990,1992



Master- A comparison of approaches for ethical choice, decision-making and inquiry.

fable 8 The approaches are all used by people in the imperative mode; and the research has developed
principles or injunctions for use in design. The implicit outlook has been abstracted from these
principles, but it is not offered as having an independent reality.

L Implicit Outlook Ethical Choice Decision-making Inquiry
Each outlook Each approach r Each approach Each approach
applies across offers a sense | offers a promise offers a guarantee

the three domains. of conviction. l of confidence. of certainty.

1’ | Move forward logically. | Rationalist |1 Rationalist | [ Formalanalytic |
Use means which logically  Use values, objectives, Use selfevident ideas
achieve ends which are priorities and plans to assumptions and logic to
seltevidently worthwhile.  move torward. develop analyses.

2’ | Deal with things as |  Conventionalist | | Empiricist | | Empirical |

everyone agrees they are  Conform fo values which  Use detailed, valid and Use general agreement as
are widely held in your reiable information to lo the facts to discern
social group. solve existing problems. regularities.

3’ | Take small, easy, | Pragmatist | | Opportunist | Explanatory ]

desirable and obvious Pursue values you prefer  Use opportunities for Use hypotheses and

steps. which also bring some action where some comparisons of alternatives
wider benefit and are achievement is certain to get increments of
easily applicable. and easy. knowledge.

4’ | Reconcile diverse | Individualist 1 | Dialectical | | Dialectic |

conflicting outlooks. Ensure your security and  Use disputes between Use conflicts between
inferests by recognizing diferent parties to reach  ideas to develop an
and using power a compromise solution. encompassing synthesis.

relationships.

5’ | Balance all relevant | Communalist {1 Systemic || Holistic B
factors. Produce the outcome Use a model including aoll  Use modelling to represent
which best takes account  factors to generate an the situation as completely
of the needs and interests  optimalfeasible strategy.  as possible.
of all.

6’ | Impose a structure. L legitimist | | Structuralist | | Dialogic |
Set explicit general rules  Use structures and Use ratiocination fo get a
which you and others in ~ procedures to provide structured and authoritative
the group accept as fair.  legitimate authority and theoretical base for inquiry.

order.

7' | Let the Spirit move you. [ Transcendentalist | | Imaginist ] Contemplative |
Respond to your deep Use intuition and Use unconscious
inner sense of what is inspiration to gain deep awareness fo create

| right and good. personal commitment. imaginative possibilities.

© Warren Kinston 1990,1992
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Chapter 6: Making an Ethical Choice

NOTES

This view, clearly stated in modern times by Immanuel Kant
in 1785 (Groundwork of the Metaphysic of Morals. (Transl. H.].
Paton). London: Hutchinson, 1948), has been repeatedly
reiterated. See, for example: Hare, R.M. Freedom and
Reason. Oxlord: Clarendon Press, 1963: Habermas, |.
Legitimation Crisis. (Transl. T. McCarthy). London: Heine-
mann Educational, 1976.

This is evident trom standard tests like: Nowell-Smith, P
Ethics. Harmondswaorth: Penguin, 1954, Brandt, R.B. (ed.)
Value and Obligation: Systematic Reudings in Ethics. New York:
Harcourt Brace Jovanovich, 1961; Maclntyre, A. A Short
History of Ethics. London: Duckworth, 1966; Hospers, |.
Human Conduct: An Intreduction to the Problems of Ethics. New
York: Harcourt Brace and World Inc.,1961; Finnis, ).
Fundamentals of Ethics. Oxford: Clarendon Press. 1983.

For example: Both teleology and deontology are accepted as
valid by J. Finnis op. cit. [2]; and E. Shirk (The Ethical
Dimension. New York: Appleton-Century Crofts, 1965);
while an attempt to reconcile the two perspectives is pro-

vided in: Sesonke, A. Talue and Obligation: The Foundations of
an Empiricist Ethical Theory. San Francisco: University of

California I'ress, 1957.

This is emphasized more by scientists with a systems orien-
tation rather than by thosc with a conventional rationalist-
empiricist orientation. Sec, for cxample: Kuhn, A. Unified
Social Science: A System-Based Introduction. New York: Dorsey
Press, 1975; Kast, FE. & Rosenzweig, ].E. Organization und
Management: /A Systems and Contingency Approach. New York:
McGraw-Hill, 1983; Rahmatian, S. & Hiatt, C. Toward an
information-bascd theory of irrational systems behaviour.
Svstems Research, 6: 7-16. 1989, (OF course, many social
scientists recognize in their accounts or critiques that facts
are imbued with value and depend on perspective, but they
wvpically do so without a concern to produce practical
solutions to problems.)

Martin Dyer-Smith, personal communication.

Herbert Simon, for example, cmphasizes that rational
choice depends on using facts and values (Administrative
Behaviour. New York: Macmillan 1957). However a rational-
ist decision or cthical choice need not be rational in the sense
of being fully logical and fact-based. 1 have summarized the
nature of rational inquiry in: Kinston, W. A total framework
for inquiry. Systems Research. 5: 9-25, 1988; and the essence
of rationalist decision-making in: Kinston, W. & Algie. ).
Scven distinctive paths of decision and action. Systems
Research, 6: 117-132, 1989. A rationalist culture within
organizations is slightly different again, see: Kinston, W.
Strengthening the Management  Culture: Phasing the Trans-
formation of Organizations. London: The SIGMA Centre,
1994, pp.43-53.

Royal Commission on the National Hcalth Service. Reparr.
London: HMSO Cmnd. 7615,1979: Committee of Inquiry
(Chairman, David Widdicombe). The Conduct of lLocal
Authority Business. London: HMSO Cmind. 9797, 1986.

A popular account describing sleepy management and the
need for *corporate raiders’ is provided in: Sampson, A. The
Midas Touch. London: Hodder & Stoughton, 1989. The slow-
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. Aristotle

ness of reform of mental institutions is described in: Martin,
|.P. Hospitals in Trouble. Oxlord, Basil Blackwell, 1984.

Ellis, A. Reason and Emotion in Psvchotherapy. Secaucus, NJ:
Lyle Stuart, 1962.

. The example is taken from rationalist-empiricist reviews of

the UK system: King, R. & Morgan, R. The Future of the
Prison System. Farnborough: Gower. 1980: Ashworth, A.
Sentencing and Penal Policy. London: Weidenfeld & Nicolson,
1983; Rutherford, A. Prisons and the Process of Justice: A
Reductionist Challenge. London: Heinemann, 1984; Garland,
D. Punishment and Welfare: A History of Penal Strategies.
Aldershot: Gower, 1985,

. For two different types of rescarch account noting the

inertia of NHS management, sec: Harrison, S. Managing the
NHS: Shifting the Frontier: London: Croom Helm, 1988;
Kinston, W. & Rowbettom, R.W.
Management Work in the National Health Service. London:
Bruncl University, 1989.

Making  General

. See, for cxample: Westermarck., E. Ethical Relativity.

London: Greenwood Press, 1932

. Clark, L. The Risers Ran East. New York: Funk & Wagnalls,

1954, p. 164,

. The Report of the commission with a special introduction

(from which the commems are all taken) is provided in:
Warnock, M. A Question of Life: The Warnock Report on Human
Fertilisation and Embryolegy. London: Basil Blackwell, 1985,
The quotation from Hume comes from his A Treatisc of
Human Understanding (1738).

. Wilhelm, R. I Ching. (transl. C. Baynes). London: Routledge
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Cambridge: Cambridge University Press, 1991). A nearly
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Wing-Tsit Chan, A Source Book in Chinese Philosophy. Prince-
ton, NJ: Princeton University Press, 1963). Freud too
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Consequentialism expresses the obligation to consider
the cansequences of any choice on others. More formally, it
has been defined to mean that ‘the right act in any given
situation is the one that will produce the best overall out-
come, as judged from an impersonal standpoine which gives
cqual weight to the interest of everyone’ (Schefller. . (ed.)
Consequentialism and its Critics. Oxford: Oxford University
Press, 1988 p.1). But postulating ‘equal weight” generates a
notion which is often too restrictive in practice.
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Utilitarianism is epitomized by the phrase "the greatest
good for the greatest number’. In this form. it has become
inextricably associated with the ideas of Jeremy Bentham (A
Introduction 1o the Principles of Morals and Legislation (1789).
London: Athlone Press, 1970) and John Stuart Mill
(Utilitarianism (1863). London: Dent, 1972). The term
‘good’ in this context is often associated with pleasure as an
overriding goal and with producing social reform. Both
notions are contentious and are not necessarily implied by
communalism. To complicate matters further, philosophers
have distinguished many different types of utilitarianism. |
have come across ‘rule u.', "act u.’, “preference u.', ‘institu-
tional u.’, ‘cooperative u.’, "psychological u.".

Proportionalism leaves any reference to society implicit
and claims that the ethical imperative is simply to "compare
the benefits and harms promised by alternative possible
choices...and make that choice which promises to yicld a
better proportion of benefit to harm than any available alter-
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benefits is unnccessary and conlusing, Maximization applics
to all choices in all approaches because it simply expresses
the principle of beneficence: of two goods cheose the
greater. The specific focus in communalism is to "balance’
within the general requirement to maximize. When balanc-
ing, there is no requirement for precise quantification — at
least not any more than there was in any other approach.
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utilitarianism and cognate terms. However this label over-
cmphasizes inquiry and minimizes the centrality of relation-
ships within a group or community.
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1981.

Farvar, M.T. & Milton, ).P. (eds.) The Carelen Technology.
Garden City. NY: Natural History Press, 1972,

lLeslie, E. Desparate Journeys, Abandoned Souls. London:
Macmillan, 1989,

Mackie. J.L. op.cit {23}, pp.129-134; Finnis, J. op.cit. {2].
When these authors speak of utilitarianism, they are refer-
ring to communalism.

Brinsh Standard 5750. Quality Systems. London: RBritish
Standards Institution, 1987.

Rule setting and adherence is sharply distinguished in the
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(Sce. for example: Lec, S. Law and Morals: Warnock, Gillick
and Beyond. l.ondon: Oxtord University Press, 1986.) The
philosophical or jurisprudential version of legitimism, con-
tractualism, has been stimulated by the work of John Rawls
(A Theory of Justice Oxford: Oxford University Press, 1972),
but it seems to be concerned less with the setting of a rule as
a way of choosing and more with ensuring common reason-
able agreement 1o a rule 50 it can be used for retrospective
judgement. (See. for cxample: Scanlon, TM. A Con-
tractualist Alternative. Ch. 3 in: DiMarco, ].P. & Fox, R.M.
(¢ds.) New Directions in Ethics: The Challenge of Applied Ethics.
London: Routledge and Kegan Paul, 1986.)
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12,1982,
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Payment Rev.Ed. Harmondsworth: Penguin, 1969) and has
been tested by R. Richards (Fair Pay and Work: An Empirical
Study of Fair Pay Perception and Time Span of Discretion. London:
Heinemann, 1971). The role of pay in motivating emplovees
is reviewed in: Herzberg, F. One more time: How do you
motivate emplovees? Harvard Business Review. January-
February, 1968. A range of practical and ethical reasons
against using pay as a motivator together with a short
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periodic popular resurgences in spiritual awareness. Similar
movements were evident in the 1890's, 1930's and 1960's.
The theoretical discoveries presented in this book can be
regarded as a potentially less ephemeral expression of this
awarcness.

The quotation of Albert Camus can be lound in: The Rebel.
Harmondsworth: Penguin, 1962.

An account of the concentration camps is provided in:
Kogon, E. The Theory and Practice of Hell. New York:
Berkeley Medallion, 1958, The experience of being an
inmate is described by Bruno Bettelheim in: The Informed
Heart: Autonomy in a Mass Age. New York: Macmillan Free
Press, 1960. The effect on survivors is described in: Lifton,
R.). Death in Life: Survivors of Hiroshima. Harmondsworth:
Penguin, 1971.

For examples of such philosophical dismissals of transcen-
dentalism, see: Mackie, J.L. op.cit. [23]; Singer, P. Pracrical
Ethics. Cambridge: Cambri(lgc University Press, 1979.

A long-standing philosophical issue has been what the origin
of cthical sense is. The three candidates have been reason,
feeling or a special sense called cthical intuition. The view
adopted here is that access to Being/ God and beyond to the
Void occurs through the imagination, although reason and
feeling contribute to the inquiry process and articulation,
This access is the ultimate source of human ethical experi-
ence. Such an account broadly aligns with the views of Plato
and Aristotle, Augustine and Aquinas, Confucianism and
Taoism, Kant and Hegel. It is most at odds with empiricists
and materialists, whether telcologists or deontologists, who
see cthics as based in brute fact, brute desire or brute
reason.
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“HWar on Drugs”. Toronto, University of Toronto Press, 1990;
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Could Make America Safe Again. New York: Macmillan, 1987.

Figures from: The Economist, Septcmbcr 2, 1989, p.p.21-24.

Becker, G.S. Should drug use be legalized? Business Week.
August 17, 1989, pp.22-23; Church G.). Should drugs be
made legal? Thinking the unthinkable. Time, May 30, 1988,
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Accounts are provided in: Kinston, W. & Algie, ]. op.cit. [6];
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SIGMA Centre, 1991 (unpublished manuscript). The labels
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. Ralph Rowbottom pointed out the similarity of outlooks and

Jimmy Algie emphasized their philosophical associations. It
is impossible to explore the implications of the proposal in
the text paragraph without going in depth into the details of
the practical issues of choosing, doing and knowing on the
one hand, and the philosophical doctrines on the ather. In
any case there is no agreement about what preciscly con-
stitutes any of the doctrines. The natural intensity of dis-
putation between rival philosophers leads to each doctrine
being splintered into numerous varicties understandable
only by the cognoscenti, much as we saw with utilitarianism
[28].

It should be recalled that approaches, as | describe them, are
not impersonal structures theoretically created by philo-
sophical ratiocination. Rather, they are identity structures
discovered in association with personal stvles of working,
inquiring and choosing in the coursc of my eftorts to assist
people rellcet on what they are thinking and doing. In other
words, my concern has been to choose appropriate names,
not to adopt, deline or modify academic doctrines.
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Nevertheless, a few points are perhaps worth making in
vegard to nomenclature and how far a common philoso-
phical doctrine applies across the three domains.
Rationalism seems to apply at L'-1: and the distinction
hetween rational inquiry and rational choice in relation to
values was discussed in the text. A similar phenomenon is
apparent at L'-2. Empirical inquiry secks to produce know-
ledge independent of social values and conventions. But
empiricism is linked to conventionalism in so far as it depends
on freely given gencral agreement. At L'-3. pragmatism,
apart from its piecemeal incremental nature, appears slightly
differently in the three domains: being meliorist in choos-
ing, opportunist in decision-making, and h)'pulhesis-drivcn
in inquiring. At L'-4, dialecticism is perhaps more a method
than a doctrine. It emphasizes the inevitability of conflict
between interests and ideas (in inquiry), between groups or
classes (in decision-making) or between individuals (in cthi-
cal choice). (The doctrine of individualism has ramifications
far beyond its use here.) Systemicism applies quite naturally
across the three domains at L'-5. In ethical choice, systemi-
cism is wholly oricnted towards people relatng within a
group (cf. [28]). while holistic inquiry can be completely
depersonalized (so-called “hard’ systems thinking). Systemic
decision-making, sometimes referred to as a 'soft” systems or
sacio-technical  approach, usually lics in-between these
1.-6 is the theoretical level in cach case: struc-
turalism, legitimism, and dialogic inquiry fit together but a
doctrinal label covering all three is not immediately obvious.
Transcendentalism, at L'-7, points to the supremacy of a
force that lies beyond individual intuition. It links to imagin-
ist decision-making and contemplative inquiry because this
lorce operates in people through the imagination — and
experiential access to the imagination is handled by con-

extremes.

templation. Some philosophical schools cover more than
one approach: for example, positivism usually includes both
rationalism and empiricism, and experientialism covers both
transcendentalism (where the stress is on authenticity and
awareness) and pragmatism (where the stress is on use-
fulness and coping).



Chapter 7

Developing Identity

Once we start making choices and following them
through, we define who we are. When the choice is to
set rules and publicly value those rules and abide by
them, we create a continuity which is of the essence of
any social identity. Our cthical choices and ethical rules
define us for ourselves and others.

Ethics finds its origin in the fclt obligation to sustain
and protect human identitv and, because man is a social
being, community identity. We have explorcd the
identity-defining quality of valucs and seen how values
link people and social groups (Ch. 5). We have also dis-
covered how ethical choices are made, and recognized
that each approach operates as part of a person’s iden-
tity (Ch. 6). It seems indeed that all of cthics revolves
around the bedrock of human identity.

The time has come to explore human identity in a
little more detail — just sufficient to orient us as we
move to the very heart of society and its ethical con-
cerns. Until now, I have deliberately restricted myself
to a conception of man as a social being. Although this
remains the focus, the qualities of such an identity do
not and cannot capture the touwlity of being human.
Even if responsible participation in society is identity-
defining, it says little about things like inner feelings or
intimate relationships, which most people would view
as intrinsic to their identity. Readers more solidly
located in psychological or economic disciplines may
feel uncomfortable sith the emphasis on responsibility,
community, participation, work, ethics &c.

Because socicty must serve peoplc in the most
fundamental way, it has evolved moral institutions which
not only enable social being but also specilically support
other aspects of a human identity (via social being). The
main focus of this chapter is on these natural moral
institutions. But before they can be examined and their
rationale understood, we need to have some apprecia-
tion of what ‘human identity” involves.

A review of the gencral literature on identity is out
of place. It reveals a bewildering variety of apparently
conflicting and even contradictory approaches. My
understanding and inquiry in this domain were again
based on my efforts to help peoplc, that is to say, on my
work as a psycho-analyst and psychiatrist.l

139

INTRODUCING IDENTITY
DEVELOPMENT

I rapidly discovered that practical and theoretical
differences in the psychatherapy world are so extreme
that practitioners and theorcticians of each school seg-
regate themsclves. Each school bolsters morale and
loyalty through attacking significant rival schools an
ignoring the rest as insignificant. A unified theory was
abviously not possible. However, it scemed to me that
underpinning any theory of the mind (or whole human
functioning) there had to be assumptions of what it is to
exist as a human being. If there could be multiple con-
ceptions of existence, then there would have to be
multiple theories explaining and using those concep-
tions. | speculated that a framework specifying sharply
distinct systems of assumptions and calling for many
theories must exist. This proved to be the case. To put
this finding in the context of the previous chapter: just
as there is more than one way that a person can make
and justity their ethical choice, so there is more than one
way that a person can develop (and repair) their identity.

Origins of Human ldentity

Human existence and idcnlily arc rooted in experi-
encing. The elemental forms of experience were iden-
tified carlier as a hierarchy which ascends as follows:
sensation (L-1). image (L-1I), emotion (L-1l1), idca
(L-1V), intuition (L-V), identification (L-VI) and
imagination (L-VID 2

Our concern is identity, so we need to focus now on
identification (L-VI). Identifications are the basic com-
ponents of anv human identity. Identification is an
experience: we feel our identifications and we can
recognize identifications in others. We use identifica-
tion both unconsciously and deliberately to relate to
others, and to influence them and ourselves. Many
identifications are transient, but others become perma-
nent parts of our identity. We may say that a human
identity is an organized set or system of persistent
interacting identifications. So identity is not just what
defines our self or makes us recognizable, it is our very
existence and experience of existence.
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Because experience is at the root of identity, it i
necessary and possible to construct an identity by
making identifications which assign special significance
to one of the basic forms of experience over and above
the other forms. Given seven clemental forms of ex-
perience, this leads to precisely seven sharply distinct
approaches (systems of identity assumptions) for devel-
oping and sustaining an identity. The relationship
between experience and identity development is illus-
trated in Master-Figure 10. It directly parallels the rela-
tion between the approaches to cthical choice and the
framework of purpose (cf. Master-Fig. 9: Ch. 6). The
full picture is shown in Master-Figure 16 in Ch. 8.

Each approach serves as a scaffold for constructing an
identity and simultancously puts constraints on what is
possible. (In this, the approaches are again similar to
those for ethical choice which define how choices can
be made in principle, but do not select issues for choice
or indicate the required choice.)

Identity construction is, of course, normally an in-
tuitive and largely unconscious process which involves
all approaches to some degrec. But psychotherapy and
(especially) psychotherapy training and research evoke
the nced to be self-conscious and coherent in dealing
with identity. This effort is what produces multiple
perspectives.

I must emphasize that evoking psychotherapeutic
notions here is unavoidable. There is no other way to
sce identity clearly. Other disciplines — philosophy,
economics, sociology, psychology — may take a posi-
tion on the nature of human identity, but only psycho-
therapy seeks to work with identity directly. The
research rule established at the beginning of this work
is that valid knowledge only comes from interventions
and notions that clients accept and use. So my psycho-
therapeutic work and the psychotherapy literature must
be the prime source of knowicdge in this context.

Summarizing the Approaches

Social being is just one way of conceptualizing and
developing an identity. It has been emphasized so far
because of its close link with action, values and cthics.
Now it is time to recognize other forms of existence and
ditferent approaches to the development of identity.

These seven approaches arc first described here in
the briefest of outlines. To be oriented to what is to
come, see Master-Table 11 which sets out the main
characteristics of the approaches in a matrix form.
Details of the psychotherapies and theories whase
observations and assumptions provide the evidence for
the classification will be only mentioned in passing and
in the Notes. Those interested in psychological distur-
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bance and its management should see Master-Table 12.
Master-Figure 13 shows the evolution of the identity
systems in terms of their dualities.

All forms of existence and all approaches to identity
development arc relevant to everyone because each is
50 obviously esscntial to identity maintenance and to
healthy functioning. Each realm can be understood as
emerging from the previous one as an attempt to grow
within it reaches a peak. We start the summarv from
sensory existence which is the irremoveable basis of all
identity.

L'-I: Sensory existence: Sensation (L-1) is domi-
nant — so one can be a sensory being. This means
being embedded in a phvsical milicu, having a drive for
equilibrium and a need for stimulation, and being satis-
fied by sensory contact. A person’s identity is essen-
tally that of a receptive being, but a degree of physical
activity is nonetheless needed to ensure a flow of
stimuli. As the focus on being active increases, a new
identity realm emerges based on bodily function.

L'-11: Vital existence: Image (1-1I) is dominant —
so one must be able to see the self, that is to say be a
physical or vital being. This means being embedded
in body structures and functions, having a drive for
vitality (health/energy/survival) and a need for con-
centration, and being satistied by controlled activity. A
person’s identity is essentially defined by physiological
or instinctual functions. To develop identity on the basis
of such functions, they must be symbolically elabo-
rated. As the use of symbolization increases, a new
identity realm emerges based on whole body states.

L'-I1I: Emotional existence: Emotion (L-1II) is
dominant — so one can be an emotional being. This
means being embedded in feelings and flows of feelings,
having a drive for attachment and a need to be valued,
and being satisfied by emotional roles which permit the
secure containment of desired feelings. A person’s
identity is cssentially defined by whole body states.
Identity is developed by generating mind-based states
which identify with and master these physiological
emotions. As the mind becomes dominant, a new
identity realm cmerges based on the idea of a self.

L'-IV: Individual existence: ldea (L-1V) is dom-
inant — so one can be an individual being. This
means being embedded in a world of people, having a
drive for seif-esteem and a need for respect, and being
satistied by acceptance from others. A person’s identity
is essentially defined by a concept of “the self”. Identity
is developed by interacting with and adapting to others.
As attention (o others increases, a new identity realm
emerges based on self-other relations.
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L'-V: Relational existence: Intuition (L-V) is
dominant — so one can be a relational being. This
means being embedded in relationships, having a drive
towards sclf-actualization and a nced for recognition,
and being satistied by gratification of wishes. A person’s
identity is essentially defined by a group, itself detined
by the relationships of its members. Identity is devel-
oped by asserting individuality within a relation. As the
group becomes more important, a new identity realm
emerges based on the evolution of social life.

L'-VI: Social existence: Identification (L-VI) is
dominant — so one can be a social being. This mcans
being embedded in a particular society at a point in
historical time, having a drive to participate and a need
for responsibility, and being satisfied by intentional
activities. A person’s identity is essentially defined by
the roles adopted in society. Identity is developed by
using social situations to extend those roles. As situa-
tions are universalized, a new identitv realm emerges
based on an cternal and trans-social reality.

L'-VII: Transpersonal existence: Imagination
(L-VIl) is dominant — so one can be a transpersonal
being. This means being embedded in the cosmos,
having a drive for spirituality and a nced lor faith, and
being satisfied by union with others and ‘being’ in
general. A person’s identity is essentially defined by the
soul or divine spark within. Identity is developed by a
search for God or that entity of which the soul is a part
or representative. There is no higher identity realm,
because increasing the focus on God, especially if
conceptualized as the void, leads 10 the extinction of
identity (mind, self) altogcther. (Note that this state is
close 10 receptivity in sensory being, $0 returning us to

L)

It seems likely that the roots of all forms of identity
are present from an early stage. Mothers usually act as
if this is so, and a developmental process can be dis-
cerned. Soon after conception the embryo experiences
sensations which even at birth are still unintegrated
(L'-1). The baby becomes more evidently integrated at
around six weeks. Research suggests that the infant has
prenatal memory (images), and soon becomes aware of
its body and its capacity for voluntary control (L'-1I).
Valuation of the infant starts prior to birth, but an
intense process of bonding occurs in the carly months
after birth. Once experiences are rooted in the infant’s
body and mother-infant bonding is established, mutual
exchanges of emotion between mother and infant soon
develop (L'-1I). Structuring of the self probably com-
mences not long after birth, but a stable cohesive idea
of a bounded self is not thought to emerge till around
24 months (L'-IV). Relationships, already evident,
become more significant in the oedipal period when the
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father-mother-child network dominates family life
(L'-V). Socictal roles press on the child at school if not
earlier (L'-VI). Spiritual awakening in childhood is
possible; and, even in the face of parental suppression,
universal concerns and ultimate questions commonly
surface during adolescence (L'-VII).

If we look deeply into ourselves, it is likelv that one
or two of the identity realms feel more real. more
certain and more usable to us. It is these that we use for
personal growth and to make our vocational choice.
.\Ialurally, we preferentially activate these to gain
knowlcdge about the human condition. Each approach
therefore needs to be seen as a distinct realm of exis-
tence, generating distinctive theories of the mind or
self. These differcnt realms are most apparent when
different therapeutic techniques are chosen and when
observing which social supports are used.

There is a natural but unfortunate tendencv for
adherents, or indeed any of us, to ignore or attack one
or other of the approaches to identity as either sec-
ondary, irrclevant, or misconceived. But as human
beings, we need them all. And, whatever theorists may
say, society seems to agrec with this view, because (as
we shall discover in the second half of this chapter) it
recognizes them all in the form of special moral
institutions.

Language Problems. Theories devised within one
realm tend to dismiss other realms entirely or describe
their elements in ways that seem strained and extreme
to adherents of those realms. A major problem in
debates hangs on the meaning of common terms. Of
course all approaches must deal with similar pheno-
mena and use the same labels for them. They consider:
refationships, self-assertion, distress, satisfaction and so
on. But similar words can mean almost entirely differ-
ent things in the different approaches. Contact, for
example, requires some sort of physical stimulation for
sensory being, whereas it needs to involve the transfer
of emotions for emotional being. A relationship in vital
being is about doing something active together, whereas
it is about mutual recognition for relational being, Self-
assertion is about maintaining faith for transpersonal
being but about ensuring notice and acceptance by
others for individual being. (Try explaining thesc terms
— contact, relatinnship, assertion — in the other
approaches.) The Master-Tables provide further
examples.’

lllustrating the Properties

Without having to be experts, readers of this book
do need to know that there arc distinct realms of
personal identity which demand proper social recog-
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nition and handling, Many apparently irrational values
(like jogging and male superiority) and mysteriously
self-defeating behaviours (like non-stop television and
warfare) are, on close inspection, powered by human
identity in one form or other. Changes in organizations
and in wider socicty should not. either in their aims or
their methods, fly in the face of human nature.

So cach approach to developing identity will be
described, even il only briefly. Rather than explaining
the properties of any identity system first in an abstract
way as might suit a psychology text, I will illustrate
most of them by reconsidering social being. As the
account procecds, 1 will italicize those categories which
I use subsequently to describe each approach.

Social Being. The notion that a person is a social
being has been the identity assumption so far. Social
being 1akes for granted that a person is inextricably and
self-consciously part of — that is to say fully identified
with — a range of social institutions, especially its
moral institutions. In other words, experiential primacy is
accorded to identification. Because the form of identity
is social, the dominant reality is also social. Social exis-
tence is embedded in a particular socicty at a point in
history. Each person participates in society’s evolution
and is moulded by its features.

Functioning well implics whole-hearted involvement
in society: whether by supporting or by disputing its
various institutions and aspirations. Converscl)' poer
functioning is expressed by a detachment from societal
life, aimlessness, and the neglect of social values and
institutions. Dysfunction leads to a lack of concern for
posterity and a parasitic attitude toward the com-
munity. The felt sign of such disturbance is the experi-
ence of alienation. Further deterioration leads to social
isolation and ultimately to reclusion or vagrancy.

Each person has an identity drive for orderly parti-
cipation in communal life. For this to be possible, an
individual must be seen as inherently capable of carry-
ing responsibility, and able to discharge it on behalf of
other autonomous people. Without a supply of respon-
sibility, there is no way to modify society and alter the
course of history, So respansibility simultaneously aids
the individual and develops the community. Through
accepting responsibility, a person can be socially recog-
nized, socially channelled, and socially valued.

Given responsibilit)', individuals can impact on the
social environment only through being intentional: the
inner ability and will to pursue purposes. Satisfaction for
social beings is about operating with a sense of purpose,
and this means working Intentional activitics, com-
monly (but not solely or necessarily) entreprencurial or
employment work, are also the basis for self-expression.
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Pursuing a purpose in society involves organizing and
managing, Organization within a social body (also
called an organization) provides for stable legitimated
roles from which it becomes possible to influence
society. Managing is the dynamic counterpart of
organization whereby people and events are suitably
orchestrated to produce desired results.

Interpersonal interaction within this approach is based
on the joint pursuit of a shared purpose, with the
parties to the interaction taking on diflerent roles.
Identification with the purpose and role activates and
energizes participants. In so far as the social value of the
end result sustains the participants, conflicts centre on
details of cmphasis and achievement rather than on
personalitics. Whether the group is a family, a business
or a nation, proper matching of personal characteristics
and potentials 10 management needs, purposes and
roles is of the essence in ensuring both personal ful-
filment and effective group functioning,

The nature of social being corresponds to the
legitimist approach to ethical choice because responsible
participation in socicty depends on rules being sct.
Without rules applicable to all; social lite, with its
demand for cooperation and the handling of differences
between people. would be impossible. Rules would be
useless if it were not inherent in our nature to follow
them. It is the explicit recognition of oneself as a social
being that allows us to accept the authority of rules and
to view them as valuable tools. Social being also ensures
that the legitimist aspiration for the common good is
meaningful and urgent. This correspondence suggests
that social being exists at the sixth level of a theorctical
framework for identity development.

Additional Properties. Nothing in the above
should fecl new or strange 1o the reader. It merely
restates assumptions that have been cxplored and
adopted previously (cf. Introduction to Ch. 5). Now we
must note some further characteristics of identity.

The first of these was evident in the summaries: the
dudlities which exist in each system. The pattern of
these dualities resembles the pattern found in the pro-
gressive emergence of approaches to ethical choice (cf.
Master-Figs. 7 and 13). As with the approaches to
ethical choice, the dualities have a context-content
form. In developing identity, the context is a growth-
promoting potential for that type of identity, and the
content is the stabilizing core of that type of identity.
The core is innately and automatically available, but a
person must strive to activate and use the growth-pro-
moting potential. From within the system, the duality
appears as an unresolvable and sometimes confusing
dialectic. Transcendence of the duality generates a new
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essential core for identity at the next higher level where
a new growth-promoting force emerges.

It will be recalled that teleological and deontological
perspectives alternated in the hicrarchy of choices (see
Master-Table 5: Ch.6). The teleological good-bad dis-
tinction supported a notion of continuous and ditfuse
grades of quality, whereas the deontological right-
wrong distinction was discrete and precise. This
phenomenon is paralleled here in regard to identity
boundaries which oscillate between being externally
located and diffusely defined and being internally
located and distinctly defined. So the odd levels are
similar in that they foster identity fusion and submer-
gence of self — within stimuli (L'-1), within feelings
(L*-101), within the group (L'-V), and in the universe
(L™-VII); whereas the even levels foster identity distine-
tions and the assertion of boundaries -— of the body
(L'-11), of the sclf‘-concept (L'-1V), and of one’s respon-
sibilities in society (L'-VI).

Finally, characteristic vocations, identity threats and
identity disorders are included to sharpen up the difter-
ences betwceen identities. Comparisons here may also
help the appreciation of those approaches which are not
immediately congenial or intelligible.

THE IDENTITY REALMS

Keep in mind that everyone requires all approaches
to developing identity. For example, threats to identity
characteristic of an approach you rarely use can still
affect your well-being and cause dysfunction. Never-
theless, each identity system is its own relatively sclf-
contained mode of existence, and cach of us docs have
preferential identifications. Dysfunction, to continue
the example, usually emerges in the realm with which
we are most identified. A person strongly identified
with one realm assumes that the world, including even
the author of this book, is likewise identified. If the
reader can usce the Master-Tables to identify his or her
own preferred system at this point, this may help in
engaging with the ideas as the argument evolves.

We are now ready to examince the identity realms in
turn, commencing from the most concrete and

tangible.

L'-l: Sensory Being

At the most concrete identity level, experiential
primacy is assigned to sensations (L-1); and, as a result,
the dominant reality is sensory. ldentity as a sensory
being means that onc is embedded in a material world,
that is to sav, in the physical environment. Identity here
is organized around physical sensations like colour,
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shape, warmth, touch, sound and smell. The identity
drive is to reach and maintain a state of internal equilib-
rium. The essential supplies which sustain the selt are
stimuli. Maintaining equilibrium and a sense of stability
involves the regulation of inner tensions generated by
. - .
impinging stimuli, whether in the form of sensations,
images, emotions or ideas.

Satisfaction for a sensory being involves physical (i.e.
sensory) contact — like touching and being touched,
making and hearing sounds, looking and being looked
at. Attractive things and animal pets can be particularly
gratifying, Satisfaction is most likely if stimulation is
varied and interesting. But even painful stimuli are
better than nothing. As stimulating contact intensifies,
excitement develops until over-stimulation becomes
paintul and disabling. The other typical threats to well-
being are neglect and boredom. Self-expression depends
on maintaining a state of (sensory) awarencss and
generating arousal in oneself and others. Arousal
informs others who are expected to be aware. Making
a noise or wearing a particular hat, for example, may be
a statement about oneself. To function well in this system
is to be integrated and able to tolerate stimulating
input: colloquially referred to as fecling together.
Dysfunction is about feeling over-whelmed and unable to
handle more stimuli. Further deterioration lcads to
disintegration. Psychological dysfunction is signulled by
the sensation of pain — like a headache. cramp, sore
eye, or skin irritation — which is mecaningful in the
context of the person’s current life-stresses.

There is an identity disorder associated with an in-
ability to attribute meaning or feeling to body states
which has been called ‘psychosomatic personality’.
Such people seem to be fixed in sensory being, cannot
properly use image to develop themselves, and lack
access to higher level identity developmcnt."

Adherence to fashions, addiction to television,
down-market tabloid newspapers, rituals of dining,
desires for colour, enjoyment of wines, use of make-up
and perfume, muzak, desultory conversation — all
these testify to the importance of stimulation and
sensory being in interpersonal relations and communal
life. Many vocations, like cooking, entertaining, furni-
ture design. decorating, handicrafts, fashion modc“ing
depend on sensory sensitivity, stimulating others and
generating coherent interesting patterns. Not sur-
prisingly, sensory psvchotherapies are popular. They
include: therapeutic massage, aromatherapy (massage
with aromatic oils), flotation therapy (in a tank of salt
water), and rcﬂexology (massage of the sole of the foot
in places claimed to map on to the rest of the body). It
is just possible that acupuncture works in this way.

Sensory being potentially promotes a materialistic
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orientation to life. At times, it gives the impression of
being depersonalized — much like the criticism that
was levelled at the rationalist approach te ethical choice. A
link with the rationalist aspiration — to find solutions
— comes from the stimulating and disturbing nature of
problems. Their removal reduces tension and so sup-
ports the identity drive of sensory being. Those institu-
tions, like etiquette and ceremony, which exist to
support sensory being. also have an impersonal and
surface quality.

The duality faced in sensory being is receptivity (or
passivity) and activity. Sensory being is at corc a state of
passive receptivity. while tension regulation demands a
degree of activity. Activity is essential to stimulate
others and to optimize the quantity and quality of stim-
ulation received: that is to say, it is growth-promoting
Psychologists still argue whether sensation is a matter
of passive direct reception or is generated by an active
process in the brain, often concluding that sensation is
ultimately part of the mystery of consciousness.
Certainly, without some minimal activity, habituation
occurs and sensation ceases. But complete absence of
sensation is impossible: in sensory deprivation experi-
ments auto-stimulation is provided by hallucinations.®

At the next level, the outer-directedness and diffu-
sion of sensory being gives way to an internal and well-
defined identity based on bodily functions.

L'-li: Vital Being

At the second level, a person feels distinct from the
environment because the body and its functioning
become the dominant reality. A person's identity is felt
to be embedded in bodily structures and functions, that is
to say in voluntary and visceral activities. This is the
realm of instincts and reflexes. Control of these is
theretore equivalent to self-control and mastery of
reality. Focus on the body is associated with an identity
drive for vitality without which endeavours are weak-
ened, intentionality suflers and life itself is put at risk.
Vitality manifests as health, vigour and intense physical
activity. [t is associated with the urge to stay alive, and
hence safety and survival. Supplies of concentration are
essential in this approach. Without deliberate focus and
carcful attention, exercise, for example, cannot be
engaged in beneficially and salely.

Bodily functions and intentional physical activity
(like sport) can be attended to and affected primarily
through the use of image (L-1). Dieting, for example,
is as much about body shape as physical health or fit-
ness: indeed much dieting is unhealthy. Because experi-
ential primacy lies in image, image-based thinking,
perception and memory are used in therapies rather
than words and ideas. The Alexander technique, for
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example, is a body-based form of psycho-therapy which
uses posture and images of the body to heal distur-
bance; and so does dance therapy. Most forms of be-
like

image-driven and bo(ly-lmscd.6

haviour desensitization, are also

therapy,

Self-expression using the body demands muscular and
mental tension to maintain position and readiness, and
movement to allow for coordinated directed respon-
siveness. Intense, coordinated and rhythmic exercise is
satisfying and leaves a person feeling relaxed and invigo-
rated, even exhilarated. By contrast cven minimal
physical activity with which the person is not properly
identified leads to exhaustion or enervation, and gener-
ates the potential for illness or accident. A failure to
ground one’s self in one’s body leads to simple activities
like talking, breathing or running becoming uncoor-
dinated and dysfunctional. Modern methods of teach-
ing sports like tennis and skiing frequently use image.
Teachers seek to activate identity processes like com-
mitment (e.g, to the ski edges) rather than focusing on
the mechanics of bodily performance.

A person  functioning well in this system is healthy, fit
and energetic; whereas being unhealthy, unfit, or de-
bilitated reveals dysfunction. Exhaustion is the signal of
emerging dysfunction. The typical threar is prolonged
exposure to perceptions of danger, generally called
stress. Stress is associated with lapses in concentration,
loss of energy and eventual physical illness. Stress-based
fatigue, sometimes called depression, frequently leads
to further misuse of the body, most seriously by over-
use of alcohol and drugs (medicinal and addictive). The
proper vital response is enthusiastic exercise, but
people may allow themselves to lapse further into a
state of lassitude.

The stress-reducing effect of exercise is recognized
by popularizers of healthy living. Exercise in the
Western tradition is primarily oriented to toning up the
voluntary musculature, although effects on internal
organs like the heart are recogniir.cd.7 In the Eastern
traditions, exercises to enable control over internal
organs are common. In Chinese Qi-gong, for example,
physical exercise is primarily devcloped to benefit
internal organs.

The characteristic identity disorder is probably the
psychopathic-hysteric personality, with psvchopathy
appearing mainly in men and hysteria mainly in women.
Such people seem to be fixed in vital being, cannot
properly use emotion or value to link to others, and lack
proper access to higher level identity dcvn:lopment.8

People maximally identified here find their vocarion
in work which uses the body and requires concentration
on its functioning Sports professionals, physical
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education teachers, singers, musicians, dancers and
physiotherapists must all concentrate on using their
bodies well and helping others do so. Interpersonal rela-
tions depend upon engaging in joint physical activity:
the obvious example is sexual activity, whose beneficial
effect appears to be well-established at last. Bodily
activation and interaction also occur in dancing. sport
and brawls.

Just as the conventionalist approach to ethical choice
submerged individuals in the group, vital being scems
to do likewisc in the sense that all bodies are similar.
_ Sports, for example, can be promoted and adopted all
over the world without people feeling their personal or
cultural identity is being threatened. (This is not true of
sensory-based things like decoration or cuisine.) When
we later examine the institution that concerns itself
with the use of bodies: popular morality with its stric-
tures in regard to sex drugs and violence, we find again
a tendency to suppress individual difterences and pre-
ferences. (Note that the identity disorder at this level,
the psychopathic-hysterical personality, reveals popular
morality being dramatically violated.)

Another link to conventionalism is noticeable. The
cthical aspiration of this approach is for continuity. This
aspiration is paralleled in the vital realm by the psycho-
logical drive for safety and survival, wishes for immor-
tality, and the perception of death as cxtinguishing
identity.

The duality when using the body is between instinc-
tual function (or activity) and symbolic function. This
duality is again a source of cantroversy. Theorists
argue, lor example, about whether dream imagery is to
be seen as purcly reflex and biological or whether it is a
symbolic production. Activity and receptivity, the pre-
vious duality, cannot easilv be distinguished in bodily
function because being receptive may be an active
process and vice versa. Interestingly, Freud emphasized
that instinctual functioning combined both active and
passive componcnts." Instinet is inescapable and vital
being is necessarily built on and constrained by the
body’s reflex and automatic tendencies. The use of
bodily functions for identity devclopment requires the
deliberate application ofimages which are the simplest
form of symbol. So symbolic activity, as found for
example in profossional dance, is growth«promoting.

At the next level, symbolic and instinctual activity
cannot be differentiated and identity once more
becomes externally located and diffusely defined.

L'-Ill: Emotional Being

At the third level, the dominant reality is emotional
because identity development depends on emotion
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(L-U1) having primacy. Existence is now embedded in an
all-enveloping ground of feelings and emotion-laden
imagery called “psychical reality’ by Freud, and the
‘inner world” or “inner reality” by modern psycho-
analysts. There is an identity drive for attachment which
leads people to value others. Whenever one person is
valued intensely by another (or a group), cach becomes
significant, symbolically and practically, for the other.
Feelings develop in the person and a sense of taking on
an emotional role follows. The inner world is therefore
contingent upon supplies of valuc and is pervaded by a
good-bad polarity.

Emotions invariably produce symmetrical or com-
plementary pairings: anger, for example, may cngender
anger or fear. The pair (anger-anger or anger-fear) is
the whole over which identity is spread. Each person s,
and acts as if he or she is, just one part of that whole —
whether or not it consciously feels that way to them.
Identity depends on being whole (by definition), and
the drive to attach onesclf flows from this part-status.
Permanent or even temporary separation is the prin-
cipal threat because it signifies loss of part of one's
identity — and hence loss of identity or psychic death.

Self-expression involves the use of feelings; and satisfac-
tion is about emotional containment i.e. taking on an
emotional role which maintains and holds certain feel-
ings. Onc may use other people, animals, things or
places, or even fantasies to contain emotions. The aim
here is to activate or dispose of pleasant and unpleasant
feelings by one of two means: either the fecling is
modified by using a defence (like displacement or sup-
pression); or it is relocated within oneself (introjective
identification) or elsewhere (projective identification).
The term identification is used to emphasize that
feelings here are part of one’s identity (and not just a
transient experience).

When things go wrong, feelings are not properly
contained and a person feels bad. In this situation, emo-
tions are dumped or evacuated unfairly on 1o the
nearest available person or object — a common cnough
observation in family and organizational life. The han-
dling and exchange of feclings and emotional roles is
the focus of analysis in some forms of dynamic
psychotherapy. 10

Modification and relocation of feelings can generate
confusion, particularly if the awareness of those fcelings
is suppressed. Even more serious is the temptation for
a person to split good feclings from bad feelings. If this
happens, things and relationships are perceived and
created as entirely good (and so embraced). or entirely
bad (and so avoided or attacked). Such poor funcrioning
is destructive. In reality, there is a need to contain,
express and cope with both positively- and negatively-
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valued feelings in ourselves and in others. Such good
ﬁmaioning is constructive. Anxiety is the experiential
signal that destructiveness is imminent or in process in
reaction to a threat. As destructivencss increases, the
searches for and becomes

individual scapegoats

progresswely more paranmd.

Destructive people generate intense emotional states
in those involved with them. People whose destructive-
ness is oriented towards being good, needed or loved
are typically supported and exploited rather than con-
fronted, and therefore receive little assistance. People
whose destructiveness is oriented towards being bad,
unwanted or hated are regarded as immature or dis-
turbed and are confronted and rejected.

The identity disorder associated with an inability to
handle this system is known as primitive, infantile or
borderline personality. People with this disorder seem
to be fixed in emotional being, cannot properly use
ideas to maintain their equilibrium, and lack proper
access to higher level identity development. n

Interpersonal relations are built around the generation
and exchange of emotions: a husband and wife may
evoke feelings which create emotional roles in which
(say) one is forever hurt and the other constantly irri-
tated. Some people welcome and use emotion, find
intense attachments congenial, and are prepared to live
out roles based on emotional experiences. They take up
vocations like social work and dynamic psychotherapy.
People who resist taking on and changing emotional
roles in response ta others who are emotion-based tend
to be described as hard or cold.

Although personal feelings and value preferences
now enter identity. one person is not fully distinct from
others. Continuing the above example, a woman may
have repetitive relationships with apparently different
men, all of whom turn out to feel hurt and miserable
with her. Her feelings are not dominating the relation-
ship as it seems on the surface, but rather evoking their
complement and completion in his feelings (and vice
versa). This corresponds to the situation in the pragma-
tist approach to ethical choice where the chooser's own
values appear to dominate because they fit within an
ideal emotionally invested by others.

Values activate emotional bcing, s0 we now have an
explanation tor the intensity of feeling that is mobilized
in defence of values and value systems. Emotional being
makes it casy and natural for people to feel critical and
antagonistic toward rival value systems and their ad-
herents. Only where their own value system insists on
tolerance and respect are people likely to contain and
master these feelings.

The dualizy here is that between mind-based experi-
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ences and body-based expericnces: or more briefly,
mind-body: perhaps the most notorious of philoso-
phical controversies. The modern debate commenced
over 300 yuars ago when Descartes proposed dualism in
preference to mentalist (higher level) or materialist
(lower level) solutions to the problem of existence.
Psychologists have also puzzled over whether emotions
are primarily perceptions of body changes (the James-
Lange theory) or whether the body reacts in response
to mental emotions (the Cannon critique). In the pre-
sent way of thinking, bodily states of anxiety, fear, joy
and so on provide the stal)ilizing core ofidentity, while
mind-based states (similarly labelled) offer the poten-
tial for growth through the clarification of values
(meanings) associated with the feclings.

The intangibility of mental states and the unambigu-
ous nature of bodily states make these two seem ir-
redccmably distinct. Yet by turning inwards again, it
becomes possible to insist that man is a psychosomatic
unity or a unique embodied mind with distinct
boundaries.

L'-IV: Individual Being

At the fourth level, an identity implies existence as a
separate being — and at last the notion of an enduring
psychological sell is apposite. The dominant reality may
now be properly described as individual. Experiential
primacy is accorded to ideas (L-1V) — because ‘the self”
is, in essence, an idea. The self is a stable abstraction
which reflects and establishes conminuity, psychic
boundaries and internal structure, despite the flux of
feelings and corresponding scif-images, and despite
varying sensory inputs and bodily changes.

A person feels embedded within a world of other
similar people. So concern for privacy emerges in order
to maintain self-boundaries and ensure uniqueness. The
identity drive is for self-esteem and the essential supply to
meet this need is respect. Respect covers affirmation
and approval of both the positive and negative aspects of
the individual. All aspects of the self are seen as con-
tributing something essential to the unique whole.
Respect for onesclf is a correlate of receipt of respect
from others, which itself depends on respecting others.
Vocations which express the sell abstractly and depend
on approval from others include that of author and
actor,

Satisfaction comes from acceptance by other people
in the environment. Ventilation of feelings, for exam-
ple, is therapeutic when this is met by no more than the
listener’s acceptance. ( By contrast, ventilation support-
ing emotional being requires certain feelings to be con-
tained by the listener.) Because acceptance is the basis
of all social life, rejection and contempt are direct
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threats to identity. Self-expression takes the form of estab-
lishing and articulating stable entitlements and develop-
ing dynamic adaptations to the entitlements of others.
Many forms of therapy are based on such assump-
tions. '? Interpersonal relations work best when partici-
pants’ entitlements are similar in kev respects and not
too much adaptation is demanded of either. Fach
person is then likely to be intuitively understood and
respected by the other, and any conflicts may be
resolved by negotiation and reciprocity.

In order to obtain a continuing supply of respect,
people may adapt to such an extent that their feelings
and actions are no longer consistent with their idea of
themselves. This is the essence of dysfunction. Being false
or artificial in this way is commonly associated with
excessive, insufficient or inappropriate entitlement
claims. Functioning well means being genuine and own-
ing uniquely personal and private wishes, emotions,
memories and thoughts, whether they arc desirable or
undesirable, honourable or dishonourable. These are
used to maintain a sense of reality. Shame is the experi-
ential signal generated by the urge to become false by
hiding or covering up the true self. 13

Persistent rejection by signiticant others and failure
to assert onesclf leads eventually to collapse. If this
occurs in childhood, a characteristic persistent identity
disorder known as narcissistic personality results. Such
people seem to be fixed in individual being, cannot
properly use intuition within relationships, and lack
proper access to higher level identity development. 1

The ethical dimension is now emerging ever more
strongly becausc individual being is where the self
becomes at last whole, stable, bounded and unique.
Such a sell is capable of being explicitly valued and
socially protected. It is the assumption of distinct
private individuals with their entitlements and their
need to adapt that underpins notions of basic freedoms,
personal duties, and positions in a social structure.
There is an obvious direct link to the individualist
approach to ethical choice because it is not possible to do
what is advantageous to oneself without a clear con-
ception of a distinct sell. The need for respect from
others to maintain self-esteem and the importance of
acceptance mean that individualist choices do not
neglect the social dimension entirely.

The new dudlity is that of the self and the other. The
assumptions of this approach mean that an other is
sought who resembles the self. This raises the possi-
bility of confusion. Even ideas, the underpinning of
individual identity, are not easily localized within just
one person. Yet there must be a distinction between self
and other if a person’s scparateness and privacy are to
mcan anything. This difference is found in the logic of
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the dualities. The ‘self’ (i.e. self-concept or self-repre-
sentation) is evidently the stabilizing core of any in-
dividual identity. The ‘other’ provides the growth-
promoting potential because the other’s entitlements
and provision of respect and acceptance put pressure on
the person to adapt and grow.

The tension within the duality is resolved by the self
becoming inconceivable without an other, and the other
becoming inconceivable without a link to the sclf. In
other words, the relation between self and other
becomes the new dominant reality. It is immediately
obvious that there arc many ‘others’, each defined by
relationships. So any identity dependent on a net of
relationships has boundaries which are, once again,
externally located and diffusely defined.

L'-V: Relational Being

At the fifth level, identity is conceived largely in
interpersonal terms, and the dominant reality is rela-
tional. A person is fully differentiated and autonomous
but embedded in networks of relations. The identity drive
in this system is the realization of a person’s full poten-
tial — self-development or self-actualization to use the
term popularized by Maslow. 5 The essential supplies arc
recognition within the relationship, especially of un-
realized potentials within the self.

Interpersonal relations depend here on exchanging and
sharing inner expericnces in such a way that an inter-
subjective reality develops. This spontancously evolves
as the relationship deepens. Each person is regarded as
autonomous and is expected to pursue their own inter-
ests and inclinations within ever-changing relation-
ships, which they partly shape. So satisfacrion in
relationships takes the form of gratification of desires.
Frustration indicates lack of satisfaction and threatens
the relationship. Because people, hidden potentials,
relationships, and even what is actually desired in a
relationship, are complex and intangible, such matters
can only be recognized, assessed and handled through
intuition (L-V). Intuition is therefore accorded experien-
tial primacy.

Self-expression and recognition take place through the
establishment and evolution of relationships whose
stability and quality depend on mutuality and dialogue.
Mutuality implies the capacity to tolerate all varieties of
experience and to relate experiences (the self’s or the
other’s) to the circumstances. Mutuality is non-co-
ercive, so alterations in the relationship require a
process of dialogue to protect autonomy and to provide
an intuitive way to resolve difficulties. Most humanistic
psvchotherapists work with the assumptions of this

systcm . e
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Successful mutual gratification of personal wishes
means that relationships are felt to enable achievement.
IF any vocation can be assigned here, it is probably that of
the entrepreneur who uses intuition, builds relation-
ships, activates networks, and insists on personal auto-
nomy to get things done. Natural leaders do much work
in groups, form strong inter-personal bonds and
depend on their intuition.

Identity development is equated with growing
within relationships. So aggressive behaviour of a part-
ner, for example, should not lead to distancing, retalia-
tion or passive tolerance, but rather to an attempt to
discover its source — possibly in misunderstanding or
fear. Causing suffering to the other in a relationship
must be accepted as inevitable at times. But it should be
dealt with by open acknowledgement, attempts at
reparation, and a determination to prevent a repetition.

Scapegoating or non-recognition are lypical identity
threats becausc they preclude effective and genuine
relations. Functioning well within a relation generates a
sense of liberation. Poor functioning is recognized by
inhibition which blocks the flow of intuition, leads to
frustration of wishes, and generates claustrophobic
feelings in relationships. Psychotherapists regularly find
inner contlicts underlying inhibitions. Guilt is the char-
acteristic experiential signal of inhibition, because it is a
[orm of internal punishment for non-actualized wishes
that are reasonable and appropriate in a relation.
Deterioration with increasing guilt and worsening in-
hibition ultimately produces a state of psychological
paralysis.

Conflict, guilt and inhibition characterized those
middle class neurotics treated by Freud. and on which
his theory of the id, ego and superego is based."”
Neurotic personality is therefore the characteristic
identity disorder. People who are neurotic seem to be
fixed in relational being, cannot properly use identitica-
tion, and lack proper access to highcr level identity
development. 18

In the communalist approach ro ethical choice, benevo-
lence (the cardinal virtue) and altruism (the ethical
aspiration) require people to operatc autonomously and
yet to view themselves as existing within relationships.
In other words, communalism is linked to or based upon
arelational approach to identity. Maintaining good rela-
tions is time-consuming and demanding, so institutions
which support this effort are needed in society: the
most important of these being ethical teachings.

The duality here is that of the group versus indivi-
duality. Relationships automatically create groups and
the group provides the stabilizing core of identity
within the approach. The growth-promoting potential
which emerges is the individuality of each person in
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shaping the rclationship and group reality. The degree
to which onc’s sell-concept should be submerged and
shaped by the group identity is never straightforward. it
is not even clear, for example, whether a person’s
apparently spontancous actions and private intuitions
are a property of the individual or whether social rcality
interferes so much that they are a product of the group.
Psychoanalytic therapists and psychologists tend to see
the individual as determining features of the group.
Whereas group and family therapists and sociologists
argue that the group has the primary reality and that
individual experiences and actions are manifestations of

the group process.

At the next level, groups are constituted and defined
by individuals, while individuality and autonomy are
simultaneously provided by the group. In short, exis-
tence becomes truly social.

Autonomy is now expected to operate responsibly.
This results in an identity with boundaries which are,
once more, experienced as internal and distinctly

defined.

L'-VI: Social Being (Again)

The social approach to identity development was
summarized carlier (in: [llustrating the Properties);
and it has been repeatedly explored, assumed and
reasserted in previous chapters following its emergence
in the introduction to Ch. 5. The two main points 10
recall are that identity is now embedded in a socictal
and historical existence, and that social being requires a
person to carry formal and informal responsibilitics in
relation to others who are autonomous. The typical
vocation which requires this form of inter-personal
relating is that of an official or bureaucrat in an
organization or government department. Life-long
campaigners and radicals are also rooted in social being,

In this way of thinking, there are two stages in re-
solving any difficult situation. The first is to recognize
that it means asserting a social identity which is a com-
plex of enduring values and current purposes; and the
second is to gain clarity about the precise responsibility
and purposes of those involved. A variety of existential
and radical therapies have taken social reality as their
starting point. 19

Social isolation, loss of purpose and removal of
responsibility are identity threats. These social con-
ditions are simultaneously generated if there is a break-
down of the social environment on which each of us
absolutely depends. The resulting identity disorder is the
traumatized personality. People who are traumatized
seem 1o be lixed in social being, cannot properly use
imagination 1o heal themselves, and lack proper access

to the transpersonal dimension.?®
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The duality found here is that of role and situation. It
is never entirely clear whether an identification or
acceptance of responsibility is based on a current social
role or whether it is taken on because it is called for by
the social situation. Roles are the stabilizing core of any
social identity, while evolving social situations provide
the growth-promoting potential. Situations may enable
roles to be modified. extended or abandoned. The urge
to transform self, society and historical reality can only
be realized by accepting roles and responsibilities. In
other words, this duality appears to relate to the 'social
continuity — social change’ duality of the conven-
tionalist approach to choice: but there continuity was
the aspiration and change the constraint while here
continuity in role is limiting and change according to
the new situation offers hope of improvement.

To resolve the duality would mean creating an iden-
tity in which the identity core is relevant to any social
role or social situation. Such an identity would have to
transcend culture and time. So once again identity
boundaries become external and diffuse, this time
potentially encompassing the entire cosmos.

L'-VIl: Transpersonal Being

At the seventh level, identity transcends both the
person and society by its emergence from a dominant
reality referred 1o as transpersonal by psychologists, as
transcendental by philosophers, and as mythic by his-
torians of religion. Within this identity, a person ex-
periences an inter-connectedness and commonality
with all things going beyond the present time, placc and
culture. A person is now embedded in what is variously
termed the cosmos, the All, the universe, the ground of
Being, Absolute Reality, or God.

Transpersonal being is often recognized in the form
of a soul, spirit, divine spark. higher self, overself, or
superconscious. The identity drive within this system is
spirituality, and the essential supply is faith. Without
faith, the transpersonal realm where God s to be found
cannot be recognized. Paradoxically. supplies of faith
are replenished by recognizing the realm. Just as we
become aware of participation once social reality is
rccognizcd, so we become aware of faith once transper-
sonal being is recognized. Awarencess is the beginning of
know]edgc, so faith cannot possibly be opposed to
knowledge. Nor is it equivalent to superstitious
credulity as hard-headed people fear.

Both faith and the sensc of the sacred are part of the
structure of consciousness, as impartial religious
scholarship suggests and as every religion asserts. There
have been many personal and social accounts of the
experience of God as the ground and ultimate, and
their unitormity is striking and undeniable. It seems

that to live as a human being is to be divinely inspired
— to have a soul — whether we understand and accept
this or not. This idea is the perennial philosophy — a
phrase coined by Leibniz and popularized by Aldous
Huxley. It follows that doubt is the experiential signal of
a failure to thrive in the transpersonal realm. Being
utterly overwhelmed, deep despair and wilful cynicism
are serious threats to spiritual functioning. Note that
atheists and sceptics must draw on transpersonal
powers to gain their sensc of conviction, even in the

process of deriding spiritual notions.?'

Experiential primacy is accorded to the creative imagi-
nation (L'-VII). So God is always approached imagina-
tively with the use of symbols, metaphors and
analogies. Satisfaction comes from union with athers, or
anything and everything outside oneself. If God is
defined as a being or a form of being and described
using ultimate values, as in most Western religions.
then union with God (or God's love, will etc) is sought.
The conscious realization of union depends on the
imagination. It is assumed that the transpersonal realm
is entered by the imagination, and that it is also created
and sustained by it. We have already noted (in Ch. 5)
that union involves establishing and maintaining a state
of harmony through active attunement.

Union enables the perception of helpful meaning in
personal and impersonal events. The absence of union
leads to a form of blindness expressed as a denial of
meaning or a felt sense of meaninglessness. The ques-
tion of whether life or history has a meaning or purpose
is a question about whether there is a further point of
reference distinct from man. The answer, as provided
by sages and spiritual movements within every culture
throughout recorded time, is unequivocally in the affir-
mative. This reference point is the ground of all being:
God. History, even cosmic evolution in this way of think-
ing, is essentially the slow but progressive unfolding
of human consciousness towards an ultimate state.

Well-functioning creative people espress themselves
within the transpersonal system in a detached way, At
the height of inspiration, they typically feel as if they are
a vehicle for something beyond themsclves. They often
characterize their creativity in terms of an active
pursuit of ultimate values; and in their attempt to reach
the essence of something, perceive that essence in all

things and all things in that essence. The person

Junctioning well feels serene. When functioning poorly. a
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person is filled with anguish, and suffers a sickness of
the soul. Further deterioration can provoke a state of
torment and spiritual crisis: the dark night of the soul.

The various identity disorders mentioned so far are
associated with a deficient use of transpersonal aware-
ness. However, I have been unable to find any identity
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disorder specific 1o this system. | suspect that social dis-
order and loss of integrity is the consequence of severe
failure. If so, man in the modern world needs to be in
search of a soul.

Some schools of psychotherapy, like Jung’s analytical
psychology and Assagioli's psychosynthesis, have recog-
nized the soul and see God as an irreducible experience
of man. Their ideas are drawn from religious philo-
sophies, esoteric traditions and m_\'tholng)z Therapies
like transcendental meditation, psychic healing, yoga,
faith healing, and simple prayer all assume an inner
source of healing which can be activated by deliberate
attunement. Teachers like Gurdjieff, Ouspensky.
Aurobindo and Krishnamurti were really therapists of
the soul. In their view, the soul is the source of all
creativity, energy, harmony, and ultimatce value 22

Interpersonal relationships within this approach strive
towards union, maintenance of faith and hope, and
recognition and reconciling of differences. Attunement
allows cach person to understand what cannot be said
by another, and to bridge deep personal or social gulfs.
Religion is the social institution which is dedicated to
defining and affirming the significance of transpersonal
reality. [t allows people to share an understanding of
existence, and provides them with a mode of inter-
action with the intangible. The religious life is the
characteristic vocation  supported by transpersonal
being. Poets too mav be primarily identitied herc.

Transpersonal being naturally corresponds to the
transcendentalist approach to cthical choice. To make
choices within this approach requires activation of the
which is

self as a channel to absolute guidance
presumably and probably of divine origin. Opening this
channel has been discussed already, but it is worth
noting that spiritual paths exist which build on cach of
the approaches to identity development. For those
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identitied with the sensory being there are techniques
of heightened sensory stimulation, for example, using
chants and incense; for those identified with bodily
activity there are techniques like T"ai Chi Ch'uan, hatha
yoga and ritual dance; for those identified with emo-
tional reality, there are devotional methods: for those
identified with ideas there are philosophical techniques;
tor those identified with intuition and relational being
there is prayer and dialogue with God; for those iden-
tifiel with social being, there is the religious vocation
and the way of service to others; for those identified
with transpersonal being there is the mystical path.

The perennial theological controversy is whether
God is utterly other and separated in essence from man
(i.e. transcendent), or whether God is ultimately iden-
tical with man or within man if only this is realized (i.e.
immanent). This dialectic ol immanence-transcen-
dencc is a version of the duality of soul-God. The soul is
the stabilizing core of transpersonal being, and God
contains the growth-promoting potential sceking to
draw the soul on upward to an ever-greater awareness
and deeper experience of spirituality.

This final duality may be overcome by mystical tech-
niques to gencrate an identitication with the void, pure
nothingness, which lies unthinkably outside of exis-
tence. This experience. typically fostered in Eastern
traditions, has been described with a number of terms
— enlightenment, liberation, samadhi, nirvana, satori,
moksha, wu.

Spiritual enlightenment involves a sensation of an
intensc white light and dissolution of the self. It is a sus-
tained experience of oneness, non-dual cognition of
ultimate reality, and dissolution of the separate person-
ality into the universal mind. But this is no longer a
human identity. and it lies beyond our present concern
with values and social life.



Master- The framework of experience with its nested hierarchies. NATURAL MORAL

Figure 10 The framework of experience is in a single box indicating the holistic nature lN_STITUUONS
of personal experience. The secondary hierarchy of identity reflects the (Tertiary Hierarchy)
primary hierarchy and lies wholly within LVI. These approaches are discrete Level VI” [ Organized Religion
systems of assumptions and properties and so are in distinct boxes.

The natural moral institutions are a hierarchy nested within the L-VI system Level VI” Go Sydte
of the secondary hierarchy. These institutions, though discrete, inferact strongly eve vernance Jystem
to define the identity of a community and its members.
Level V” Ethical Teaching
APPROACHES to Level IV” Social Structure
IDENTITY
DEVELOPMENT Level III” Communal Ideals
(Secondary Hierarchy)
Level VII' | Transpersonal | Level 1I” Popular Morality
Level VI' | Social | level I |  Formal Etiquette
Level V' | Relational |
Level IV' | Individual |
FRAMEWORK
of EXPERIENCE Level II" | Emotional |
(Primary Hierarchy)
Level VII Imagination Level I | Vital ]
Level VI Identification ] tevel I' | Sensory ]
Level V Intuition
Level IV Idea
Level IIl Emotion
Level Il Image
© W Ki 1991,1993
Level | Sensation orren finston

Master Matrix 10 | |



Master Matrix 11

Master- Properties of the seven approaches to identity development.
Table 11 The matrix summarizes characteristic assumptions and properties of the seven approaches to developing an identity. Note that the type of identity
is also the form of the dominant reality and descriptive of the nature of human exisience. The lower term of the duality is the stabilizing core of
identity and the upper term is the growth-promoting potential {or source of hope]. See text for further details.
L Type of Embedded Boundaries Identity Needs: Satisfaction Well-Poor Inherent Example
Identity* in: Drive & Supplies (Lack) Functioning Duality Vocations
r Sensory Physical External and Equilibrium Sensory contact Integroted — Activity Decorator
being environments diffuse met by providing (Neglect) Overwhelmed and Fashion model
stimulation. Receptivity
[ Vital Body structures Internal and Vitality Conirolled Energelic — Symbolic function Sportsman
being and functioning distinc! met by providing activity Debilitated and Dancer
concentration. (Fotigue) Instinctual function
i Emotional Feelings and External and Attachment Emotional Constructive — Mental states Social worker
being Hows of feeling diffuse met by providing containment Destructive and Psychotherapist
value. (Feeling bad) Body states
v’ Individual A world of Internal and Selfesteem Acceptance Genuine — The other Author
being people distinct met by providing from others False and Actor
respect. [Rejection) The self
\4 Relational Relationships External and Seltactualization Gratification liberated — Individuality Entrepreneur
being and networks diffuse me! by providing of wishes Inhibited and leader
recognition. [Frustration) Group
WI'|  Social Society at @ Internal and Participation Intentional Involved — Situation Official
being point in history distinct met by providing aclivities Detached ond Campaigner
responsibility. (Aimlessness) Role
vivY Transpersonal The All External and Spirituality Union with Serene — God Priest
being (Cosmos/Being) diffuse met by providing the other/Being Anguished and Poet
faith. {Meaninglessness) Soul

“Terms like “individual’, ‘sell' and ‘existence’ are frequently applied instead of ‘being’ to several or all the identity descriptors

© Warren Kinston 1989,1993




Master- Psychotherapy and the approaches to identity development.
Table 12 This matrix provides an analysis in relation 1o psychological development, disturbances, techniques and theories.
Notes:
Everyone uses all approaches implicilly. Selfexpression hos static and dynamic elements which are listed in that order.
Lack of satisfaction is invariably a threat. Threals at unrecognized levels generale dysfunction in the level habitually used
Freud’s coniribution is more complex than the Table suggests. See text for further details.
L Identity Self-expression Identity Signal of Identity Identity Psychotherapies Psychoanalytic
{Reality) involves: Threats Dysfunction Breakdown Disorder {Non-psychoanalytic) Theorists
r Sensory Awareness Boredom; Pain Disintegration Psychosomatic  Aromatherapy; reflex Paris school
being and overstimulation; personality zone therapy; shialsu
arousal neglect.
W Vital Tension Stress; Exhaustion liness Psychopathic Alexander technique; {None)
being and inattention: - hysterical behavioral conditioning;
movement fatigue. personality dance therapy.
W Emotional Moditication Separation; Anxiety Paranoia Borderline Transactional analysis Klein
being and confusion; personality
relocation hardness.
v Individual Entitlemenl Rejection; Shame Collapse Narcissistic Clientcentred therapy; Winnicott
being and contempl; personality cognitive therapy. Kohut
adaptation devaluation
v’ Relational Mutuality Non-recognition; Guilt Paralysis Neurotic Humanistic therapies. Freud
being and frusiration; personality
dialogue scapegoating.
\ Social Organization Aimlessness; loss Alienation Vagrancy Traumatized Existential therapies; Kinston & Cohen
being and of responsibility; personality radical therapy.
management social isolation.
vir Transpersonal Harmony Despair; being Doubt Torment (Sickness of Psychosynthesis; (None)
being and overwhelmed: the soul) transcendental meditation:
attunement cynicism. analytical psychology.

© Warren Kinston 1989,1993
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Master Matrix 13

Master- The hierarchical evolution of dualities in identity development.

Figure 13 The term in bold is the growth-promoting potential of the duality and the term in ifalics is the stabilizing core of any identity within that reality.
The stabilizing core and the growth-promoting potential are transcended and apparently synthesized to produce a new stabilizing core at the
nexi higher level, where a new growth-promoling potential emerges. See text for further explanation.

Level
Approach

viI¥ God
Transpersonal Soul

VI Situation
Social Role

v Individuality
Relational Group

v The other
Individual The self

n Mental states
Emotional Body states

w Symbolic function
Vital Instinctual function

I Activity
Sensory Receptivity

© Warren Kinston 1989,1993



Chapter 7: Developing Identity

INTRODUCING THE NATURAL
MORAL INSTITUTIONS

Despite the variety of valid and necessary approaches
to identity development, it still remains true to say that,
ultimately, a person can only realize himself or herself
within a society at a particular moment of history. In
short. man is a social being, The founding fathers of
sociology — Comte, Spencer. Durkheim, Weber -—
were unyiclding in this asscrtion. We must stick with their
perspective, but without surrendering our newly won
clarity about other realms of human existence. Society
too recognizes all these realms, as it must, and prn\'i(lcs
institutions to support them and thercfore itself.

We need and want social arrangements which ensure
that each and all of us are the "right’ sort of social being.
Of great importance in this regard arc seven natural
moral institutions. These primal institutions
emerge spontaneously within any enduring  com-
munity, giving it both character and coherence. They
control or constrain much social interaction and ensure
responsible participation. Newcomers who reject or

ignore them arc in effect rcfusing to integrate.

The natural moral institutions are special because
their specitic function is to define and develop social
being (L'-V1) itself. They do so by recognizing the
significance of each of the approaches 10 identity
development described in the previous section, and by
building on natural human concerns within those
approaches. Asaresult, they can be arranged in ascend-
ing order as follows: formal eriquette (L"-1), popular
morality (L."-11). communal ideals (L"-111), the social struc-
ture (1."-1V), the ethical teaching (L"-V). the governance
system (L"- V1), and organized religion (L"-ViI).

These seven moral institutions demand full identifi-
cation by all members of society. They are inherently
within the ethical domain precisely because they arc
identity-defining and identity-preserving both for the
person (as a social being) and for the community.

The present aim is not the enormous and impossible
task of discussing and describing each of the natural
moral institutions in detail. Instead | want to throw
light on certain of their features in order to open up the
exploration of cthical entitics and to begin clarifying the
ethical authorities of any society. Keep in mind that
these seven moral institutions are primal expressions of
humanity and that they develop spontaneously in all
societies, traditional and modern. Legislation may
strcngthcn or undermine an existing institution, but the
institution itsclf is not a product of legislation. These
institutions, unlike many which are described in later
chapters, are highly resistant to straightforward design
and re-design.
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Although the natural moral institutions embaody
binding rules and have a deeply conservative character,
some degree of autonomy within them is always pos-
sible. The degree of autonomy varies according to the
institution and according to the type of society. If
variation were impossible or unthinkable, cultures
would never change or progress. But people experience
any change here as deeply significant because these
institutions are identity-defining: that is 10 say. they are
part of the foundations of their existence.

Ensuring that any institution. spontaneous or
designed. actuaily serves people rather than enslaving
them is ditficult. This task possibly ranks as the greatest
challengc to humanity. The first step is to gain greater
self-awareness: especially in regard to the characteristic
rufes used by these natural institutions. Rules, as we
shall soon sec, are the versatile building bricks of any
social order and the stumbling blocks to inter-cultural
harmony.

Summarizing the Institutions

Ordering the natural moral institutions into seven
levels reflects their emergence from cach of the seven
approaches to identity. Because a person’s identification
with these institutions generates a social identjty, the
hierarchy can be placed within the sixth approach to
identity development, social being (1.-V1). The hicr-
archy also reflects a progressively greater significance
for social coherence.

The positioning of the natural moral institutions is
diagrammed in Master-Figure 10. (Sce Master-Fig. 16
in Ch. 8 for a fuller picture.)

Each institution contains rules found in lower-level
institutions together with an additional characteristic
type of rule. In other words, the first institution con-
tains one type/level of rule, the second contains two
types/levels, the third three types/levels and so on.
The arrangement is shown in Master-Figure 14. The
institutions are far more than just the rules of course —
they include history and physical objects, tor example
— but the rules are particularly relevant when working
with values or seeking social change.

In ascending order, the characteristic types of rule
are as follows. Prescriprions are intrinsic to etiquette
(L"-1); conventions emerge with popular morality
(L"-11): tenets characterize communal ideals (L"),
rights define the social structure (1."-IV); maxims arc
found in the ethical tcaching (L"-V); laws are intrinsic
to the governance system (L"-VI); and absolutes are
needed by organized religion (L"-VII).

The relevant properties of the natural moral institu-
tions are summarized in Master-Table 15. By way of
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introduction, the function ol each of these institutions

is indicated below, together with its principal foci of

concern, its characteristic rule, and the impersonal
need of society which it meets,

L"-1: Formal etiquette coheres society by requir-
ing a common identification with what constitutes
correct behaviour in public interactions. Etiquette
meets society’s need for ceremony and impersonal
respect. Its focus is sensory, and it controls matters like
gestures, dress, dining, and speaking. The characteristic
type of rule is a prescription which specifies a correct
behaviour precisely.

L"-1I: Popular morality coheres society by
requiring a common identification with the right atti-
tudes in regard to use of the body. It therefore deals
with matters like sex, drugs and violence which use or
affect the body. Popular morality mects society’s need
for conformity. It uses conventions as well as pre-
scriptions. Conventions specify the right attitudes and
change slowly as the social group evolves.

L"-HI: Communal ideals cohere society by
requiring a common identification with its esscntial
values. The ideals include tenets which specify what
values are to be unquestioningly affirmed, as well as
conventions and prescriptions upholding those values.
The focus here is emotional: ideals engender and sus-
tain human energies in the service of socicty. Ideals
include any aspect of a society which cvokes an intense
attachment and can be idealized: the language, the
countryside, the great buildings, the method of govern-
ment and much else. These communal ideals are trans-
mitted during socialization, but loyalty to ideals is
ultimately a matter for each person’s conscience.

L"-1V: The social structure coheres society by
requiring a common identification with its proper
boundaries and internal differentiation. The social
structure deals with the need for order in society and
expresses the rights of membership, as well as embody-
ing certain tenets, conventions and prescriptions.
Rights specify what is due to and from each person
according to their classification, and so their focus is
individual. They include each persun's claims, powers,
duties (or responsibilities), privileges, immunitics, dis-
abilities and liabilities. The social structure is sustained
and modified according to cach person’s use and
respect of their rights.

L"-V: The ethical teaching coheres socicty by
requiring a common identification with what con-
stitutes proper social functioning. Its focus is on the
handling of the inter-personal relationships inherent in
social life, and it meets society's need tor virtue in its
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members. The ethical teaching includes maxims
which specify the general requirements for virtuous
l'unctioning; and also rights. tenets, conventions and
prescriptions related to these. The teaching is usually to
be found in religious-philosophical writings which are
assigned respect and authority,

L"-VI: The governance system coheres socicty
by requiring a common identilication with the means
for deciding what rules are to be enforced and how. Its
tocus is on security, peace, justice freedom and well-
being for members of the society. The governance
system meets the need for stability through the main-
tenance of order. Laws are the distinguishing rule-
type. but maxims, rights, tenets, conventions and
prescriptions are also important. The system deter-
mines the governing organs of society — lcgislative,
judicial, administrative — which must also operate,
maintain and shape the system.

L"-VII: Organized religion coheres society by
requiring a common identification with a solution to
the meaning of life. The focus of concern is the mystery
of social existence, its uncertainties, its suffering and its
evils. Although religious doctrines are transpersonal
and harness the experience of the sacred to embrace all
humanity, an organized religion is coloured by imme-
diate social needs and mundane concerns. For example,
it authorizes the governance system. In return, the
religion may be established officially. All religions
characteristically build on absolutes which enjoin
utterly abstract duties; and they also contain regula-
tions, maxims, rights, tenets, conventions and pre-
scriptions, all imbued with an absolutist streak.
Religions use scriptural and clerical authority as a sub-
stitute for (or channel to) the ultimate source of all
authority, God.

Properties. In describing and comparing the
various moral institutions. certain properties (italicized
below and in cach account) will be regularly examined.

Each type of institution has a distinct function. In per-
forming its function, each handles certain human con-
cerns. These can be traced back to a distinct approach to
identity — which is, therefore, highly reinforcing for
the institution.

Each institution is built around a characteristic type
of rule. Society values the rules greatly. People often call
them moral values. Each member of society is expected
to internalize and identity with its moral institutions.
As a result, people feel a definite obligation not just to
conform to the rules, but also to value them and ensure
others conform. Because the institutions are accepted
as natural or inevitable, authority and responsibility for
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them is diffuscly distributed and felt to be both personal
and communal.

The institutions are quintessentially social and yet
communities are made up of unique individuals. So the
way individual differences are handled by each moral in-
stitution deserves note. From the communal perspec-
tive, each ensures survival by meeting an essential need.
Determined rejection of any of the institutions makes it
difficult if not impossible for a person to remain a full
member of society. Change, even when spontaneous. is
difficult and anxiety-provoking, progressively more so
as the hierarchy is ascended. Yet dissatisfaction and dis-
sent is not uncommon. To obtain compliance, socializa-
tion is a viewed as a continuing process with distinctive
inducements and sanctions. These include permission
for acceptable forms of dissent. Each type of natural
moral institution has inherent limitations and receives a
characteristic type of criticism.

Now, cach of the institutions will be taken in turn
and explored with examples.

L"-1
FORMAL ETIQUETTE
AND ITS PRESCRIPTIONS

All societics recognize that the everyday brushing up
of one person against another needs to be definitively
controlled. To do this, systems of formal etiquette
spontaneously develop. The function of formal etiquette
is to cohere socicty by requiring a commen identifica-
tion with what constitutes correct behaviour in public
interactions. Formal etiquette is defined by rules which
have the quality of prescriptions and call for ritual-
ized or near-automatic observance. Prescriptions
specify precisely what behaviour must be performed,
when and how.

The prescriptions in formal etiquette deal with the
minutiae of physical interaction in regard to matters
like: dressing, grooming, speaking, dining, gesturing,
time control, touching, and posture. In other words,
etiquette protects, supports and derives its rationale
from the sensory approach to identity (L'-1).

Etiquette helps control the mutual and unavoidable
sensory awareness and sensory stimulation that people
generate in their social interactions. Any behaviour is
potentially given significance by people and treated as a
communication about the relationship. Ceremony can
control such automatic attributions. Society needs a
minimum of ceremony and ritual to avoid unnecessary
misinterpretations and to function smoothly. Society
has an essential need for ceremony because this is the only
way that people can show genuine respect for each
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other on superficial, formal or transient acquaintance.
Such provision differs from cach person’s requirement
for respect (L'-1V) based on their unique individual
qualities. Etiquette is about showing and recciving
respect unambiguously during interaction, whether or
not that respect is actually felt.

The prescriptions of formal etiquette are not
optional or amenable to personal preference. If we fail
to use eating implements as prescribed, then we are
behaving rudely and will generate offence. The evolu-
tion of etiquette is obscure and secondary to changes in
the higher institutions. Etiquette must also meet the
practicalities of daily living. so new inventions like the
telephone, television and air travel call for new
etiquette rules. Ceremonies are not easily re-fashioned,
but people who are foci of popular attention, cele-
brities, can have an influence because they are allowed
a certain license: and then others emulate them. Note
that celebrity status depends on superficial things like
pomp, public profile and splendour rather than
personal merit or virtue.

Maintaining Etiquette. Compliance with ctiquette
fecls natural. The inducement to comply is the feeling
of confidence and certainty that comes from the sure
knowledge that one is doing precisely the right thing,
Also, because we are all sensory beings, the stimulation
that etiquette provides meets a deep need and this re-
inforces its use. Compliance with etiquette is thercfore
its own reward, and the result is ritualized automatic
adherence. Failure to follow etiquette is liable to
generate shame and confusion and may bring proceed-
ings to a halt. The usual consequence of not following
etiquette is that someone will exert direct control,
cither forcing the offending person to comply or pre-
venting him from proceeding. For example, some
editors now regard use of the masculine form of a
pronoun 1o include the feminine as a breach of
etiquette, and so they rewrite material (like the pre-
vious sentence) without asking for permission, or they
return the manuscript and instruct the author to
rewrite.

Formal etiquette ignores individual differences.
Perhaps that is why it has been simplified in Western
societies in association with the social trend to indivi-
dualism. Even so, many prescriptions remain. They
become particularly noticeable in cross-cultural inter-
action. In regal and diplomatic circles, where appear-
ances are important and where individuals must relate
in terms of what they represent not what they per-
sonally feel and think, elaborate ceremonies persist.

Because etiquette is somewhat mechanical and
impersonal, change, while not alwa)'s welcomed, is not
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necessarily problematic. The usual criticism of an
ctiquette prescription is in terms of its artificiality.
When justified, this usually indicates that the pre-
scription has outlived its usefulness. It no longer com-
municates respect meaningfully, possibly because of
evolutionary change in higher level institutions. For
example, the ctiquette requirement that a man should
open the door for a woman now conflicts with com-
munal ideals of equality.

Etiquette is essential in social life. But society must
do more than just support sensory being. And the pro-
tection and preservation of social identity and society
itself requires more than merely ensuring impersonal
ceremonial respect.

L"-ll:
POPULAR MORALITY
AND ITS CONVENTIONS

Every community ftinds it needs to develop agree-
ment on the control of bodily activities and urges to
handle not just semsory but physical encounters
between people. In other words, it must regulate and
support vital being (L'-Il). Because such activity and
interaction often take place in private or in small groups
and under very varied situations, precisc bchavioural
control through prescriptions is not always appropriate.
A more general control using attitudes is required so
that each person can handle and adapt to different
situations in a similar way. This control over attitudes is
provided by rules which have the quality of conven-
tions or are viewed as norms. The result may be called
popular morality or conventional morality (or
sometimes: the moral code). Its conventions do, of
course, lead to prescriptions secking to exert precise
behavioural control over body use.

The function of popular morality is to cohere society
by requiring a common identification with the right
attitudes to hold and follow in regard to bodily matters.
Matters covered in this approach to identity include:
sexuality; the consumption of alcohol and drugs to alter
the body’s functioning; affectionate and aggressive con-
tact between people; participation in sports and other
physical activities such as dancing and music; handling
the sick, the hurt, the dving and the dead: modes of
suicide or ritualized killing; the physical handling of
animals; and work (which originated as a bodily acti-
vity). It also covers the use of money including interest
rates, lending and gambling. (The link to the body
seems more distant in this last group. Perhaps the link is
to be found in payment for work, or the psychoanalytic
view that money is unconsciously cquiv.\lcnl to faeces,
the child’s first precious possession.)
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Attitudes 1o Death: The social acceptance of liteendan-
gering activities shows greal cultural variation and fem-
poral evolution. Gladiatorial sport wos prominent in
Roman fimes. Unfil recently, duelling was regarded os
honourable in central Europe even though it was illegal.
Capital punishmeni, even where legal, is used o a
greater or lesser extent according to convention. Bull
fights in Spain leod to the death of the bull, whereas those
in Porlugal do not. Fights between animals are accepted
in some countries but not others. In the West, insect fights
are not viewed as deplorable in the way that dog fights
are, but the Jains in India take precautions not to kill
insects accidentally. Slaughter of animals is carried out
differently by different religious groups, someiimes in
ways lhought by non-believers to be inhumane. Ex. 7.1

All communities within which one must live and deal
— the houschold, the neighbourhood, the locality, the
region, the whole country — produce their own ver-
sion of popular morality to accord with the amount and
quality of physical interaction they generate. As a
result, the moral conventions in a small isolated village
will have certain features quite distinct from those in
the centre of a cosmopolitan capital city within the
same country. Popular morality reflects the strongly
felt and essential need for a degree of uniformity and con-
formity in society. So the smaller and more tightly knit
the community, the more restrictive popular morality
is likely to be.

Responsibility for maintaining morality appears 1o
be disseminated throughout society, with every single
person aware of the various conventions and prescrip-
tions and expected to ensure they are upheld. Popular
morality therefore tends to suppress individual differ-
ences: hewcomers to any community, for example, are
expected to recognize and adopt the local morality. It
seems that most people find popular morality an
absorbing preoccupation: it is the subject matter of
much humour and gossip and it sells mass circulation
tabloid newspapers.

Because popular morality is in the hands of the whole
community, single individuals, no matter how promi-
nent, cannot decide it. Although public figures may
exert some influence during transitional phases, they
are gencrally expected to adhere to popular morality in
an exemplary fashion. Becoming eminent may be diffi-
cult if immoral behaviour, or its advocacy, becomes pub-
licknowledge. Publicity over the birth of an illegitimate
child, sexual peccadilloes, alcoholism or financial scan-
dal has ended the career of many ambitious politicians.

Maintaining Morality. The demand for com-
pliance with this institution is intense. Depending on
your point of view, popular morality always seems to be
too rigid or too lax. The prime inducement to morality
is the social acceptance accorded to those who adhere.
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Conformity produces feelings of security and ease. The
complementary sanction is social rejection expressed
through the spontaneous exertion of social pressure.
Direct compulsion is not permitted and is generally
impractical. Our needs as vital beings are most casily
met through adhering to popular morality and this
provides it with further reinforcement.

Any person known to have offended against popular
morality may sulfer considerably. He or she may be
avoided or ignored. discriminated against, have their
activities or career unofficially blocked, be forced from
public oftice, sent hate mail, or be vilitied in the press.
The greater the sense of moral violation, the greater the
intensity of pressure on the offender (or offending
group). At the extreme, people may be physically
attacked or killed and the assailant seen as justified or
even heroic.

Organizations and social sub-groups are as subject to
popular morality as persons. Firms may for a time resist
moral pressures in society, but if social pressure builds
up and exerts itself in ways that are commercially
damaging, the firm soon modifies its stance. The same
is not true for cthnic groups. Territorially dispersed
minoritics, whose conventions and prescriptions in
popular morality diverge in an extreme way from the
surrounding populace are a challenge to the pressure
for social conformity. Because of the intensity of feeling
and pressure, ghettos are likely to develop and un-
bridgeable schisms in society may form.

Change in popular morality usually occurs in
response to new circumstances, new knowledge and
the pressure of higher level institutions. Without cxter-
nal forces, change is slow. Boxing is still promoted and
accepted world-wide and even funded by governments
as a sport, despite unambiguous evidence for many

years that the contestants aim to damage each other’s

brains — and regularly succeed in doing s0.23

Premarital Sex: Sexual intercourse prior to marriage was
regarded as immoral in the West in the first half of the
20th century. However the development of contracep-
tion, sexual hygiene ond medical freciments for venereal
disease, undermined any practical rationale; and
developing nofions of personal autonomy weakened the
hold of convenion. As the behaviour of public figures
changed, on infense and emotional public debate was
provoked. The result was o graduol change in moral
attitudes 1o the point that sexual initiation and experience
prior 1o marriage became regarded as o positive good in
many circles. In these circles, premarital sex is viewed as
an expression of freedom and responsibility, and as an
aid 1o the development of personat maturity. Whether pre-
marital sexual relations are acceptable in any particular
community sefting is stifl determined by local conventions.

Ex. 7.2

159

Rejection of popular morality means acting in
secrecy or being branded as immoral. A person then
becomes an outsider and may be forced to leave the
community entirely. Reconciliation with the com-
munity requires acknowledgement of the transgression
and positive demonstration of a willingness to conform.
But non-conforming individuals of a like mind often
welcome exclusion and abjure reconciliation. They
mav band together spontaneously in a sub-com-
munity within the main community, as occurred in the
hippie communes and love-ins of the 1960s. People in
such new communities find that they evolve their own
moral conventions which turn out to be as strict in
their own way as any in the comnmunity that they
abandoned.

So criticism of popular morality really reflects a
preference for different conventions rather than the
abandonment of morality or conformity altogether. A
more specific criticism is to be found in the way that
popular mora]ily turns private decisions into sacial
problems and thereby exacerbates personal difficulties.
For example, the use of an intoxicant like cafteine,
nicotine, marijuana, opium or alcohol is not necessarily
a social (or personal) problem until popular morality
makes it so.

Moral crises are recognized when rational action
demands attitudes at variance with popular morality.
Popular morality in many countries has severely
impeded the handling of the AIDS epidemic: in
Uganda, for example, promiscuous heterosexuality is
normal and has spread the virus widely. Similarly, moral
conventions which inhibit discussion of sexual activity,
especially with children, impede the diagnosis of child
sexual abuse. The use of anatomically correct dolls in
diagnostic play sessions has proved particularly contro-
versial in some countries.

Aspects of popular morality arc invariably embodied
in the law, even though their private and personal
nature often makes them poor targets tor legislation.
Monitoring and enforcing the law cannot but be in-
sensitive and intrusive in regard to bodily matters. In
such cases, enforcement is unlikely to work. Pro-
hibition of alcohol in the USA in the 1920s was a
spectacular failure. In the same way, whatever the form
of sexuality desired in a society, it is certainly imprac-
tical, and probably harmful overall, to criminalize
certain sexual habits between consenting adults in
private.

Popular morality adapts itself to the history and cir-
cumstances of local neighbourhoods and communities
in a way that the governments and religions cannot.
Exertion of informal pressure can be sensitively
adjusted according to the individual and the situation,
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and morality can evolve as a natural social process. In
the case of AIDS, for example, sexual conventions
amongst homosexuals have changed markedly follow-
ing public awareness of how infection is spread.

The conformity demanded by popular morality is a
powerful force for unity, Fortunately, its concerns are
relatively circumscribed: something which could never
be said of the next natural moral institution.

L"-1:
COMMUNAL IDEALS
AND THEIR TENETS

All social groups come to endorse values which
members prize intensely. These values are taken to be
essential, natural, and deserving of loyalty. They are the
communal ideals. The function of communal ideals is
to cohere society by requiring a common identification
with values which must be unquestioningly affirmed. In
other words, the characteristic rule is a value which is a
tenet. ldeals include or imply both conventions dis-
posing people to certain responses. and also prescrip-
tions demanding specific actions.

Communal ideals may encompass any aspect of a
society or social life which evokes and enables attach-
ment and loyalty. People feel strongly about certain
social institutions, their mode of government, certain
buildings, parts of the countryside, their language and
mode of education, some aspects of relationships
between people, types of food and their preparation,
and so on. We can be sure we are dealing with a com-
munal ideal if most people are deeply attached to that
aspect of their socicty, vigorously defend it against all
criticism (especially from outsiders), and proclaim its
value even in the face of their own complaints and the
reasonable arguments of others against it.

Health Care Systems: The American and Biitish hedlth
care systems have evolved very differently. The USA
system is viewed as a product of private enterprise —
even though government expenditure and regulation is
high and most people are insured through their jobs.
Hedalth care costs per person are four times higher than in
England — and yet life expectancies are lower and infant
moralily is worse. The system does provide a great deal
of choice but many hove no continuing care at all. There
is also much overtreaiment: up to 30-50% of some
surgical procedures are inappropriate or without benefir.
The NHS in the UK is publicly finonced, ond provides
reosonobly good quality care at a low cost, but generates
rationing and long queues for treatment, almost abolishes
choice, and is insensilive to patients’ preferences. The
most striking thing obout the American and British health
systems is that they ore defended so vigorously in their
own societies despite their serious defects. The British

160

regularly make the unsubstantiated claim that the NHS is
the envy of the world. For decades, representatives of
each country have viewed the idea of adopting aspects
of the other’s system with horror. Ex. 7.3

Communal ideals recognize emotional reality rather
than cold logic, and so they originate from and support
the emotional approach to identiry (L'-11). Ideals provide
for the emotional unification of a society, enabling
people to feel part of a community, and only truly
themselves when they are within it. Ideals liberate the
powerful energies associated with values (cf. Ch. 4).
Societies have an inescapable essential need for these
energies if they are to survive in the face of disinteg-
rative tendencies and challenging stresses within and
economic forces and enemies without.

To ensure that peoplc in society share ideals, their
inculcation occurs universally during childhood. In his
structural model of the mind, Freud developed the
notion that values promulgated during childhood by
the family, school and other influences are inter-
nalized together with associated inducements and
threats as the superego, ego-ideal or conscience. So
the conscience is the repository and guardian of
communal ideals.?* Once socialized, the adult can
adapt easily to others similarly socialized because all
share and define themselves in terms of the same
underlying values. These values govern their attitudes
and thence their behaviour. Whereas popular morality
and formal etiquette arc experienced as external
social requirements, communal ideals call for the
personalization and internalization of authority. Social
stability and cohesion depend on communal ideals
feeling like the personal property of each member of
society.

Maintaining Ideals. Society entitles and expects
families to inculcate its values and to control exposure
of their children to moral influences. Variations in
family circumstances and mocles of upbringing as well
as individual variability mean that consciences and per-
sonal values will vary. In addition, different activities
and concerns within society invariably lead to emphases
being placed diflerently on a wide range of societal
things. However, while it is essential to tolerate indivi-
dual differences in ideals within society, it is necessary to
have a certain unity in regard to society as a whole. Too
disparate a mixture of ideals inevitably puts a strain on
society.

To allow greater flexibility and more recognition of
the diversity of individuals and sub-groups, pluralism
(of value systems) may itself become an ideal. In the
Netherlands, for example, they speak of ‘compart-
mentalization’, which refers to the presence of many
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organizations with the same aims and objects but
infused by different philosophical, religious or ideo-
logical assumptions.

The conscience deals out self-approval and pride if
the internalized values are followed, and disapproval.
self-reproach, guilt, and remorse if those tenets are
breached. Given our identity as emotional beings, we
willingly project ourselves and our feelings into com-
munal ideals. So these become reinforced at the same
time as our identity is strengthened. Compliance is also
externally ensured in society using both inducements
and sanctions. Lspousal of ideals meets with a warm
endorsement whereas their rejection leads to trouble.
As with health care (Ex. 7.3), whatever the merits of a
new idea, if it crosses society’s current ideals. it meets
a wall of misunderstanding and opposition. Because
knowledge, for example, is idealized, an established
academic found it difficult to publish a thoughtful
article arguing that ignorance is preferable in certain
circumstances.? Rejection of a communal ideal is taken
to mean being disloyal or having a conscience which
permits or even demands socially objectionable
activities. Others then feel a responsibility to oppose
and prevent such ideas and practices.

Because the family is the transmitter of communal
values and the guardian of the conscience, governments
attempting large scale social engineering bring intense
pressure to bear on the family. This has occurred in
recent decades in Iraq, Cambodia, and East Germany;
and it was widespread in China under Mao, and Russia
under Stalin. In these regimes, children were in-
doctrinated at school and encouraged to inform on
their parents if they detected incorrect thinking —
sending them to torture, imprisonment or death and so
destroying the offending family unit.

Communal ideals are rather slow to change because
of the emotional hold they have on people and the con-
tinuity they provide. Except during times of transition,
attacks on communal ideals are muted within society at
|arge. However, certain institutions, like the univer-
sities and radical periodicals, may take it on themselves
to analyse and challenge ideals. From their detached
perspective, certain criticisms regularly emerge in
relation to the inherent conservatism of communal
ideals, especially the taboos on new thinking and the
blocks to innovation that result.

Communal ideals provide society with encrgy and
enable people to feel a part of worthwhile society.
However, they do not clarify how a person should pro-
perly fit within society. For this, a higher level moral
institution built around the significance of the in-
dividual is required.
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L"-IV:
THE SOCIAL STRUCTURE
AND ITS RIGHTS

All societies distinguish all of their members from
those in neighbouring societies, and differentiate their
members to a greater or lesser degree. These distinc-
tions define the social structure, an institution built
on rules which are rights. Tenets, conventions and
prescriptions are also found within the institution
bolstering these rights. The function of the social struc-
ture is to cohere socicty by requiring a common iden-
tification with a defined bounded social entity and its
internal structure. The corresponding expectations of
socicty on its members (i.e. of cach member on every
other member) is that they fulfil certain duties. So the
internal structure of society is based on differential
rights and duties accorded to different roles and classes
of its members.

The social structure is concerned with distinct,
separate and self-contained aspects of individuals. Its
origin and rationale is to be found in the self-contained
and self-motivated existence assumed by the indivi-
dualist approach to identity (1.-1V). The social structure
must deal with anything an individual may do — like
obtaining material necessitics, associating with others,
working, owning property, transacting business,
marrying and so on. In all societies there is both equality
and differentiation in respect of such matters, and the
exact details vary greatly. The resultant pattern of social
rights and social duties is invariably complex.

The Pollution Concept: The Hindu casle system divides all
citizens into four main groups: priests and sages, warriors
and wlers, merchants and farmers, and lobourers and
other unskilled workers. The untouchables belong fo no
caste and are therefore excluded from normal social life.
Each caste has ifs rights and duties. The key rules distin-
guishing the groups and determining social activities and
relationships concern pollution by association with such
things as death, bodily excretions and alcohol. The main
costes are further subdivided leading to over 6000 castes
in all. Ritual siatus exists side by side with secular status
based on such factors as wealth, lond ownership, educo-
tion, and skill. The relationships between ritual and
secular status ond the principles of movement between
castes are complex in the extreme. Caste government and
intercaste relations are justified via religious and mystical
tenets. The caste system provides for o wide variety of
social needs, and escape from it is almost impossible.
Ex. 7.42

A less ambiguous name for those rights which arise
spontaneously within a society might be 'membership’
or ‘customary’ rights. As well as having membership
rights which establish the commonality of all members,
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the social structure also. provides for differentiation.
For example, each person carries numerous social roles
— parent, employee, patient, friend. colleague, club
member &c — and each of these has a distinctive set of
membership rights. In other words, the social structure
classifies and institutionalizes individual differences and
provides for order.

The essential need tor order in society is uncontro-
versial because order is so central to the whole system
of society. Without order, people cannot realize those
social needs for energy and conformity mentioned in
relation to previous natural moral institutions, nor
meet subsequent needs for virtue, stability and mean-
ing associated with the institutions 1o come. However,
any order depends on adherence to rights.

Rights are the written and unwritten rules within
social groups indicating what is properly due to and
what is properly due from an individual by virtue of
membership. Sociologists and anthropologists some-
times refer to a membership right as a status. What is
due from an individual is commonly termed a duty or
responsibility rather than a right. Legal scholars differ-
entiate rights and duties still further into powers,
claims, privileges, immunities, disabilities and liabili-
ties. | will usually use the term right to include all
related terms including duties, unless a special empha-
sis is required.

In any social structure, the minimum general duties
are: (a) tolerance of others when they exercise their
established rights, and (b) trying positively not to
violate the established rights of others. If this can be
achieved, social order prevails and the basis for peace-
ful activity and change exists.

Because rights are probably the most confusing of all
ethical entities, now is the time to assert their impor-
tance and commence their clarification. It is worth
noting that some philosophers pour scorn on the very
idea of rights. Two centuries ago, Bentham referred to
them as “nonsensc”, and more recently an eminent
modern moral philosopher, MacIntyre, concluded that
“belief in them is at one with belief in witches and
unicorns”. However, if a right is defined as "something
one can exercise, earn, enjoy, give, claim, demand,
assert, insist on, secure, waive, or surrender’, then it is
indisputable that such things do exist. Rights are social
facts (not fictions) because they are the basis for social
structure.?’

Rights exist whether or not a society conceptualizes
and formulates them, or whether learned academics
think they are important or not. They exist even if the
concept of a separate individual is weak. In the same
way, they exist even when the culture emphasises what
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is expected of a person as opposed to what a person may
expect as due to them. If rights did not exist, society
would lack structure and a person could be treated
utterly arbitrarily and could behave similarly. Not only
would this be humanly intolerable, it would remove all
meaning from the notion of membership of a society.

In recent debates about the structure of society,
much concern has focused on those rights which apply
solely by virtue of being a citizen, irrespective of ethnic
origin, religion, sex, social status, occupation, wealth,
property, language or any other differentiating feature.
Rights which apply across the board to all citizens in a
society are sometimes termed basic or fundamental

rights.

Note that socicty has members for whom the basic
rights and duties are modified or abrogated because
they arc not part of the citizenry (defined as those who
choose the government). Slaves fell in this category in
the past. Today, people like prisoners, children and the
severely mentally ill or intellectually handicapped are
not full citizens. They are placed under the control of
people assigned powers to apply force to control a wide
range of their living activities. Socicty’s non-citizen
members cannot associate freely to discuss their situa-
tion and pursue their needs, and they have difficulty
exerting what rights they do possess.

The minimum rights in any society are: (a) the right
to live, and (b) the right to some freedom from arbi-
trary interterence. Without the former a person has no
guarantee of existence, and without the latter the com-
munity has no guarantee of existence. The degree to
which those two tundamental rights are accorded, as
well as any additional rights, depend on how en-
Iightened citizens in that society are, and on the type of
regime in power (cf. Ch. 12: G-6 and G-7).

Maintaining the Structure. Compliance with the
social structure is natural, even if it feels or seems
unfair. The inducement 10 assert one'’s rights and per-
form one’s duties is that this is the prime way that cach
obtains the benefits of membership in that society. The
sanction that flows from neglect or passivity is the likely
abuse of one’s rights and the loss of those benefits.
Rights assume and demand a sense of oneself as a dis-
tinct individual. So identity requirements reinforce the
signiticance of social structure, even if the current
structure is viewed unfavourably.

Differentiating people evokes notions of classes
which are permanently inferior or superior (or mid-
way). As a result. the usual criticism of the social struc-
ture is that it institutionalizes actual injustices. Such
injustice only matters in social terms when it is experi-
enced as such by many in the community. Often
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injustice is tolerated because of inherent beliefs, con-
ventions and practices plus pressures to maintain order.
(In very recent times, however, external bodies and
societies have felt increasingly entitled to exert pressure
to reduce what they perceive as extremes of injustice.)

Once the perception of extreme injustice starts
growing, it markedly reduces the incentive of members
to identifv with and uphold related rights and duties.
This poses a threat to order and the existing structure,
so change of some sort becomes necessary. Political
revolutions are often about structural change to remedy
injustice. Even more limited change generates intense
anxicty and has the potential to release violence. For
example, the attempt 1o replace the caste system in
India by Western conceptions of equality has not been
successful after 40 years of trying. Mahatma Gandhi's
efforts in this direction led to his assassination: and in
more recent times limited proposals to improve the
access of untouchables and lower castes to government
jobs have led to rioting and deaths.

The social structure provides necessary order and is
a natural focus for legislation, especially since many
existing (non-legal) rights are open to the criticism of
being unjust. Although legislation may attempt to
remedy injustice, legal change is only a change in the
legal system — not in the social structure. Real change
means change in that structure. So legalizing rights is
not a panacea for ending injustices.

Injustice may be unavoidable, but it is never desir-
able. Fortunately, at least some of the injustices bedded
into the social structure can be relieved or even over-
come by the next moral institution. This one seeks to
ensure that relationships in socicty are operated in way
that is intrinsically good.

L"-V:
THE ETHICAL TEACHING
AND ITS MAXIMS

An institutionalized guide to moral conduct, what-
ever the circumstances, is to be found in all societies in
the form of an ethical teaching. (Sometimes this is
called a moral teaching or an ethical code.) The cthical
teaching includes examples of all of the rules so far
identified and in addition contains a new type of rule,
the maxim. Maxims specify general requirements of
virtuous functioning. For example, the rule ‘to love
your enemy’ is a maxim. It would seem odd to say that
it was a social duty or that enemies had a right to be
loved. In any case, the social structure does not have a
place for enemies.

Maxims imply the capacity for autonomous choice

and a voluntary commitment by each person to their
group. Maxims commonly regarded as part of Western
cthical teachings include: keeping promises, telling the
truth, defending the innocent, and showing mercy for a
wrongdoer who repents.

As these examples indicate, the cthical teaching is
concerned with the virtuous handling of personal rela-
tionships. In an ethical teaching, individual differences are
recognized fully and valued. The way a person should
respect and handle these is not specified in detail,
because of the wish to encourage adaptation to the
particular relationship and situation. In this way, the
ethical teaching supports the exercise of individuality
and gains its rationale from the relational approach to

identity (L'-V).

Ethical 1eachings may also deal with a person’s rela-
tionships with him or herself, with embryos, with
members of other species, and with the natural
environment. Animal rights, for ¢xample, are not
rights that have any meaning within the social structure
because animals are not responsible for the social order
and can neither exert nor waive their rights. However,
the ethical teaching can include rights for animals as a
way of clarifying what constitutes a proper or virtuous
relationship with an animal.

The function of an ethical teaching is to cohere society
by requiring a common identification with what con-
stitutes proper social Functioning. Virtue in society is an
essential need. If ethical precepts are not followed and
virtue is treated with contempt, the social system is
weakened and the possibility of social breakdown
looms. If no one kept faith, or treated others with kind-
ness, or lorgave wrongdoing, then social relations
would collapse into a state of mutual distrust and
enmity. Communication and exchange would become
difficult and inefficient. Eventually society itsell would
cease to function. This is something that few desire.

Honour among Thieves: Once o follower of the great
Chinese brigand Chih asked him whether thieves hod
any use for wisdom and morality. To be sure, they do,’
said Chih, ‘just as much as other people. To find oneself
in o sirange house and guess uneringly where its rea-
sures lie hid, this surely needs Inspiration. To be the first to
enter needs Courage; to be the last to leave needs Sense
of Duty. Never to attempt the impossible needs Wisdom.
To divide the spoil faidy needs Goodness. Never has
there been or could there be anyone who lacked these
five virlues and yet became a really great brigand.’

Ex. 7.5%8

Acting virtuously means living by society’s ethical
teaching, The ethical teaching is usually elaborated by
philosophers, although the source is typically found in a
society's oflicial religion. In the West, the medieval
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ethics of Abelard, Ansclm, Augustine, Bonaventura,
Aquinas, Duns Scotus, and William of Ockham. pri-
marily concerned itself with the development of a
Christian ethical code. In the East, most of the great
Chinese philosophers have developed or elaborated
cthical teachings which focus on the conduct of social
life while taking the divine for granted. Ethical teach-
ings do not necessarily agrec with each other.
Confucius (551-479 BC) emphasized discriminating
amongst people and situations, practising humanity,
using arts and ceremony, fulfilling moral obligations,
respecting inborn nature, and governing by moral
example. Mo Tzu (479-438 BC) thought most of this to
be ill-advised, and especially condemned fatalism,
music and ceremony. He generated an ethical teaching
which urged minimizing differences amongst people,
obeying the will of heaven as defined by superiors,
agreeing with superiors, and producing profit and prac-
tical benetits.”

Change in the teaching means a cultural revolution
and it is rare. By contrast, superficial changes are
routinely required because the content and application
of ethical maxims must be constantly kept topical. The
particular social virtues emphasized at any time and
place — say: from among honesty, trust, fairness,
mercy. generosity, compassion, wisdom, or humility
— depend on what is most urgently needed by society.
Ethical teachings are continually re-activated, re-
formulated and re-interpreted by whomever desires to
exert moral leadership in the community. Anyone at all
may apply the cthical teaching to try to improve the
conduct of those they deal with. For example, piracy
has moved from the high seas to computer terminals, so
software houses block the copying process to prevent
unauthorized duplication of their programs. Unfor-
tunately, this causes practical problems for genuine
purchasers. Now many firms have removed the copy-
protection and apply ethical pressure by reminding
users that distribution of copies, however undctectable
and easy. is wrong because it is stcaling.

Occasionally, rather than merely emphasizing or
reinterpreting given maxims, attempts arc made to re-
articulate a complete ethical teaching by synthesizing
and systematizing maxims. Spinoza’s attempt is the
most well-known in the West. There has also been a
recent attempt in Japan (see Ex. 7.6).

Moralogy: Hiroike founded the Instivte of Moralogy in
Japan to develop and promote ‘the science of supreme
morality’. This is based on the moral teachings of Jesus
Christ, Buddha, Confucius, Socrates ond Amaterasu
Omikami (the Heavenly Ancestress of the imperial house
of Japanj. Hiroike extracted five maxims from their writ
ings. These are: 1. Ensure molives are disinterested (i.e.
be aliuistic}; 2. Maintain a belief in the benevolence of

Ged [i.e. never despair); 3. Give duly precedence over
rights (i.e. be responsible); 4. Show respect and loyally
for lines of succession — the ortholinons which include the
nation, the fomily, and the religion {i.e. maintain social
conlinuity); and 5. Seek enlightenment ond salvation. A
sixth has been odded by followers: recognize that actions
have results according to theic moral worth. The practice
of these maxims, summarized as benevolence, involves
justice, selfsacrifice, expiation of others’ faubs, self
perlection, crificism and sellexamination. Such o phile-
sophy is communalist {L"-5) ond derived from the relational
approach to existence {L'V). Hiroike distinguished moro-
logy sharply from society’s usual morality which he saw as
preoccupied with personal rights and duties (L-4) and
rooted in the self-centredness of individual being {L-IV).
Ex 7.6%°

Maintaining the Teaching, It is evident that
society needs its members to internalize the ethical
teaching and usc it reflexly. Certainly each person
wishes to be treated in accordance with it. However,
while the receipt of any virtuous action is beneficial, the
production of a virtuous action on its own may gener-
ate little immediate benefit to the producer. Worse
still, any person may benefit himself greatly in the short
term at the expense of another by ignoring the teaching.
People are therefore repeatedly exhorted to adhere to
the ethical teaching in the tace of the temptation to
abandon it. Most teachings abjure coercion, so follow-
ing the path of virtue demands an cffort of self-com-
mand and an inner resistance to the urge to do what is
expedient. Triumphing by violating the ethical teaching
is so easy that evil-doers, modern tyrants as much as
mythical villains, regard virtue as a fatal weakness to be
utterly eradicated in themselves and  ruthlessly
exploited in others. This is criminal in spirit.

Criminal teachings are perverse because they destroy
themselves. Each time a person benefits by breaching a
maxim, others are encouraged to do likewise in order
not to lose out. When standards spiral downwards like
this, the social fabric is weakened. If a criminal organi-
zation like the Mafia infiltrates city government, for
example, every official or business transaction soon
involves a rake-off. Individuals who attempt to oppose
this bribery and extortion are ruthlessly beaten or
killed, and their firms disrupted. As a result, capable
individuals and respectable businesses move out until
eventually therce is nothing left to exploit and the town
collapses in a state of poverty and self-disgust.

The paradox of ethical teaching is that compliance,
however essential for society, cannot be communally
enforced and still remain true to itself. Virtue must be
voluntary to have its full effect. The main inducement
to follow the ethical teaching is the social approval and
the sanction for

admiration which results; while

breaches is social condemnation. If a breach is recog-
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nized, then the offender may be asked to justity the
action. If this reveals that the individual did not pro-
pcrly realize the signiﬁcance of the breach, and that
conventions permitted the breach, then little is usually
done beyond exhorting better behaviour. A virtuous
person will have appreciated the significance of the
breach, and an apology and provision of duc compensa-
tion will ensure reconciliation. Reinforcement of
virtue comes from the gratification associated with
relational being, because unrepentant (or even repen-
tant) ethical violation generally leads to loss of trust

and, if persistent, to the termination of a relationship.

If there is a widespread failure by people to follow
the cthical teaching, then the situation is more serious.
Even the governance system cannot mend the situation
because it is operated by people who are part of that
dysfunctional society. Gratuitous or sclf-serving lying
to the public, for example, seems to be widespread
amongst governments.

Criticism of the ethical teaching centres on the fact
that, like virtue, it seems so demanding and even un-
realistic in the turmoil of everyday life. The ethical
teaching, though fundamental to the quality of social
life, is not by nature strictly enforceable. Worse, it
potentially encourages weak individuals to choose to
disregard the maxims and to exploit those who adhere
to them. In order to prevent exploitation and insta-
bility, a higher level moral institution naturally emerges
to confront hard social realities explicitly.

L"-VI:
THE GOVERNANCE SYSTEM
AND ITS LAWS

All social institutions depend upon a bedrock of
social stability, and so all societies develop an institution
dedicated to maintaining order within the community.
This is the governance system which is character-
ized by rules which are formally sanctioned laws or
regulations. Its function is to cohere society by requiring
a common identification with the means for deciding
what rules are to be formally enforced and how. The
governance system specifies the form and operation of
government. Government itself is a cluster of special
social bodies whose members collectively rule society.
So itis quite possible to idealize and support the svstem
while hating and opposing the government. 3

Laws constituting the system reflect core social
values and enable a precise definition of rights and
duties for participation in the ruling of society. The
governance system also depends on and uses maxims,
rights‘ tenets, conventions and prescriptions which
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support all the paraphernalia, arrangements, tech-
niques and practices which go into developing, sanc-
tioning, monitoring, enforcing The
institution evidently emerges from and supports the

and laws.

social approach ro identity (L'-V1).

Governance arises primarily from the essential need
for stability and peace in any community. Even an
imposed peace is worthwhile. Violence and instability
generated from within or without make social existence
almost unbearable and ordinary activity scarcely pos-
sible. A central authority is also needed to provide
certain things that the collective as a whole needs or
wants but which will not, cannot. must not or should
not be spontancously taken up by individuals. In the last
century, most governments have moved with variable
success far beyond the deepest needs for peace and
stability. Almost every domain — education, health
care, energy, transport, even leisure — has felt the
hand of government.

Legal regulation and enforcement must be dis-
tinguished from non-legal or private regulation and
social pressurcs. The paramount requirement for
stability through legal enforcement is an awesome thing
because it implies the moral use of coercion, ultimately
physical force and death, to control citizens. A free
citizenry recognizes that its wish for sovereignty
requires it to assign any form of government a near-
monopoly on the exercise of threats and force.
Nevertheless, there is an assumed underlying condition
(or perhaps hopc) that coercion of individuals will only
occur when it is genuinely needed for the common

good.

A governance system evolves spontaneously and
comes to be taken for granted and idealized. People
under one system look askance at the workings of
others and wonder how and why the populace endures
certain aspects. Japanese faction-dominated politics,
German elitist technocratic management, American
pressure group democracy, British tolerance of the
individual, Asian authoritarian governments — all
reflect distinct cultural heritages.

Despite the evidence that the governance system
evolves to suit the culture, social engineering efforts
persist.32 But the theorctical merits of democratic,
theocratic, aristocratic, monarchic and other systems
and their variants are not as relevant to the average
person as the perceived defects of the particular
government of the day. I suspect that Samuel failed to
convince the Israclites to stick with judges as rulers
rather than a king because the current judges (his sons
as it happened) were corrupt. There is at least no report
in the Bible of any discussion of the relative merits of
priestly, judicial or kingly rule.
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The powers of any governance system are legislative,
judicial and exccutive. The doctrine of separation of
powers, most powerlully argucd by Montesquieu, has
led to the use of a range of distinct bodies to provide for
institutionalized checks and balances defined within a
legal system. 3

A simple division of the legal system is into public
and private law. Public law is organizational in nature
and deals with the privileged position of government in
its dealings with people. It includes constitutional law
which formally scts up the governance of society,
administrative regulation which covers procedural and
executive matters of government (like raising taxes,
providing services, waging wars), and other official
areas (e.g. ecclesiastical and military law). Private law is
juridical in nature and views government as another
individual in the social realm. It includes civil and com-
mercial law which handles claims individuals have on
each other or the state, and criminal law. Criminal law
applies when the community regards a particular harm-
ful act to be so serious for the cthical order. for the very
fabric of society, that it nceds someone, the govern-
ment, to prosccute whether or not the particular
person or people harmed wish to do so.

The most important sort of laws from an ethical
perspective are those which govern the conduct of
ordinary members of society 5o that it is just — [ mean
‘just’ as understood and defined in the ethical teaching
and as evolved in customary practice. These laws are
not simply replicas of, say, membership rights or moral
conventions, but are modified to suit the formal nature
of any legal system. Laws assume the existence of
individual differences and try to protect them by pro-
viding a framework for their formalized handling,

The notion that laws and government inherently
restrain man's brutish tendencies appears misguided.
Laws can and do legitimate every sort of brutishness.
Hitler and Stalin used parliament and the courts to
harm and kill millions of people. Despots simply find
ways to remove parliamentarians and judges who refuse
to endorse the laws that they desire. Justice is impor-
tant, but governments and their legal systems regularly
show themselves to he more concerned to maintain
social order and stability than to deliver justice.

A system ol positive law with constitutional control
of the legislature and executive permits the ‘rule of
law’. In absolutist regimes, rule by decree replaces rule
of law. If the law forbids absolutism and does not
acknowledge a superior authority within the com-
munity (c.g {rom priestly edicts), one speaks of the
‘supremacy of the law’. This is possible only il a com-
munity has a genuine desire for the law and accords it
supremacy. The guardian of the governance system is
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‘the law’ and the courts. As we shall see, the law
enables a definitive answer to be given in courts of
justice as to whether something is right or wrong
according to that society.

Maintaining Governance. The governance sys-
tem is mostly taken for granted by people in a stable
society. Rejection of the system is not compatible with
continued membership of the socicty. Breakdown of
the assumptions which sustain government action leads
to disruptive conflict and anarchic chaos. This has
occurred in recent times during civil wars (such as that
in Lebanon). the terminal phases of dictatorships (such
as Ceaucescu's in Romania) and when empires dis-
integrate (as in Yugoslavia and the Soviet Union).

Change to the governance system is controlied from
within it. Pressure for such change may build up
through successful social movements. However, the
power implications and procedural aspects mean that
actual changes are complex, lengthy, and controversial.
Transtormation of the system (rather than just a change
of government) may occur if people are subject to
continuing venality, incompetence, class bias or discon-
nection in a succession of regimes. These mark historic
junctures in the development of the society. A coup,
usually masterminded by army lcaders with physical
force at their disposal, tends 1o generate a more repres-
sive system. A revolutionary movement in which
people rise en masse and overthrow the regime may
provide the basis for a beneficial transformation — as in

the USA in 1776.

Governance is preoccupicd with the issue of com-
pliance. The system, even if autocratic and maintained
by physical force, only persists as long as the public
accept it. Yet they do so apparently without thinking
too much about it. Extra-legal inducements for each
person to maintain the system are relatively minor.
Individuals may experience personal satisfaction and
feel a diffuse public support in recognizing their mode
of governance. By contrast, penalties for explicitly re-
jecting the system through contempt of court, treason
or subversion are typically harsh. The main reinforce-
ment probably comes trom the identity needs of social
bcing itself, because without governance it is hard to
see how social existence would be possible at all.

Criticisms of any governance system abound. The
commonest complaints are: that the system is a jugger-
naut that crushes individuals; that it is inherently elitist
or discriminatory and panders to special interests; that
it is intrusive and coercive or absent when needed: and
that it places too much power in the hands of a few. The
complexity and brute power of modern government is
awesome. Evenin 13th century lingland, administrative
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and judicial processes had become so complex that it
was impossible for the ordinary citizen to appreciate or
penetrate them.** As a result, those in government too
easily become identiticd with it and remote from
ordinary people. This enhances its corrupting eflect.

The necessary powers assigned to government invite
its take-over by a dominant class and this also discredits
the governance system. Modern ideology-dominated
social engineers view any evolved system as unsatis-
factory. Individualists and liberals complain of excessive
restraints on personal freedom, while collectivists and
ecclesiastics  complain ol insufficient order and
authority.

Stability and good government are difficult to
rcalize. But all suffering and injustice cannot be re-
moved however well-designed the system and however
enlightened the government in power. People need to
find meaning in the tribulations of their social existence
and be helped to tolerate imperfection. A supreme
natural moral institution with greater regulatory power,
able to justify governments and laws, and with more
concern for man’s ultimate well-being is required. This
need is met in socicty by organized religion.

L"-Vli:
ORGANIZED RELIGION
AND ITS ABSOLUTES

Skeletal remains in Neanderthal burial sites suggest
that religion existed in the first small communities of
cave-dwellers more than 50,000 years ago. As social life
evolved, so did religions. Rcligion was developed and
sustained then as now to bring the totality of existence
under social control: in short to harness awe, structure
the sense of the sacred, and master mystery. As city-
states and then empires and civilizations emerged from
5,000-3.000 BC, the importance of organized
religion emerged too. A single widely accepted
religion tames spirituality, reduces existential anxieties,
provides for a communal identity and enables social
cohesion.

The function of any organized religion is to cohere
society by requiring a common identification with a
solution to the mystery of social existence with its
uncertainties and suffering, Religion provides answers
to questions of origins, of life and death, and of the
nature of man and society: it asserts whether or not a
Supreme Being (God) exists and how God and the soul
are to be imagincd; it explains how life emerged and
where it is going: it tells whether life exists after death
and how suffering and evil are justified; it determines
the value of human life and specifies certain basic
qualities of people. In offering such explanations, the
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religi(m is meeting cach person’s and the community’s
deepest and most essential need to possess and share the
meaning of existence — not its necd for validated
knowledge or technical expertise.

Religion generally fosters restraint of selfish and
anti-social tendencies, fills people with hope, and
enables suffering and evil to be borne. Beyond these
social measures, religions respond to the sense of awe
that results from contemplating the infinite universe
and wondering about the place of humanity within it It
recognizes a transcendental reality and is built on a
recognition of the sacred and a sense of the numinous or
holy. So it supports and gains its rationale from the
transpersonal approach to identity (L'-VII).

All organized religions contain a theoretical com-
ponent inc]uding myths and beliefs, and a conduct
component in the form of rituals and guides to be-
haviour, as well as expericntial and organizational com-
ponents.35 Even if scientific knowledge replaces most of
the theories of religion. it cannot replace its values and
injunctions in regard to conduct. Nor, of course, will
science penetrate the ultimate mysteries. Science can
do no more than, as here, document (or, as so often
elsewhere, attempt to disqualify) spiritual and mystical
cxperiences which suggest the existence of an unseen
power entitled to obedience and reverence.

Religions are characterised by rules which are
absolutes. Absolutes specify the path of duty in the
most abstract way possible and merge man with God or
Being. Religions typically see man as made in the image
of God or as a microcosm of the cosmos. [n Hinduism,
for example, dharma refers both to cosmic order and
right conduct. God may be referred to wholly
abstractly as Absolute Reality or as The Absolute.
Although God is not essential to religion, absolutes are.
Buddhism, for example, is an atheistic religion based on
four Truths. The first three Truths are: suffering is part
of existence: desire is the cause of suffering: and suffer-
ing ends when desire ends. The fourth constitutes the
Noble Eight-fold Path which is the way to know the
Truths. The Path is: right views — i.e. tenets; right
intention, right speech, right action and right livelihood
— absolutes forming the deontological core; and right
etfort, right mindfulness, and right concentration —
i.e. virtues required for personal development.,

The link between religion and cthics is cvident on
= ()I)ligation

ctymological grounds alone (L. religione =
OED). Organized religion therefore sceks to invest all
previously discussed institutions with a moral charac-
ter, and strives to control and specily rules within thesc
institutions too. As Buddhism illustrates, the absolutes
are so contentless and abstract that they defy direct

interpretation. The various absolutes in a religion may
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often be reduced to a single epitome. In the Judeo-
Christian ethic, it might be stated: Love God and all His
Creation. In Confucian thought: Become perfect in
word, thought and deed. In Advaita Vedanta: Realize
the Absolute.

Here we must recognize that organized religions are
social institutions which mediate transcendental reali-
ties within current historical and cultural limits.
Prehistoric religions, for example, were organizcd
around the perspectives and concerns of hunters, fish-
erman and early farmers; while historical religions
recognize kingship, politics, economics and law. Indeed
all developed religions are concerned with the whole
gamut of the social order including government, war,
education, family life, domestic activities, food, sexua-
lity, and personal differences. When operating well,
their end result is the consecration of life and the
stimulation of the will to live and create in society as it
is. In principle at least, religions recognize and value
individual differences while expecting individuality, in the
sense of subjectivity or ego, to be transcended.

In order to preserve the faith and maintain a hold on
members, the church organization takes control of the
religious absolutes and gencrates a wide variety of
lower level rules (including laws for members) which
are also infused with an absolute quality. Religion is the
main source of social cohesion in all simpler societies.
Even in modern Western socicties, religion seems to be
the only available base for a moral community. (This is
the wider meaning of church). We see in Islam,
Christianity and Judaism that the response to intensc
secular pressures is to form fundamentalist groups
which encourage voluntary withdrawal into virtually
closed communities.

Religions are generated by one or more inspired
founders and their immediate followers. but they arc
not organized or official at that stage. If the popular
imagination is Caugllt. a social movement commences
and the private religion of the few becomes the popular
church of the many. The spirituality and philosophy of
the original founder then becomes modified to accom-
modate the limited horizons, existing beliefs, super-
stitions and anxieties of ordinary people. The religion
can be said to be official when it dominates society and
is explicitly used to define the social-political order in
terms of God's authority and its historical scriptures, lts
doctrine is then accepted as superior 1o temporal law
and as legitimating government and kingship., Govern-
ment in turn may then legally establish and promote the
religion. (However, if parliament is sovereign as in the
UK, then an established religion will be subject to state
contro} over its doctrine, government and discipline.)

The absolutes of religion are socially channelled by
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scriptural commandments or religious laws and church
regulations. The absolutes are realized in reality by each
person’s virtuous conduct in line with its ethical
maxims. But lower levels of rule are also important.
Religions specify rights and dutics as the example of
Hindu castes illustrates (Ex. 7.4). Adherence to certain
tenets is emphasized to ensure allegiance and emotional
commitment. The Roman Catholic church, for exam-
ple, has a catechism which is a simple memorizable
exposition of what all Catholics should believe and
defend. All religions include a variety of conventions
and strive to dominate popular morality: and all use
ritual and prescriptions to extend control of behaviour
to sensory interaction with the sclf (c.g waking,
bathing, thinking), with the community (e.g. the com-
mon language) and with the natural world (e.g
responding to the seasons). Of all prescriptions, those
in the liturgy governing worship are particularly signi-
ficant. Even though Confucius emphasized ethical living
and rejected the superstition and magic of his time, he
still regarded the meticulous performance of rites and
cerémonies of worship as essential to express reverence
tor a supreme cosmic spiritual power (Tien).

Maintaining the Religion. The tendency of
organized religion to shape the other moral institutions
in its society means that it may be difficult for members
of the community to distinguish the boundary between
rcligious observance and cultural practice. Islam, in
many places, still strongly resists attempts to separate
out its religious sphere.

Where an organized religion is official or coter-
minous with society, its maintenance is unproblematic
because it pervades the culture. Rejection of such an
institution becomes extremely difficult because all the
sanctions primarily associated with lower level moral
institutions are used — penalties, condemnation,
exclusion, opposition, rejection and direct control.
However, religion has the potential to generatc a
particular form of non-coercive compliance based on
trust. A genuine fellow religionary can be trusted,
while the person who actively dis-identifies himself
from the true faith, the apostate or non-believer, is
distrusted.

Religion also provides a straightforward way to
activate and nourish transpersonal being and is in turn
reinforced by this identity realm. However, because its
function is essentially social and practical — the
security of the community and the prosperity and good
conduct of its members according to Giordano Bruno
writing in the late 16th century — organized religions
are deeply conventional and suspicious of transcen-
dental support. Bruno, despite his deep belief in God,
was burned alive for teaching Copernican ideas.



Chapter 7: Developing lclemiz)/

Change in an organized religion is complex. Religions
have always evolved through contact with other faiths
and through unavoidable intcrnal arguments. Yet any
serious internal challenge to the essentials of a religion
is inconceivable. Deliberate modifications are actively
opposed and labelled heresy. Heretics, believers in
those modifications, are condemned and usually
cjected. Over the centuries, schism and tension within
churches recur as competing sects generated by
inspired devotces try to sustain or re-vivify the original
spirit of the founder of the faith.

Replacement of the religion within a society is pos-
sible but rarc and associated with massive social
upheaval. It occurs, for example, as one of the sequelae
of conquest (e.g. the European impact in black Africa)
or when near-absolute monarchs are converted (e.g.
Ashoka’s conversion to Buddhism). Completely new
religions emerge spontancously at times of spiritual
upheaval when social life evolves to a higher level of
complexity and awarcness. The transition from hunt-
ing-gathering to farming, and the transition from small
farming villages to cities and civilizations were just such
extraordinary times, (Some say that the present
development of inter-connectedness of all people on
the planet and the growing recognition of our inter-
dependence and responsibility for the planet is vet
another of these extraordinary transitions.)

Although the spirit of religion battles against envy,
malice and meanness, organized churches are forced to
accommodate to the level of spirituality and ethical
development of their members. Because whole
societies have not been generally marked as yet by self-
reflective awareness and spiritual depth, so religions as
practised would rarely have been praised by their
founders. Thinkers within the churches are only too
aware of the perversions of spirituality that occur
within their clergy and congregations. Much American
Judaism, for example, more or less dispenses with the
idea of God: and Anglican congregations have been
found to defend against the purpose of their churchina
variety of ways.“’

Spiriluality, it sometimes scems, can only be pre-
served by sweeping away the authority. ritual. bureau-
cracy and legalism of churches — and yet this fails to
recognize that organized religion is a communal need.

Although people still belicve in God, modern secular
institutions struggle with the notion of a need for
religion in socict)'.37 Secular criticism finds religion of
any sort too pervasive and controlling — although this
is precisely the qualities nceded to fulfil its function.
Liberal-scientific values and traditional religions seem
to be like oil and water. Rationalist opponents of
religions start by criticizing the way churches have
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preyed on the fear and credulity of the populace, then
point to the hypocrisy and corruption of priests past
and present, and finally repudiate metaphysical tenets
like soul and spirituality as irrelevant or nonsensical.

Faith is an identity need and organized religion seems
to be the only social institution which meets that need.
When religion becomes an anachronism or even ana-
thema, movements like science or Marxism offer their
own absolutes as vehicles for faith and take on the
qualities of religion. But they fail in regard to the ulti-
mate questions and do not deeply satisfy most people.
The result is that the widely felt necessity for religion is
met in diverse and competing ways: via traditional
churches, scctarian movements, messianic cults, and
New Age events. Each provides a social identity but
none can ensure that this identity is naturally that of the
wider community. As a result, a crucial clement of
social coherence is lacking,

Embracing the value of a multi-faith society, rather
than being a solution to this dilemma, seems to pose
new problems. It is in the nature of religions to be
driven by absolutes, to have some hold over govern-
ment and the legal system, and to wish to reshape both
its members and wider socicty. An official religion, if
sufficiently committed to spiritual values, may tolerate
competitors, but it cannot cooperate with them at a
fundamental level because cach embodies a distinct
value system. How the forces of chaos and evil are to be
controlled in society with purely secular tools and
without a common structure of rules derived from
absolutes is still not clear. The result must be a loss of
meaning, an inability to tolerate the sufferings and
difficulties of life, and a contusion between right and
wrong — a state of affairs whose consequences are
entirely predictable.

An organized religion is the most powerful natural
moral institution and offers the most encompassing
‘givcn' approach to morality in a society. We have
reached the limit both intuitively and logically, and so
the tertiary hierarchy of the framework of experience
is now completed.

REVIEWING IDENTITY

Our aim in the chapter has been to gain clarity about
what it means to be human so as to avoid excessive
simplification or reductionism when designing ethical
arrangements in society. We have examined distinctly
different approaches to developing identity, and have
found that their concerns underpin different natural
moral institutions in society. These define our social
identity and ensure the survival of society. In teasing
out the details, it emerged that the approaches to
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identity development and moral institutions form two
further linked hierarchies. Each hierarchy revcaled a
progressive emergence from sensory-material embed-
dedness to contact with being and spirituality — much
as in the hierarchy of purpose (Ch. 3 & 4) and the
hierarchy of approaches to ethical choice (Ch. 6).

Ensuring Survival. If survival and proper func-
tioning as a human being are indecd ethical imperatives,
we now see that functioning well means that the person
must be sufficiently: integrated (L'-1), energetic (L"-I1),
constructive (L'-1l), genuine (L"-1V), liberated (L'-V),
involved (L'-VI) and serene (L'-VII). If any one of these
criteria are not met, then a person is in need and social
relationships may be harmed.

We have also discovered a set of essential supplies for
identity maintenance — stimulation (L'-I), concentra-
tion (L'-10), value (L'-MI), respect (L'-1V), recognition
(L'-V), responsibility (L'-VI), and faith (L'-VII). Each of
these must be an ethical requirement, because failure to
provide them is harmful and, at the extreme, means
death through illness, accident, chronic sclf-abuse,
suicide or murder. So long as a society or moral institu-
tion, or indeed any person or organization or relation-
ship, provides these essential supplies, it will receive
heartfelt support and reinforcement.

This analysis of personal identity can be applied (with
care) to relationships, organizations and socicties as
well. For example, a marriage, tirm or socicty can also
suffer from: an unresponsiveness to warning tensions
(L'-1), attitudes of neglect (L'-II), scapegoating (L'-11),
contempt for itsell (L'-IV), rejection of potential
(L'-V), irresponsibility (L'-VI). and lack of convictions
(L'-VID).

A society’s survival depends above all on its natural
moral institutions: upon maintenance of a minimum of
formalized etiquette to provide ceremonies which
signify respect and oil interaction; on popular morality
to ensure a degree of conformity in regard to common
activities, especially in relation 10 the body; on ideals to
ensure people feel attached and energized enough to
strive and even to die for their society; on the social
structure to provide order and give each person a
position; on an ethical teaching to promote virtue and
enable decent functioning; on a system of governance
which can enforce rules and maintain stability; and on a
religion to give shared meaning to the trials of temporal
existence, enabling people to tolerate the imperfections
of their society and the pain of the human lot.

Improving Organizations. Because even small
organizations are (secondary) comununities, they too
require all the moral institutions in order to thrive. By
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and large these arc adopted from wider society, and
adapted to suit the nature of the organization.

People who may be strangers must interact. so
ctiquette and ceremonies adapted to the needs of the
organization are essential. For example, dress rules
must vary in a restaurant, fashion boutique and board-
room. The firm develops its own version of popular
morality related in part to the work and type of people
attracted to it. Different domains — say: banking, pub-
lishing, theatre, welfare, academe, politics, ministry —
foster different attitudes to such things as alcohol,
sexual activity and money. Any organization must also
provide its own distinctive circumscribed ideals which
all can share.

The equivalent of the social structure is the designed
internal structure based on posts carrying authority
(rights) and responsibility (duties). Organizations
should uphold and affirm the ethical teaching through
developing and respecting an cthical code suited to
their activities. Organizations operate within societ_\"s
governance system but, as well as keeping the law, they
also need their own governance, formal regulations and
appeal procedures to ensure justice. Finally, although
this is a rarity nowadays, it follows that organizations
might well have an official religion or specific provisions
tor spiritual reflection. This could help ensure that
ultimate values aflected choices, activides, work rela-
tionships and community interactions. The excesses
and destructiveness of religion would have to be
severely curtailed to avoid disrupting work.

Engendering Hope. All the natural moral institu-
tions are essential and powerful. However, in practice
and to a greater or lesser degree. all are perceived to be
faulty. (Discontent with these institutions was one of
the pressures driving the inquiry and writing of this
book.) In practice, the institutions seem, so often, 1o
embody stagnation, sustain injustice, permit intoler-
ance and ignore corruption. To deal with any form of
suttering, including that generated by those very
institutions which define us as sodial beings, we need
hope.

Hope is the inner sense that we can survive and even
improve matters, somechow. But where does hope
reside and how can it be activated? Hope, | suggest, is
not just another virtue like courage or humility which
we can take or leave, emphasize or minimize. People
intuitively know that hope is life-sustaining, and that
hopelessness and helplessness form a lethal combina-
tion. It seems that hope must link with the hicrarchy for
sustaining and developing human identity.

The essential core in each approach to identity
development is irremovable: that is to say we need
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make little effort to be receptive, act instinctually, have
bodily experiences, develop a self-concept, relate in a
group, take on roles and possess a soul. But shaping an
creating an identity depends on the presence and use of
the growth-promoting potentials: that is to say, to
thrive on life we must do things. make links (sym-
bolize), attribute value, respond to others, insist on our
individuality, use situations, and scek God. 1 suggest
that these growth-promoting forces embody hope. Using
them demands an effort of will and opens the possibi-
lity to a change in one’s personal statc.

Helplessness is life-threatening because it negates the
will. Hopelessness is lite-threatening because it means
abandoning onesclf. Together they generate a devas-
tating disconnection from the range of identity-
strengthening and  growth-promoting forces at our

disposal.

Hope is a property of each person, and not of a group
or its institutions. A group whose mood is one of
despair and whose institutions are rotten may still be
capable of great things if even just the occasional person
can sustain hope. This makes protecting cach person
and the possibility of individuality of the greatest con-
sequence for the improvement of society. In other
words, ethical design must not only deal with individual
needs and community needs, it must also respond
positively to diversity,

Protecting Diversity. In a complex society it is
not easy to respond to the wide variety of groups and
communities, much less deal with each single person’s
uniqueness. For this reason, each natural moral institu-
tion recognizes the fact of diversity and has a character-
istic way of handling individual differences. A
progression has been noticeable in the accounts, and it
deserves a brief review here.

Formal etiquette views ditferences between people
as utterly irrelevant. All are cxpected to follow the
ceremonial prescriptions without any excusc, and
individual differences are largelv ignored. Popular
morality deals with the existence of varying attitudes to
bodily matters by suppressing or overcoming them.
Communal ideals accept and tolerate difterences but
within relatively narrow limits. The social structure,
however, responds positively to individual differences
and brings them under control by classifying and in-
stitutionalizing them. The cthical teaching fully recog-
nizes and values difterences and guides their informal
handling. The governance system assumes that there are
differences between people and that they need pro-
tection. It seeks to ensure that thesc differences are
properly handled via formalized and enforceable rules
and procedures. Organized religion values and sustains
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individual differences while expecting them to be tran-
scended by recognition of a profound commonality.

Asaresult, for a personin harmony with socicty, the
institutions scem to become progressively less co-
ercive. Coercion is maximum at the lowest two levels:
etiquette is kept through direct external control, while
popular morality is maintained by an external pressure.
At the next two levels, coercion is internalized: the
person’s conscience provides direct inner control over
communal ideals. while an inner pressure operates to
maintain one’s position within the social structure. At
the next two levels, documentation is used to help
people operate freely by knowing precisely what the
moral framework is: the ethical teaching shapes internal
control, and the governance system shapes external
control. At the highest level, religion aims to be liber-
ating by enabling all to move freely in harmony with the
divine will.

Producing Violence. Unfortunately, people arc
not always in harmony with their socicty or the divine
will. So the natural moral institutions do not seem quite
so benign in practice. They pose a threat to the indivi-
dual and individuality because the demand for identifi-
cation tends to be backed with all the force that the
social group can muster,

Violence appears to worsen as the levels are
ascended — the reverse of what should be the case (in
theory at least). Flouting popular morality generates
greater violence than breaches of etiquette, and civil
war and terrorism may be justified by conflicting idcals
or persisting injustices in the social structure. Even
ethical teachings are not immunc: the doctrine of jibad
makes total war an ethical requircment in Islam.
Violence perpetrated in the name of stable government
is common the world over. It is not surprising that those
societies, which are dominated by notions of revenge
and retribution should envisage that religious transgres-
sions will provoke the wrath of a God. Given that a
wrathful Omnipotent Supreme Being will destroy the
world and condemn sinful people to eternal horrors,
religious torture and persecution to prevent such out-
comes seem not merely justified but almost mandatory.

From the group’s perspective, individuals are too
often recalcitrant. The group then feels there is no way
to avoid violence. The amount of violence seems to
depend on the enlightened use of the ethical teaching by
the group. Al‘though Salman Rushdie may have written
blasphemous material. the execution order from Iran’s
avatollah, the farwa, contravenes Islam's ethical teaching
according to scholars. Unfortunately, custom and social
pressures have always enabled priests to incite their
followers' capacity for hatred and revenge.
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Transition. Work with values invariably touches on
the identity of the person and of the social group. This
is why it is so sensitive. Because the sensitive handling
of diversity and uniqueness is so important, the various
approaches to human development had to be clarified.
Because developing and strengthening social life is a
major rescarch aim, it was essential to elucidate the
identity-defining moral institutions. All cfforts at
improvement must recognize their nature, influence
and staying power.

In the modern world, social design must take
account of diversity within and between societies, a
diversity which is expressed via idiosyncratic moral
institutions. Even ethical teachings which seem so
benign and general become inextricably inter-linked
with other features of society and the religion which
gave risc to them. So attempts to universalize any
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natural (i.e. local or national) moral institution are
liable to be experienced as an alien imposition. By
contrast, particular rules of all types may be abstracted from
their moral institutions, adapted as appropriate, and offered
_for universal use.

Taken alone without cultural trappings and com-
munal identity demands, rules can be unexceptionable.
Devised specifically to meet the concern at hand, rules
prove to be invaluable.

Rules are the way forward in ethical design. The
seven types are fundamental and elemcental entities,
akin in their significance to the seven types of purpose.
We have met them here only in passing. We are now
ready to explore them more directly, starting with an
account of their nature and some straightforward
applications within organizations and society. &



Master- Rules in society’s natural moral institutions.
Figure 14  The natural moral institutions get their character from the highest type of rule {in bold) because these shape and influence rules of lower types.
As a result, the institutions become progressively more complex and powerful. See text for further details and explanation.
Note that the horizontal hierarchy of the institutions lies within social being {LVI} and the framework of experience, whereas the
vertical hierarchy lies within the legitimist approach to ethical choice (L-6) and the framework of purpose and value. Cf. MasterFigure 16.
Levels L"-| L"-4l L"-I L"-Iv L"-v L"-vI L"-vil
Formal Popular Communal Social Ethical Governance Organized
Etiquette Morality Ideals Structure Teaching System Religion
L"-7 Absolutes
1"-é Laws laws
L"-5 Maxims Maxims Maxims
L"-4 Rights Rights Rights Rights
L"-3 Tenets Tenets Tenets Tenels Tenels
L"-2 Conventions Conventions Conventions Conventions Conventions Conventions
L"-1 Prescriptions Prescriptions Prescriptions Prescriptions Prescriptions Prescriptions Prescriptions

© Warren Kinston 1991,1993

Master Matrix 14




Master Matrix 15

Master- Properties of society’s natural moral institutions.
Table 15 These form spontaneously within any complex society fo foster its survival and coherence. The various rules support social being by providing the basis
for identification and responsible participation. The place of these institutions in the theoretical framework is shown in MasterFigures 10 and 16.
Note that these institutions operate within social being and provide a foundation for both personal and communal identity.
See text for further explanation and details.
ypes of Identity Realm Link S“'E.VS Main Rule Type Ensuring Compliance: Appl:o?':h o Common
b | Mol pnd S and Focus Sanction & Inducement Ingividoo) Criticisms
Institution Typical Concerns Need Differences
I” | Formal Sensory: Ceremonial Prescription Direct social & Certainty of Ignored Too artificial and
etiquette dress, appearance, respect deals with control of doing what and mechanical.
dining, speech. social behaviours behaviour is right. irrelevant
1" | Popular Vital: Conformity Convention Social Social Suppressed Too rigid or too lox;
morality sex, aggression, work, deals with rejection acceplance and worsens personal
alcohol, drugs, money. sociol attitudes overcome problems.
" | Communal Emotional: Energy Tenet Social Social Accepted Blocks learning
ideals any properly of a society deals with opposition endorsement  and from outsiders;
which enables attachment. social values tolerated creates taboos.
IV"|  Social Individual: Order Right Losing Gaining Classified Institutionalizes
structure cloims, dulies, powers, disabilities, deals with benefits of benefits of and injustice.
privileges, immunities, liabilities. social boundaries membership membership institutionalized
V7| Ethical Relational: Virtue Maxim Social Social Recognized Too demanding
teaching handling personal and deals with condemnation admiration and and unrealistic in
social relationships. social funclioning valued everydoy life.
VI”| Governance Social: Stability Law Public Public Assumed Too overwhelming;
system maintaining peace, order, justice, deals with penalties support and too corruptible;
freedom and the common good. social enforcement prolected too bureaucratic.
‘VII"| Organized Transpersonal: Meaning Absolute Being Being Sustained Too pervasive:
religion mysteries of exislence — deals with distrusted frusted and foo confrolling;
especially evil, suffering, and Ged. social existence franscended foo hypocritical.

© Warren Kinston 1991,1993
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NOTES

The scven level hierarchical approach to be offered here
shows cvident links o the findings of other researchers.
These include: Maslow's five level hicrarchy of needs
(Maslow, A, Toward a Psychology of Being. 2nd Fd. Princeton,
NJ: Van Nostrand, 1968); de Mause's six stages in the
evolution of child care (de Mause, L. The Evolution of
Childhood. In: Foundations of Psychohistory. London: The
Psychohistory Press, 1982); Meltzer's four dimensions of
experience (Meltzer, D., Bremner, |., Hoxter, S., Weddell,
D. & Wittenberg, |. Explorations in Autism: A Psychoanalytical
Study. Perthshire: Clunie Press, 1975): the levels ol con-
sciousness described by a variety of authors (Wilber, K. Up

Jrom Eden: A Transpersonal View of Human Evolution. London:

Routledge Kegan Paul, 1983; Csanvi, V. General Theory of
Evolution. Budapest: Akademiai Kiado, 1982; Curtis, E.S.
Evolution or Extinction: The Choice Before Us. London: Perga-
mon Press, 1982; Chaisson, E. Universe. New York: Prentice
Hall, 1988): and also levels defined in the csoteric tradi-
tions. All this work has been drawn on in a general wav. At
the very least it supports the notion of a hierarchical system.
To my knowledge. the full model as outlined here has not
been previously recognized or described. 1 publicly pre-
sented an earlier version in Munich in 1989 at the invitation
of the British Council under the title: Being a Person:
Psychoanalytic Theories and Identity Systems.

It is worth noting at this siage that the identity systems map
empirical reality in that they bring order to a bewildering
array of therapeutic techniques and psycho-dynamic
theorics. People can and do use them to alter themselves and
others. The framework has no relation to psychological wait
theories, stereotypes &c. Nor to psychiatric nosology:
schizophrenia, for example, manifests differently depending
on the context provided by the systems. Nor are they ‘ideal
types’. The identity systems have nothing in common with
the universal personality types of sociologists like Viltredo
Pareto (Mind, Self and Society. Vols. 1-1¥ New York: Harcourt
Brace & Waorld, 1939). The sociologica] types of David
Riesman (The Lonely Crowd. New York: Doubleday, 1958) are
about conformity and express a cultural cthic (cf. G"-3%
Ch. 9)i.c. they cxpress identity but are not a form of human
identity.

The structure of experience was noted carlier in order to
illuminate the inner motivations which corresponded to the
distinctive forms of purpose and value. See Ch.s 3and 4, and
Master-Table 2.

The confusion engendered by the same words having
entirely different implications according to the value system
in which they are embedded is more obviously counter-
productive in management than in therapy. See: Kinston, W.
Strengthening the Management Culture: Phasing the Trans-
Jormation of Orgamzations. London: The SIGMA Centre,
1994, p.8.

Psychosomatic Personality: These individuals manifest
primacy of scnsation and action together with an im-
poverishment of feelings. They use few emotional terms,
and so feelings are not well-differentiated. Requests for a
description of feeling result in descriptions of external
events. Even dramatic or painful events are recounted with
litle emotional overtone. Affects cannot be properly local-

ized in the body. and the person seems unaware of the
common automatic bodily reactions that accompany the
cxperience of specific leclings. Qutbursts of affective be-
haviour like crying or temper may occur, but the pre-
monitory {eeling stages are not recognized. On questioning,
the individual is unable to explain the outburst other than in
terms of a vague sense of upsct. Thinking shows a pre-
occupation with minute details of external events (which
depend on sensation), but few fantasies (which depend on
image). Because symbolic claboration of events does not
occur, external reality is adapled toina simple precise and
quasi-normal way.

The above ideas are associated with the Paris school of
psychoanalysis: Marty, P.. de M'Uzan, M. & David, C.
Linvestigation Psychosomatique. Paris: Presses Universite de
France, 1963. Also see: Nemiah, ].C., Freybcrgvr, H. &
Sifneos, P Alexithymia: A view of the psvchosomatic
process. In: Modern Trends in Psychosomaric Medicine, 1ol. 3.
London: Butterworths. Ch. 20, 1976; and McDougall, .
The psychosoma and  the psycho-analytic process.
International Review of Psycho-Analysis, 1: 437-459, 1974.

Autism mav possibly be an identity disorder even though
biological factors certainly play a part in many or most cases.
Psychoanalysts have reported that autistic children have an
identity that is material and rooted in sensation, while being
severely deficient in images and higher level expericnces.
The autistic child lacks memory and thought, and has no
understanding of time: but sensory modalities, though in
disarray, are evident. Only things which can be touched and
manipulated seem real. Sensations, often repetitively self-
gcnerated, embed the child in the world around; but the
various senses wander, cach to its most attractive object,
leading to mental incoherence. Things are not valued by the
child and they may be replaced as long as the substitute
generates the identical sensation. Contour and outline are
crucial — not meaning (svmbol) or function (purpose). See:
Tustin, F. Autistic States in Children. London: Routledge
Kegan Paul, 1981; and Meltzer, D. et al op. cit. [1].

See: The Oxford Companion to the Mind. (Gregory, R.L. (ed.)
London: Oxford University Press, 1987) for summary
articles on sensation (pp.700-701) and isolation and sensory
deprivation experiments (pp. 393-4).

For the Alexander technique, see: Alexander, EM. The Use
of the Self. New York: E.P. Dutton, 1932. For dance therapy,
sce: Laban, R. The Mastery of Movement. London: MacDonald
& Evans, 1958. For behaviour therapy, see: Wilson, C.T. &
Franks, C.M. (eds.) Contemporary Behaviour Therapy: Concep-
twal Foundations of Chnical Practice. New York: Guilford,
1982.

The significance of excrcise for health is well-recognized in
the medical literature but awarencss of the identity dimen-
sion and the importance of excrcise for subjective well-
being is generally neglected: of. Gloag, D. Exercise, fitness
and health: people necd to be more active more often.
British Medical Journal, 205: 377-378, 1993,

Psychopathic-hysteric personality: Prolific elabora-
tion of famasies, bodily preoccupations and deficiencies in
the sphere of emotions and valuing are the essential features
of the disorder. In hysteria, body involvement shows up
classically in the form of unconscious simulation of physical
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illness. Emotions in hysterics are typically superficial, exag-
gerated, minimal or disconnected. Another version of
hysteria consists of numerous physical complaints in several
organ systems, leading to multiple hospitalizations and
operations without a specific medical diagnosis. These
women refuse to accept psychological explanations for their
condition, and have an increased incidence of relatives
suffering from psvchopathy and alcoholism. Psychopathic
personalitics show anti-social conduct and are unable to use
values and emotions properly. Fantasy elaboration emerges
as uncontrollable lying or impersonation. Psvchopaths show
a lack of cthical judgement and scem unaware and uncon-
cerned that such judgements are being made by others. So
they are unable to conform with the most basic require-
ments of social and interpersonal life and show repetitive
criminality, vagrancy, belligerency, drug abuse, alcoholism,
sexual abnormalities and suicidal behaviour, as well as
physical complaints.

Two classic accounts of psychopathic personality are:
Robins, L.N. Deviant Children Grown Up: A Sociological
and Psychiatric Study of Sociopathic Personahty. Baltimore:
Williams & Wilkins, 1966; Cleckley, H. The Musk of Sanity:
An Autempt to Clarify Some Issues About So-called Psychopathic
Personality. Sth Ed. St. Louis: C.V. Mosby Company, 1976.

Freud, S. (1915) Instincts and their Vicissitudes. Standard
Edition, Vol. 14: 117-140, London: Hogarth Press and the
Institute of Psychoanalysis, 1957.

- A therapy based on analyzing the exchange of identity states

between people has been developed by Eric Berne
(Transuctional Analysis in Psychotherapy. New York: Grove
Press, 1961). Melanie Klcin has developed a school of
psychoanalysis based on the assumptions of this identity
system (The Writings of Melanie Klein. Vols I-1¥! London:
Hogarth Press, 1975).

Borderline Personality: Some  people  cxperience
extreme vulncral)ility to abandonment and aloneness, and
find it difficult 10 distinguish between themsclves and
others. They show intense needs to be merged in a personal
relationship, but fear closeness because of a lack of control
over their destructiveness. They seem to lack an inner con-
ception of an enduring containing counterpart, and so have
difficulty sustaining ordinary inter-personal relationships.
Destructiveness is usually overt: self-mutilation, suicidal
attempts, ruinous behaviour, substance abuse. Such episodes
are often triggered by separations or losses. Ideas have little
hold over the personality, so contradictory and extreme
emotional positions arc held at different times. Words tend
to be experienced as emotional implements or parts of the
self, rather than as abstract conveyors of meaning. So
speaking or listening may be leh to be highly dangerous.
Emotions, cspecially anger, may escalate and alter rapidly in
response to changing circumstances. So much time and
cnergy is spent coping with the disorientation and inappro-
priate activities that flow from emotional storms and asso-
ciated misperceptions of sclf and others.

For a general psychiatric account, see: Stone, M.H. The
Borderline Syndromes. New York: McGraw Hill, 1980, For a
psychoanalvtic account, sce: Kernberg, O. Borderlin:
Conditions and Pathological Narcissism. New York: Jason
Aronson, 1975.
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Non-psychoanalvtic therapies are of two main forms. The
lirst is epitomized by Carl Rogers who emphasizes empathic
listening, non-judgemental reflection and unconditional
positive regard (Client-centred  Therapy.  Boston, MA:
Houghton-Mifftin, 1951). The second form comprises
cognitive therapies in which the focus is on secking and
correcting misconeeptions and illogical and maladaptive
assumptions or styles of thinking e.g. Beck. A. Cognitive
Therapy and the Emotional Disorders. New York: International
Universities Press, 1976; Ellis, A. Reason and Emetion in
Psychotherapy. Secaucus, NJ: Lyle Stuart, 1962. Psycho-
analytic theorists focused on this identity system include
Donald Winnicott
Facilitating Environment: Studies in the Theory of Emotional

(The Maturational Processes and rhe

Development.  London: Hogarth and the Institute of
Psychoanalysis, 1965) and Heinz Kohut (The Analysis of the
Self. A Systematic Approach to the Psychoanalytic Treatment of
Narcissistic Personality Disorders. New York: International
Universities Press, 1971). The technical emphasis is on
narcissistic support including accepting and adapting to the
patient, respecting the patient, not making emotional
demands, and being with the patient.

. See my account of shame and a bibliography in: Kinston, W,

A theoretical context for shame. International Journal of
Psycho-Analysis, 64: 213-266, 1983.

- Narcissistic Personality: The person manifests a surface

normality in emotional and social life, but once this is pene-
trated, severe disturbance is marked. There is an excessive
degree of self-reference and self-centredness, an over-
valuation of personal abilities, an intense need for love and
admiration by others, a demandingness, and a lack of
considcration for others. There is often shallowness of
fvcling. cxperiences of boredom, and a tendency to ruth-
lessness. The failure of intuition results in insensitivity and
lack of empathy. Relationships tend to be exploitative or
parasitic, with a deep depreciation and contempt of others,
and a denial of dependency. Rage is released when the
individual's sense of entitlement is frustrated, or when
imperfection needs to be accepted. Psychoanalytic ex-
ploration typically reveals a weak and vulncrable inner self
kept distant from relationships because of deep distrust and
intense envy.

For more details, sce: Kernberg, O. 1975 op. cit. [11};
Kohut, H. 1971 op.cit.[12]; Winnicott, D.W. op.cit. [12].

Maslow, A. op. cit. [1]

In comparison to therapies based on individual being, there
is more cmphasis on active inner searching‘ improving the
congruence of fecling and action, and expecting to grow
through relationships. For example, sec: Bugental, J.ET.
Psychotherapy and Process: The Fundamentals of an Existential-
Humanistic Perspective. Reading, MA: Addison-Wesley, 1978.

Freud never produced a consisient integrated model of the
mind and did not address the issue of identity. His final major
contribution in 1923 was the id-ego-supercgo model of the
mind which fits nevrotic personalities (1.-V) excellently
(The Ego and the Id. Standard Edition,Vol.19:12-59 London:
Hogarth and the Institute of Psychoanalysis, 1961). His
carliest contributions focused on historical events (L'-V])
and bodily tensions and instincts (L'-I and L'-11); while his
other major contribution was the recognition and the
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therapeutic use of psychic reality and the repressed and un-
reprcsscd unconscious (L'-1MI).

. Neurotic Personality: The neurotic is capable of a

reasonably full range of experiences and can perceive exter-
nal reality in a relatively undistorted way. However, relations
are driven by wishes which are over-valued and do not link
to realistic features of the situation. Because perceptions are
distorted by wishes, the neurotic intuits and acts inappro-
priately at times. Conflicts between wishes are also a prob-
lem and the neurotic is particularly inhibited in relation to
ordimry wishes which are inlernally judgcd as unaccephhlc
neurotic to lorm a severe conscience which generates a
burden of irrational guilt. Freud's major discovery was that
guilt and conflict lead 10 symptoms which are symbolic
attempts to get both conflicting wishes and needs for punish-
ment gratified, without either the neurotic or others
affected by the neurotic inhibition or symptom being aware
of what is happening. Neurotic behaviour may be tolerable in
relationships but it interferes with role performance and
limits social achievement.

Neurotics experience a good deal of anxiety and shame in
relation to their wishes, as well as guilt. All these affects are
commonly regarded as a cause of dysfunction, rather than as
signals that wishes are not being properly handled. If signals
are treated as a problem or threat, a ‘shoot the messenger’
policy is often instituted. Attempts to avoid the signals may
lead to shifting between identity systems. For example, per-
missiveness and assertiveness have been socially promoted as
ways of overcoming guilt-ridden inhibitions within relation-
ships: but, unless mutuality and dialoguc are promoted, a
L'-1V identity is liable 10 be activated and the L'-V dystunc-
tion will remain untreated.

. For examples of existential therapy, sec: May, R. Psychology

and the Human Dilemma. Princeton, NJ: Van Nostrand. 1967,
and Yalom, 1. Existential Psychotherapy. New York: Basic
Books, 1980. For therapies linked to radical social change,
see: Agel, ] (ed.) The Radical Therapist. New York:
Ballantine Bocks, 1971.

Traumatized Personality: Trauma is a disruption in
historical continuity by an event which overwhelms a person
and docs not permit experiential assimilation or accommo-
dation. Traumatization may occur at any stage of life, but
childhood is the period of greatest vulnerability. The trau-
matic cvent feels like a catastrophe. The person cannot
participate responsibly in it, and thoughts and feelings about
it do not get properly registered. So a failure of identilica-
tion results. The event remains within the person at a bodily
level in the form of disconnected images and sensations. A
sense of a hole (fault, gap, defect) in the mind results. The
person's subsequent life unconsciously expresses the
trauma. Catastrophic repetition always threatens to recur in
the form of an accident, the unfolding of lite circumstances,
or through deliberate choice. A varicty of anxiety and
depressive symptoms may be present. Purposive functions
like judgement and decision appear defective and tend to
limit achievement; whilc the imagination is constricted for
fear of experiencing anything which might recall the trauma.
The aim of therapy is to recover the trauma and reconstruct
the cvent so that it can be incorporated in the individual's
personal history. This reconstruction must be developed on
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the basis of evidence. It may be aided by the therapist’s intu-
ition, but it benefits from proper investigation. The person
has to become convinced about what happened because a
new identity must be created based on recognition of past
(social) realities. Thesc still limit what can be, but the per-
son can at last make creative and realistic decisions.

‘Nider socicty in the West has become far more aware of and
disturbed by child neglect, physical abuse, and sexual abuse
in recent years. This has enabled psychoanalysts, as trapped
in convention as everyone else, to start to recognize the
origins of their patients” disturbances in actual traumas. Sce,
for example, the books of Alice Miller (For Your Own Good:
Hidden Cruelty in Child-Rearing and the Roots of Violence.
London: Virago, 1987; Thou Shalt Not Be Aware. London:
Pluto Press, 1991). Psychoanalysis can reveal more subtle
forms of trauma. A coherent psychoanalytic theory of
trauma and its consequences is provided in: Kinston, W. &
Cohen, |. Primal repression: clinical and theoretical aspects.
International Journal of Psycho-Analysis. 67: 337-355, 1986;
Primal repression and other states of mind. Scandinavian

Psychaanalytical Review, 11: 81-105, 1988; and rclated

papers.
The late doyen of religious historians, Mircca Eliade, con-
cluded that faith and the sense of the sacred are intrinsic to
human consciousness. See his: Patterns in Comparative
Religion. London: Sheed & Ward, 1958; and A History of
Religious ldeas. Vols. 1-3. Chicago: University of Chicago
Press, 1978, 1982, 1985. A classic text is: Otto, R. (1923)
The Idea of the Holy. Oxford: Oxford University Press, 1959.
Also see: Tart, C. (cd.) Transpersonal Psychologies. London,
Routledge & Kegan Paul, 1975, A popular summary of the
perennial philosophy is provided in: Huxley, A. The Perennial
Philosophy. New York: Harper, 1970; and also Wilber, K. op.
cit. (1.

. Tmnspersonal pS)'cllothcrap)' is more a movement attcmpt-

ing to deal with the modern split between psychology and
religion than a systematic theory. However, all transpersonal
therapists seem to work explicitly or implicitly within a con-
ception of "the great chain of being”. See: Lovejoy, A.O. The
Great Chain of Being. Cambridge, MA: larvard University
Press, 1936; Kahn, 11, The Soul Whence and Whither. New
York: Sufi Order, 1977; Schuon, F. The Transcendent Unity of
Religions. New York: Harper 1975; Wilber, K. The Atman
Project. Wheaton. Ill: Quest, 1980. For the work of Carl
Jung, sce: The Collected Works of C.G. Jung. (Transl. R.F.C.
Hull) Princeton. NJ: Princeton University Press, Bollingen
Series. For the work of Robert Assagioli, sce: Psychosynthesis.
New York: Viking, 1965. As an example of spiritual teach-
ings, sce: Krishnamurti, ). Commentaries on Living: Series I -
1. (ed. D. Rajagopal) London: Victor Gollancz, 1965,
1967; and Anon. 4 Course in Miracles. London: Arkana, 1985.

Sec the evidence collected in: The Boxing Debate. Report of
the British Medical Association, London, 1993.

24. Psychoanalytic views of the consdence are provided by

Freud in Mourning and Melancholia (1917) and The Ego and the
1. (1923). (See. respectively: Vol. 15: 243-258, 1957 and
19: 12-59, 1961 in the Standard Edition, London: Hogarth
and the Institute of Psychoanalysis.) Also see: Klein, M. &
Riviere, ). Love Hate and Reparation. New York: Norton,
1964. Christian literature uses the term conscience in a
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somewhat different wav. It comes 1o refer to the practice of
autonomous reflection within the context of the given
creed. FHowever, the realities of the conscience as defined
here hold. Priests as school-heads and school masters used
to beat children regularly when this was customary. They
must surely have believed it was right to do so. Most had
been treated in the same way when they were children and
society permittcd harsh discipline (‘spare the rod and spoil
the child’). In other words, their conscicnces permitted
beating, even though infliction of suffering on helpless
children is not the Christian message. Autonomous reflec-
tion might have led to this conclusion and encouraged them
to override their conscience.

. Hardin, G. Earthquakes: Prediction more devastating than

events. In: Stalking the Wild Taboo. lLos Alos, Calif.;
Kaufmann. 1973.

. Hutton, J.H. Caste in India. 4th Ed. Bombay: Oxford

University Press, 1963,

. The definition of a right comes from: White, A.R. Rights.

Oxford: Clarendon Press, 1984, p.171. Also sce: Milne,
A. M. Human Rights and Human Diversity. London:
Macmillan, 1986. Utilitarians gencrally dislike rights which
get in the way of producing general benefit. The quoted
comment of Jeremy Bentham, which comes from .n
Introduction to the Principles of Morals and Legislation (1789), is
typical. Those who are concerned with a moral community
and its cohesion also wish to neglect rights. Hence the
quoted comment of the philosopher, Alistair Macintyre,
from: After Virtue: A Study in Moral Theory. london
Duckworth. 1981.

Waley, A. Three Ways of Though: in Ancient China. Doubleday:
New York. 1939 pp. 71-74.

29. Wing-Tsit Chan, A Sourcc Book in Chinese Philosophy.

Princeton, NJ.  Princcton  University Press, 1963,
Confucianism is discussed in Ch.s 2-6; and Moism in Ch. 9.

Ball, R.E. The Crown, rhe Sages and Supreme Morality. London:
Routledge Kegan Paul, 1983.

The framework here distinguishes, as we all must, between
the governance system (L"-VI) and the government (G-6%).
The governance system uses rules to indicate the preci:c
composition and role of government. To put this another
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34,

35.

36.

37.

way: the function of any government is to make and imple-
ment practical and cultural or ethical decisions on behall of
society within the explicit (constitutional or legal) and
implicit (conventional or customary) limits of the govern-
ance system.

. For example: A thoughtful proposal for the complete re-

design of the institutions delivering Western democratic
government has been offered by Friedrich Hayek in: The
Political Order of a Free People. (Vol. 3 of Law Legislation and
Liberty. London: Routledge & Kegan Paul, 1982.) His aim is
to overcome the present corrupt and weak behaviour of
governments which is due to their over-responsiveness to
well-organized pressure groups and majority opinion.
Unlike many of his other contributions 10 issues in the pub-
lic arena, these proposals on governance have had little
impact and are not discussed outside academe.

Montesquieu, C.L.de Spirit of the Laws. (ed. A.M. Cohler).
London: Cambridge University Press, 1989.

See: Hogue, A.R. Origins of the Common Law. Indiana: Liberty
Press, 1966; Brand, P. The Origins of the English Legal
Profession. Oxford: Blackwell, 1992

Smart, N. The Religious Fxperience of Mankind. New York:
Doubleday, 1969.

For an account of American Judaism, see: Woocher, ].S.
Sacred Survival: The Civil Religion of American Jews. Indiana
Press, 1986. For an account of problems in Anglican con-
gregations, see: Reed, B. The Dynamics of Religion: Process and
Movement in The Christian Church. London: Darton, Longman
& Todd, 1978.

Opinion polls regularly show that a large majority of people
believe in God. Society therefore displavs a multitude of
ways to handle this belief (cf. Blackham, H.J. Religion in a
Modern Society. London: Constable, 1966). Marx’s aphorism
that ‘religion is the opium of the masses’ needs to be put
alongside his statement that “religion is the general theory of
this world, its encyclopaedic compendium, its logic in
popular form, its spiritual point d'honneur, its enthusiasm,
its moral sanction, its solemn complement. its general basis
of consolation and justification.” (Marx, K. & Engels, F.
Collected Works. London: Lawrence & W., 1975. Vol |,
Section [, Part [: p.607.)




Chapter 8

Setting Ethical Rules

Rules are the quintessential ethical entities. Dis-
connected from the ebb and flow of events and feelings.
provided and backed by authority and subjected to pro-
longed critical scrutiny, rules are the deontologists’
dream.

An ethical rule may be simply defined as a statement
of duty which secks to govern the social conduct qf individual
members of a community. In other words. rules are a
theoretical context deliberately superimposed on prac-
tical decisions, just as communal life is a group context
for individual activities. Following ethical rules means
dcciding and acting in a way that is, by definition, right.
So rules have the power to legitimate conduct. They
possess authority and are a form of authority. Whereas
purposes gain their force from a range of internal
motivational states, rules gain their force from a range
of external authorities intrinsic to a society.

The rules were revealed during the investigation and
application of the lcgitimist approach to choice (L'-6:
Ch. 6), and then re-discovered and ordered within
society’s natural moral institutions (H": Ch.7). For
many people, following the rules in such institutions,
especially religion, is synonymous with being cthical or
leading a moral life. However, for design purposcs, the
various types of rule are far more important than those
institutions within which they originated during man's
cultural evolution.

Abstracted from the institution, severed from partic-
ular identity realms, and denuded of the trappings of
tradition, rules may be defined to govern conduct in a
wide variety of settings. When we view rules in this
disconnected and instrumental way, we look for con-
scious adherence to them. For rules within natural
moral institutions, by contrast, we assume automatic
adherence based on socialization while growing up.

When nothing changes, tradition and the existing
moral institutions suffice to guide people. Designing
rules is then no more than a philosopher’s pastime.
When actual or potential social change threatens,
people become disoriented and demand rules. And
philosophers start writing articles in newspapers.

Changes in society — whether evolutionary like
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over-population. reactive like discontent with socio-
economic class injustices, or deliberate like techno-
logical innovation in health care — disturb accepted
ways of living. Such changes gencrate a diversity of
opinions, and put public figures and institutions under
strain. They lead to a range of new and possibly un-
welcome activities which stimulate an urge to guide and
constrain the way people respond.

Ethical rules may be set cither to assist, resist, or
modify social change. Rules devised for new situations
still specify obligations and define what is right, just as
in the moral institutions. However, when new rules
emerge, identification with them cannot be assumed.
Adherence depends instead on recognizing  the
authority behind the rule, and perceiving the rule as
socially or rationally necessary.

Apart from the need to handle change. rules help to
manage the diverse inclinations of community mem-
bers. Ethical rules may be put forward in two ways:
cither seeking to change others — that is to say other
people, other organizations, or public officials; or seek-
ing to change oneself or the group’s own members.
Rules in businesses are mainly of the latter sort, seeking
to guide and control employed staff and to reassure
customers and public supervisory bodies about the
internal workings of the firm.

Social movements, trans-national bodies, govern-
ment departments and organizations of all sorts contain
quasi-communities, and those within them need rules
just like territorial communities. Rules can be designed
and authorized in organizations and associations with an
case that is unthinkable within wider society. Of course
organizations participate in society just as people do, so
they are affected by societal authorities and may
propose or seek to influence society’s rules.

To understand rules fully is as challenging a task as to
understand purposes fully. My aim at this stage is
limited. I wish to examine the nature of rules and
clarify the numerous practical differences between the
different sorts of ethical rule. I will also identity the
various ethical codes created by systematizing rules of
a single type, and provide a variety of examples of
the deliberate use of rules and codes. Finally, during
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the review of the chapter, 1 will discuss the prin-
cipal tension in using rules in society: freedom for
the individual vs coercion on behalf of the group.
This account of rules will enable a systematic ¢xamina-
tion in Ch. 9 of society’s cthical (i.e. rule-based)
authoritics.

INTRODUCING ETHICAL RULES

Ethical rules specify obligations within a community.
They may be defined singly; or a number of rules may
be structured and systematized to form a code or
framework. Rules are hypothetical or theorctical en-
tities — i.e. rules are value systems (L-6) — until most
people in a community recognize their necessity —i.e.
rules then become social values (L-5) as well. Even tor
a useful and necessary rule, this essential transition
from an idea to a need is difficult. It depends on instruc-
tion and exhortation, which in turn depend above all on
clarity about what the rule is. Rules must be explicitly
and precisely formulated so that they can be explained,
followed and sensibly improved.

Rules create a self-consciously recognized constraint
when using any of the approaches to ethical choice.
Recall that legitimist choice was about setting rules in
response to an cthically problematic situation. Because
legitimist choice was at the sixth level, it scemed likely
there would be seven special types of ethical rule, one
relating to each approach to choice — just as the sixth
level of purpose contained the seven approaches, one
relating to each form of purpose. This conjecture
proved correct. Each of the seven types of rule turned
out to have a logical-intuitive basis of legitimacy in a
corresponding approach to cthical choice.

The various rules will be described in terms of
properties which are common to them all. These pro-
perties will now be explained with the key terms
italicized.

Properties of Rules

The core obligation of the legitimist approach is that
any proposed rule should be accepted by all in the com-
munity. General voluntary acceptance, always difficult
to obtain, is only possible it the rule is perceived as sup-
porting the aspiration for the common goo(l. In partic-
ular, the rule should ensure group continuity and
cohesion. It turns out that each type (level) of rule
serves a distinctive function in regard to such goals.
Because cach approach to cthical choice can be used for
rule creation (which is after all itself a matter of
choice), it is not surprising that a different basis of legit-
imacy for each type of rulc can be traced back to these
svstems.
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The various rules and codes are each developed in a
characteristic way within society and within organiza-
tions. Each gains its force from a distinct source of
authority. Authorization in practice tends to be complex
because there is often a distinction between who
devises the rule or code, who ]egitimatcs the rule or
code, and who handles breaches in the rule or code.
The actual authorities used vary in different societies
and also according 1o the rationale for developing that
type of rule. It is essential, however, to recognize that
therc are sources of authority incscapable in any com-
munity. We may usefully describe such sources as primal.

The inherent authority and scope of rules together
with their binding quality means that change in any rule
(or introduction of a new code) is likely to be experi-
enced as decply significant by those affected. Although
rules appear to be binding, this cannot be so — except
for absolutes. Indeed absolutes positively prevent
detailed lower level rules from being completely bind-
ing. Paradoxically, an essential cthical rule is freedom of
choice. If choices could not be made freely, a change of
rule would be a contradiction in terms; and personal
autonomy, rather than being a constraint in lcgitimist
choice, would be non-existent.'

Nevertheless, compliance is of the essence when a
rule is set. A properly set rule carries an expectation of
widespread  compliance. Achieving compliance is
another matter cntircly, and each type of rule varies in
the control which is required and possible. Because
compliance cannot be taken for granted, inducements
and sanctions for gaining compliance require special
attention. What is permitted for rules within the moral
institutions is not usually possible or suitable for arti-
ficially designed rules. Nevertheless, failure to comply
with a current rule, whether inadvertent or deliberate,
must be dealt with. If the rule is part of a code, breach
of one rule is a violation of the code as a whole. Because
breaches are so serious, specific ways to assess and deal
with breaches and to control people arc needed.

To increase the likelihood of compliance. there is
often an urge to press for introduction of enforceable
rules, that is to say regulations or laws (at L"-6) rather
than depending on lower level rules and codes. But this
is not always possible and such a course is often posi-
tively unsatisfactory. Partly to counter this perverse
craving for enforceability, the particular advantages of
using rules at each of the other levels will be noted.
Advantages notwithstanding, each type of rule has natural
limitations and comes in for a specific sort of criticism.

Summarizing the Rules

The hierarchy of rules contains seven levels which
derive their legitimacy from each of the seven types of
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Table 8.1: Common synonyms for rules. The synonyms below are some of those found in the literature. The
general terms are commonly used af all levels, and many of *he others e.g. guide, standard, regulation) are not level

specific either. The items in italics have a specific place elsewhere in the fromework.

General terms

Rule, value, axiom, policy. principle.

1"-7:  Absolute Commandmeni, imperative.

1"-6: law Regulation, canon, byelaw, edict, ordinance, statute.

L"-5: Maxim Precept, guide, adage, motio, proverb, saying.

L"-4: Right Entilement, duty, claim, power, privilege, liability, immunity.
L"-3:  Tenet Belief, dogma, assumption, article of faith, ideology, conviction.
L"-2:  Convention Norm, expectation, guideline standard, custom.

L"-1:  Prescription General insiruction, requirement, protocol, direction.

approach to cthical choice. In ascending order, the names
given to the rules and the associated codes are: prescrip-
tions (L"-1) which may be organized into a protocol or
code of practice: conventions (L"-2) which together form a
group’s ethos; tenets (L"-3) which may be systematized
into a credo; rights (L"-4) which may be presented in a
charter; maxims (L"-5) which may be formulated as a code
of ethics: laws or regulations (1."-6) which are gencrally
organized into a logical system; and absolutes (1."-7)
which comprise the eternal verities.

The hicrarchical positioning of the seven typus of
rule has been diagrammed earlier in Master-Figure 9
(Ch. 6). A tuller picture linking rules with the moral
institutions is now provided in Master-Figure 16. The
main practical properties of rules and codes are
summarized in Master-Table 17. The more gencral
properties of rules can be found summarized in Master-

Table 21 (Ch. 9: G"-1).

By way of a brief introduction, the function of each
type of rule and code is specified below, together with
its relation to the community, and an indication of its
use. The source of primal authority is also noted.

L"-1: Prescriptions are set to ensure that all know
and perform certain social actions strictly as specified.
Protocols and codes of practice, which are made up
of related prescriptions, are used to control activities of
people in particular social roles and situations so as to
prevent potentially harmful or unfair consequences.
Communal leadership is the source of authority. So any
prescription, even if worked out by experts, must be
proclaimed as practical, desirable and obviously right
by whichever person or public body is widely recog-
nized as leading in the domain. Leadership in organiza-
tions rests with the governing board and it has the
power to authorize codes of practice for implemen-
tation by relevant managers.
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L"-2: Conventions arc sct to ensurc that all know
and apply certain attitudes generally in their conduct.
In any community, an ethos of related conventions
limits discretionary action in a wide range of areas.
Such constraints are based in existing values which are
given authority by the mainstrcam, usually the major-
ity, of members. This ethos evolves spontaneously but
it can be shaped or developed in a constructive way by
social leaders (opinion-formers in associations, man-
agerial leaders in firms) who articulate and promote
particular conventions.

L"-3: Tenets are set to ensure that all know, affirm
and express certain values in daily life. A credo con-
structed out of related tenets powers all enduring and
effective social sub-groups within the community.
Tenets and credos devised for specialized activities are
transmitted in society via cducational institutions. New
credos emerge in social movements. Organizations take
on tenets from contemporaneous movements, parti-
cularly if a powerful leader insists. However, tenets are
highly emotional, and new tenets cannot be properly
applied without some re-socialization. So the primal
authority tor tenets, ultimately, is each person’s con-
science.

L"-4: Rights are set to ensure that all know and
respect what is due to and from each individual in a
class. Rights (including dutics) may need clarifying and
stating in a charter when there is an inherent power
imbalance or recurring conflict between classes in a
community. These classes may interact freely in society
(e.g doctors and patients), may be contained within an
organization (e.g. managers and work-force), or may
involve whole organizations whose users form a class
(e.g newspapers and their readers). Detailed work on
any charter is a matter for class representatives, but
each individual involved should own the final result.



Working with Values: Software of the Mind

The authority derives. ultimately, from the power of
the class within communal life.

L"-5: Maxims are set to ensure that all know and
meet general requirements for virtuous functioning
Maxims are specitied to maintain confidence within
relationships, either between people in a community
setting or between a sub‘group and individuals in the
wider community with whom members of the sub-
group deal. Any social group whose members adhere to
maxims is said to be ‘se]f‘regulating'. and forms what
may be called a moral community. Codes of ethics,
which are constructed out of maxims, are common in
the professions and are needed in large organizations
where managers have wide powers and considerable
discretion. The code is tailored from an accepted

cthical teaching to suit the nature and social context ol

the activity. The tcaching is the source of primal
authority.

L"-6: Laws are set to ensure that all know and obey
those rules which nced to be enforced to maintain a
stable social order. Laws apply to the whole community
and are organized into a system (o minimize inconsis-
tencies and incoherences which would undermine their
effectiveness. Laws in quasi-communitics are usually
referred to as regulations. Firms, schools, churches and
other associations need to use law-like regulations to
maintain order. Laws and law-like regulations only
operate within well-defined borders, so the territorial
community is the nation-state or sovereign-socicty.
Regulations in organizations are authorized by the
governing body, but these must always stay within the
law and can be judicially challenged. So primal
authority is located in the law.

L"-7: Absolutes arc set to ensure that all know and
aspire to the path of dutv. Duty is epitomized in univer-
sal and abstract forms like: “choose good and reject
evil’. Such epitomes can be organized as the eternal
verities obviously applicable anywhere by anyone at
any time. Absolutes express the essential spirit of ethics
and derive their authority from ultimate values which
are underpinned by God (in religious teachings),
transpersonal existence (in psychological accounts), or
Reason (in philosophers’ tracts). A group may choose a
particular absolute as its guiding dictum: Hippocrates
suggested primum non nocere (above all. do no harm) for
doctors.

Ethical Dispositions

Adherence to society's natural moral institutions is a
product of socialization and is therefore relatively
unproblematic. Compliance with newly created rules
and codes, however, requires a degree 0fsclf~disciplinc.
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To comply may sometimes feel unsatisfactory, and
compliance mayv even be judged wrong from a tran-
scendental point of view.

The difficultics with compliance are many. Rules are
all oriented to the collective good — that is to say to the
good of the organization or the common interests and
needs of others — and not to the specific interests and
needs of any particular individual. Hence it may well be
to one's own specific benefit to ignore the rule.
Further, because rules apply generally, thev can feel
impersonal and may not invite identification. In any
particular situation. the social benefit that flows to the
individual from [ollowing a rule may be minimal. or
uncertain. Finally, because sanctions often receive
greater emphasis than inducements. a negative qua]ity
surrounds compliance with rules. All these features of
rules make compliance difficult at times. Ultimately,
adherence to a rule or code at any moment depends on
the approach to choice adopted and the motivation
provided by inner obligation.

The exercise of inner obligation cannot be taken for
granted, and it scems that there are a number of endur-
ing motivational capacities which support its operation.
The term 1 will use for this sort of capacity will be
ethical disposition. A different and characteristic ethical
disposition is required for each type of rule. Ethical dis-
positions are linked to the cthical aspirations and
through them to the motivating experiences: the three
referring to successive planes of drive within the self
(see central column in Master-Fig. 16). The progressive
increase in self-consciousness and discipline which
evolves with cach of these three planes of motivation
deserves note here.

The basic motivations, experiential states found in
the lowest plane (H'), are a constant part of human
nature ~— much like the forms of purpose or the forms
of experience with which they link. Given ordinary
parenting, a child dcvclops awarenesses, intentions,
desires, interests, needs, inner obligations and inspira-
tions. Very little effort is required to recognize and
translate these into action. Nevertheless, the coher-
ence, effectiveness and cthical direction of such motiva-
tions are not to be taken for granted. Inspiration and
inner obligation play a crucial role here. Inspiration is
essential for the successful instigation and completion
of complex or important endeavours. Inner obligation
is the guiding drive which ensures harmony and appro-
priateness amongst the five lower types of motivation.
It ensures, for example, that intentions fit with needs,
or that desires take interests into account.

Inner obligation, itself, has an internal structure —
the ethical aspirations (H?). Although the aspirations
are not as self-evident as motivations, they too scem
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largely unavoidable. They are, alter all, a part of the
essential systems for ethical choice. However, like these
systems, aspirations require some degree of reflection
and conscious valuation if they are to be effectively
pursued. Continuity (L'-2) and altruism (L'-5), for
example, are fclt to be more difficult to appreciate and
pursue than intentions (L-2) and needs (L-5).
Aspirations are also more problematic because of their
associated constraints (cf. Ch. 6: Master-Table 5 and
Master-Fig. 7).

The ethical dispositions, like the ethical rules and the
identity-defining institutions. exist in a still higher
plane. and constitute a structure within the conscious
and deliberate pursuit of the common good. The prin-
cipal dispositions revealed within the framework are
meticulousness (L"-1). conformity (L"-2), dedication
(L"-3), respect (L"-4), virtue (1."-5), obedience (1."-6)
and autonomy (1."-7). Even more than the aspirations,
these dispositions are evidently dependent on self-
conscious creation and cultivation. They are what self-
conscious development of the sclf as a social being is all
about. Most people find certain forms of cthical dis-
position more congenial and inherently motivating than
others. However, a fully rounded social being necds to
develop them all, and know when and how to excrcise
them. In what follows, each disposition will be defined

and described brietly in association with cach level of

rule.

We can now examinc rules and codes in more detail.
Fach level of cthical rule will be taken in turn and
described in terms of the properties explained in this
introductory section. The earlier caveat still applies to
the examples: they are meant only to illustrate a point
and do not pretend to be an exhaustive analysis.

L"-1
PRESCRIPTIONS
AND CODES OF PRACTICE

Nature. At L"-1. the rules to be followed emerge
from the need to have a practical guide to the detailed
means for achieving something worthwhile. Hence the
basis of legitimacy is to be found in the rationalist
approach to ethical choice, an approach in which pure
means are valued (L'-1). Kant referred to these rules as
‘hypothetical imperatives'. In the present context this
type of rule is better termed a prescription because
they are like general instructions or non-discretionary
requirements,2

The function of any prescription is to ensure that all
know and perform certain social actions strictly as
specified. They are required if harm or unfairness
obviously results from an incorrect or omitted action.
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This is why the prescription is said to be right.
Prescriptions are like general instructions. They may be
uscfully grouped to form a protocol or code of prac-
tice. Such codes aim to cnsure that a range of inter-
related potentially beneficial activities are performed in
a particular way and to the letter. The link to formal
etiquette (L"-1) is evident, but the range of concerns is
no longer constrained to protecting sensory being
(L'-1). Note that ceremony and ritual are not an issue,
and that prescriptions must have a practical rationale
rather than being symbolic.

Prescriptions are typically developed by groups of
experts in the field. usually leading practitioners or
senior academics, for some or all elements of the com-
munity. To be effective in society, a prescription must
be backed by the authority of community leaders or
those social bodies with a standing in society in regard
to the topic. The prescription to ‘stop smoking’ from
the Roval Colleges based on a review of the evidence
can be authoritative in a way that advice from a family
doctor or the conclusion by a researcher in an academic
journal can never be. The prescription to ‘read the fine
print before signing anything’ might best come from
the Citizens’ Advice Burcaux or Consumers’ Asso-
ciation. The prescription to ‘use scat-belts every trip’
might appropriately come from a Minister of State for
Transport or Health. These are examples of pre-
scriptions primarily aimed at encouraging each person
to act to protect themselves.

In the case of organizations, the power to adopt a
code of practice lies with its governing board. But
hoards are generally inclined to accede to their man-
agers” wishes not to be fettered by rules of any sort. So
when politicians or community leaders hope that
organizations will adopt a code, an official or formal
inquiry procedure leading to a public report is
rcquired. A representative committee needs to be sct
up by whomever wishes to address the issue with inputs
from affected organizations. Such inquiries may be
government-sponsored (cf. Ex. 8.1 and 8.2), but not
necessarily. In the UK, the ‘code of banking practice’
was set up by the British Bankers Association, The
Building Socicties Association and the Association for
Payment  Clearing  Services.  Public quasi-official
bodies of this sort bring pressure to bear on governing
boards.

Ethical prescriptions within firms, whether or not
stimulated by external pressures, should likewise seek
to protect individual people. One bank, concerned to
reduce its losses due to stolen credit cards, issued a
prescription to its staff’ which specified that customers
should not be informed of the bank's liability. That
particular prescription aimed to protect the bank
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unfairly at the expense of others and so fails the ethical

test.

Controlling Embryo Research: A Report on the ethics of
embryo research in the UK was produced by a small
group of nonepreseniative experts: o medical socio-
logist, a physician, a lowyer. and a clergyman who was
o physicist. The Report recommended adoption of a
variety of prescriptions including: no doctor or nuise
should be compelled to participate against their con
science, wiiten consent of the mother should be
obtained, no financiol inducements should be offered to
mothers, those receiving ansplants must not be told
whether the material came from o miscarried or aborted
foetus. The Report did not wish these prescriptions to have
the status of low, but expected them to be adopted by
existing ethical commitiees who vet research proposals in
UK hospitals. If the criteria are not met by any particular
study, the ethical commitiee should tcke steps to stop the
research by refusing permission to commence, or by
removing facilities from use. Criticism of the Report
focused on whether such committees would actually act
as responsible bodies and toke such steps given their
poor record of supervision. Ex. 8.13

Prescriptions seem especially required for activities
where behaviour is regarded as actually or potentially
ethically problematic (as in Ex. 8.1). Often this is
where the envisaged change runs contrary to current
practice and convention. For example in a store where
the attitude to complaints has been that the fault lies
with the customer, it may be necessary to stipulate in
detail such matters as: how exactly the customer is to
be addressed, what immediate action is to be taken with
the goods, which manager is to be informed, what
compensation should be oftered, and so on.

Because prescriptions must be closely specitied to
suit the situation that people are in, the first stage is
often the production of guidelines to aid development
of a code. Profcssional or trade associations and
government inquirics which wish to foster code
development often provide such guidelines (cf. Ex.
8.1). For matters to improve, each relevant firm or
agency must use the guidelines to tailor and implement

their own precise detailed code of practice (cf. Ex. 8.2).

Preventing Child Abuse: From official inquiries into scan-
dals, national guidelines have emerged in the UK for
handling actual or potential coses of child abuse. These
include ensuring there are mechanisms of proper com-
munication and cooperation beiween ogencies, ropid
involvement of relevant professionals, and sensitive hand-
ling of families and documentation. Such guides need to
be adopted and specilied in detail within the hundreds of
separale agencies involved throughou! the couniry. So, in
a particular agency with nurses working in the community,
the code of practice states that: if the nurse has any
reason 1o suspect abuse of a child, then she must verbally
notify the appropriate local Authority Social Services

184

Office and follow up with a written account, must immedi-
ately make contact with the fomily doctor and arrange an
examination, must inform o designated specialist nurse,
must notify other relevant community staff, must maintain
cleor records including signing ond dafing all entries,
must record any explanations offered, and must not make
any accusations. Failure to follow these instructions pre-
cisely is a breach of duty irrespective of such things as the
nurse’s own judgement as to the reliability of the in-
formant, the obility of other professionals or agencies fo
provide help, the wish to protect or help the porents, or
even the principle of confidentiality. In shor, no personal
judgement or silualional feature removes the obligation to
follow prescriptions in the cade. Ex. 8.2%

Gaining Compliance. The need for a prescription
or code of practice implies potential resistance at a
value level. Authority alone does not generate com-
pliance. Users of a code should understand the rationale
of each prescription. Unless prescriptions are self-
evidently necessary and meaningful, the rationalist basis
of legitimacy is missing. This rationale is part of the
inducement to comply. [t asserts that what onc is doing
— stopping smoking, using a seat-belt, calling the
police — will be a means to producing a good result
and so must be the right thing,

Because any particular business might be disadvan-
taged if it alone adopted a particular ethical line, firms
within an industry commonly form an association to
control their own conduct. They are likely to agree to
bind themselves voluntarily to a code of practice which
they have had a hand in producing and which they know
others will adopt. Unfortunately, in the present climate
it is not unusual for firms to use a code of practice to
limit the degree of ethical control. English banks, for
example, were presse(l in the 1980’s to introduce a
code of practice governing relations with customers,
but after much delay their initial proposals failed to sat-
isfy anyonc but the banks themselves.

A quasi-autonomous body may be required in
addition if independent monitoring of a code is felt to
be desirable. When such regulatory authorities are non-
statutory, lhey are assigned few overt powers other than
to foster sell-regulation, and to determine and publi-
cize whether or not a breach has occurred.

Advertising Codes of Practice: Advertising is an area of
public sensitivity. Many UK firms operoted their own
codes for many years. These were further supported when
the Adverlising Association, representing all sides of the
Brilish advertising business, developed o general code.
To aid selfregulation, an independent but non-statutory
Advertising Standards Authority (ASA} was set up in
1962. Its primary task is to develop and promote the
British Code of Advertising Practice. This contains o vast
number of prescriptions comprehensively covering adver-
tising subjects and issues: e.g. investments should specify
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that their value may go down as well as up; vilamins must
not be claimed to produce weight loss. To produce this
code, the ASA underiokes research into the public's re-
octions to advertising, surveys adherence 1o the code,
investigates  complaints, and publicizes findings.
Persistent offenders are not formally penalized, but have
difficully in placing advertisements. Ex. 8.3%

Because adherence to a prescription (or non-com-
pliance) is overt and public, the possibility of social con-
trol exists. People are not just encouraged and expected
but often forced to adhere to applicable prescriptions.
Smoking, for example, is now banned in many areas
including planes, hospitals, cinemas and restaurants
where previously it was accepted as natural.

Within most organizations, implementing codes of
practice and sanctioning non-compliance are matters
for the responsible managers. Managerial sanction is a
form of direct control over people in certain roles: it
may involve disciplinary action, transfer from the task,
or dismissal from the organization. So, an employee
who decides to reject a code is forced to work in a
different organization which has not adopted that code,
or even to leave that field of work entirely. The pos-
sibility of direct overt social control means that change
in a prescription or code of practice is relatively
straightforward — providing those responsible sce the
need for it, and the proposed changes are evidently
sensible.

Detailed codes of practice are unlikely to bear fruit
unless those operating them possess the particular
ethical disposition known as meticulousness. A mcti-
culous person knows exactly what is required and pays
careful attention to detail. Such a person is positively
disposed to follow prescriptions strictly, irrespective of
personal preferences or any pressures in the situation.

Pros and Cons. Within an organization, there is
little difference between a prescription and a regula-
tion, because both lend themselves to enforcement. In
wider society, however, the difference is marked. The
advantages of using prescriptions rather than laws are
many. Prescriptions may be specified in a more straight-
forward way than laws; and can be more rapidly intro-
duced or modified by the recipient, whether a person
or an organization. Organizations must formally adopt
a code and may adapt it to maximize its appropriateness
and cffectiveness. In this process, responsibility is
actively accepted. For an employee, breaching a code is
far less stigmatizing than law-breaking. Most impor-
tantly, breaches can be followed by direct and imme-
diate control of the situation, and the delay and high
cost of legal proceedings are avoided.

The main criticism levelled at the use of codes of prac-
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tice is that they ignore the feelings and preferences of
those people or organizations (like the recalcitrant
banks) who are compelled to operate the code. Within
organizations, it is usual to find that the staff operating
a code have not drawn it up. Indeed, the prescription
may be required precisely because there is felt to be an
urgent and ethical necessity to alter the behaviour of
people in certain roles. In such cases, the code will teel
unnatural or seem wrong to them, and implementation
will be difficult.

In other words, even the simplest and most rational
of rules and codes embodies values whether or not this
is apparent. Prescriptions like all other types of rules
are values. So they affect an individual’s identity and
communal participation. Prescriptions which persis-
tently override peoples’ feelings will not feel fair or
righx to them, and so they will not be maintained. Rules
and codes hased on a greater force which controls the
attitudes governing hehaviour in social settings are
therefore required. This takes us to the next level.

L"-2:
CONVENTIONS AND ETHOS’S

Nature. At L"-2. the rules to be followed emerge
from the need to have constraints which are an expres-
sion of the values current in the social group. Here, the
basis of legitimacy is clearly the conventionalist approach
to ethical choice (L'-2). The rules themselves are
typically referred to as conventions (or somctimes
norms, standards or cxpectations) and taken together
they constitute a group ethos (sometimes loosely called
the culture). The ethos determines the prevalent tone
within a social group, and shapes conduct indirectly.

The function of a convention is to ensure all know and
apply certain attitudes generally in their conduct. It is
often preferable to introduce conventions, say. to
‘reduce litter’ or ‘stop the waste of energy’ than to
specily prescriptions. Once people accept the conven-
tion, they can find a wide variety of idiosyncratic and
locally appropriate ways to follow it. Firms are also
likely to innovate in those areas knowing that the public
is disposed to respond. But introducing new conven-
tions in wider society is equivalent to altering its defin-
ing values. This is a task primarily for politicians,
civic-minded  people, pressure-group spokesmen,
clergy and similar opinion-formers. Still, they have no
authority above and beyond the desire of the public to
have someone speak up on the issue. The authority
behind the rule remains diffusely located within the
community. Unanimity on values is never found, so
conventions are an expression of the mainstream or
majority.



Working with Values: Software of the Mind

Conventions will evolve within any community to
constrain discretionary action. People need conven-
tions to know what is acceptable in general as they
negotiate their interactions. The acceptability of a con-
vention is what makes it right and gives it a natural feel.
not its ralionality or appropriateness. So even a com-
pelling need for change may not lead to the alteration of
established conventions.

Professional Conventions: The medical profession is per-
meated by an ethos that is difficult for individual doctors
10 resist. Conventions diclate a pattern of dilferential fees
and fee'sharing between different specialists which has
evolved and is not based on ony infrinsic qualities of the
work. Surgeons, for example, usually get poid tor more
than physicians. Conventions also control the non-
medical social handling of patients. In one society a
doclor is expected to toke time to listen and reassure, in
another o prescribe a pill, in another 1o inject a drug, in
another to provide suppositories. Should what is expected
not be provided, the patient gefs upset and feels poorly
treated. This, combined with attitudes of relatives and
professional colleagues, puts considerable pressure on
the doctor to conform. Ex. 8.4

In organizations, conventions lend themselves to a
degree of management. I conventions are left to
emerge spontaneously, the result may be profoundly
unsatisfactory in terms of the mission (cf. Ex. 8.5). The
ethos in any department and any operation as a whole
should be monitored, shaped and supported by the
leadership. Even so. as in wider society, conventions are
given reality and aguthority by the social group as a
whole. So a board or senior manager cannot simply
decide a convention and issue an edict. Leaders must
introduce new conventions sensiti\'e]y and win support
for their desired ethos. If they succeed, responsibility
for the conventions becomes disseminated throughout
the organization and everyone accepts them and
ensures they are uphcld by themselves and others.
Concern for maintaining the desired ethos must never
let up. Because conventions are dynamic and continue
evolving, the situation can casily become unsatisfactory
again.

Changing an Agency Ethos: The ethos that had evolved
within a voluntory social work agency impeded work. For
example, process was given more atfention than resulls,
information was devalued and computer solutions
ignored, people overworked to the point of falling ill, and
overly personal reactions to routine managerial difficullies
were common. Such things were not amenable to conirol
by prescriptions or codes of practice. As managerial
values were introduced, things changed. It became o
matter of convention that work would be shared around
without waiting for a state of crisis or an emotional exple-
sion, discussions of priorities became the notm, com-
puters were accepted as a sensible aid rather than as a
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depersonalizing intrusion, and o task orientation sensifive
to peaple prevoiled. Social pressure resulied in the resig-
nation of a few managers wheo could not conform o the
new ways. Ex. 8.5

Aspects of popular morality (L"-1I) naturally enter
into any ethos. The subject matter (sex. aggression,
money &c) is relevant in any group and is not amenable
to control by a code of practice. A bank, for example,
recently issued a dressing code for its staff. Specific
prescriptions could have been agreed, but the bank
referred generally 10 the expectation that staff should
avoid dressing in a sexually provocative way. This is a
matter of evolving convention and within the sphere of
popular morality. So it generated intense resentment in
staff who objected through their union officials.

Gaining Compliance. Unless conventions are
based in current values, they will lack the convention-
alist basis of legitimacy. Conforming to these values
leads to social acceptance and a feeling of security. both
powerful indacements. Leaders promote ethos change
by fostering and channelling the evolution of values and
conventions. An ethos is much like popular morality in
the sensc that control is exerted ultimately through the
spontaneous exertion of social pressure.

Within organizations, the sanction of social rejection
may be further backed by indirect or informal action
like being passed over for promotion or failing to be re-
elected to a committee. Within wider society, such
immediate controls on individual people or firms are
largely absent, but pressure can be brought to bear via
the media and through boycotts. Breaches of conven-
tion can bring a whole sector into disfavour. At the time
of writing, banks are bcing excoriated for their uncon-
ventional business practices which include altering
charges without notice or agreement and extracting
payment by debiting accounts without permission.
Where firms must be allowed discretion despite their
tendencies to operate on the borderline of acceptability
— in their advertising for example — specific formal
channels are needed to focus attitudes and to bring
sustained and systematic pressures to bear (see. Ex.

8.6).

Advertising and Conventions: Ethical monitoring agen-
cies which must define and aid enforcement of codes of
practice necessorily become involved in assessing and
reflecting local motal conventions os well. The code of
advertising proctice referred to in Ex. 8.3 must take
account of public 1astes as well as pressures in regard to
decency. To achieve this, the ASA sponsors research ino
how advertising is being understood, and assesses how
public opinion is moving. The findings from such research
lead to continual modification of the code. In addition,
adjudications under the code are made in the light of
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'standards of decency and propriely that are generally
accepted ot present in the United Kingdom' [para. 3.1].
Conventions of decency, popular morality, vary greally
between countries: ane television odvertisement showing
stockinged legs was banned in the USA, could only be
shown after @ pm in the UK, and won a prize in France.

Ex. 8.6

Conformity is the necessary ethical disposition, and is.
perhaps, the most easily developed of all the disposi-
tions. Parents and teachers demand it, reward it and get
it (more or less) from children. Possibly this is why con-
formity is so commonly seen by philosophers as not
cthical at all — or even as the antithesis of what is
ethical. From the clevated perspective ol many writers
on ethics, public attitudes and majority views, with the
mundane values and popular morality which they
generally embody, often appear so debased and so con-
trary to higher principles that to put a value on con-
formity is almost sacrilegious. Like the reaction against
the conventionalist approach to ethical choice, this
position is too extreme. To conform is not necessarily
to be blind, nor is it to deny the validity of higher level
rules and other ethical dispositions. Conformity com-
plements humanity and cn]ightenment: without it, the
person is not accepted in the social group, and the other
higher ethical dispositions will not lead to any practical
social good.

Pros and Cons. Conventions are fuzzy, but this is
precisely one of their main advantages. [t means that
conventions can control matters that arc semi-private
or touch on popular morality, can allow for gradations
in adherence, can permit a variety of ways to follow
them, and can evolve gradually without stoking up con-
troversy. In an organization, for example, distinct
ethos’s can be created which are adapted to the history,
circumstances and needs of particular departments or
divisions, whereas any system of l‘cgulatiun must apply
as stated across the whole company.

Criticisms of convention focus on its unique strengths:
mainly its fuzziness and its basis in conformity. It is
sometimes forgotten that law itsell depends ultimately
on vague and poorly understood conventions in a com-
munity to respect the law and to accord it supremacy.
The real limitations lie in convention's roots in attitude.
Attitudes cannot always be harnessed. For example,
conventions which do not accord with the way people
view reality and social life can never be stable or effec-
tive because they do not seem to make sense. So intro-
duction of the rule of law, for example, is difficult in
socictics habituated to absolutist or corrupt rule. A
new type of rule at a higher level which governs how
people sustain or refashion their attitudes is required to
deal with this problem.
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L"-3
TENETS AND CREDOS

Nature. At L."-3, the rules to be followed emerge
from the need to specify precisely what values cach
individual should regularly use when choosing. These
values become rules and are recognized as tenets
(beliefs, dogmas, assumptions, articles of faith). To be
tolerated in a community, any set of tencts must be
compatible with communal ideals (L"-Ill). Tenets must
also accord with personal beliefs if a person is to use
them. The basis of legitimacy for such tenets presumably
derives from the pragmatist approach (L'-3) in which
personal-cum-social ideals form the ethical aspiration.

A set of inter-related tenets forms a credo or belief
system, idcolog)', creed or (logma. Such terms bring Lo
mind just how important tenets are for members of
political and religious sub-groups within a community.
But all associations at some time or another do (or
should) ask themselves what they stand for and belicve
in. The identity, cohesion and endurance of any asso-
ciation depend on tenets which maintain a loyalty and
uniformity of approach of members. Clarity about
tenets is especially valuable to help newcomers decide
whether they can comfortably fit into the group culture.

The function of tenets is to ensure that all know,
affirm and express certain vatues in daily life. Rules are
right by definition. So, even when scientifically derived
or proved, tenets do not depend on the facts. The point
is that our deepest guiding values define who we are and
cannot be a matter of preference or evidence. They
must remain a dogmatic statement of emotional truth.
In short, tenets are lived if they are followed at all.
Their origins and usc in the pragmatist approach (L'-3)
and more distantly in setting desired priorities (L-3)
confirm their emotional nature.

Businesses which are pragmatically driven may avoid
credos, but there is an increasing recognition that the
right sort of management culture isa Competitivc assct,
An explicit and genuine credo can be the defining core
of such a culture. Many firms do have corporate credos:
a well-known onc is Johnson & Johnson's which lists a
full range of desirable aspects in the relations which (it
affirms) ‘we must’ have with consumers, staff, com-
munities and stockholders. The full one page text is
reprinted in a handbook produced by the Ethics
Resource Center (USA) which notes that the credo is
the oldest and simplest approach to developing an
ethical code.®

Exccutive-dominated enterprises may view explicit
tenets as optional, but other types of endeavour like
regulatory authorities and social movements cannot
do without them. Members of a probation board, for
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example, are guided in their judgements by tenets in
regard to punishment, danger and incarceration. Those
joining a popular movement do so precisely because it
proclaims certain tenets. Religious movements, for
example, commence [rom a core of tenets which
become elaborated and maodified over time. At the time
of writing, new tenets about the place of women in the
Anglican church are being proposed. These could lead
to such things as God being addressed as a woman,
women being able to become bishops and so on. The
real point is that tenets, just like any other form of rule,
may be proposed, debated, adopted or rejected.

Of course, whether people understand and usc a
new tenet is another matter. Peop]e accept tencts,
respect credos and join movements according to the
dictates of their conscience. As noted in regard to
communal ideals, the conscience is the key authority
when it comes to belief. 1t dispenses self-approval and
self-dlisapproval and exerts control from inside in a
direct fashion.

Tenets of movements become tenets of organizations
which grow out of the movement (see Ex. 8.7).
However, unless tenets are restricted to high level
abstract assumptions, they have the potential to create
schisms within the group. Rcligious organizations
differentiate from the originating movement, for exam-
ple, on the basis of what seem to outsiders 10 be small
differences of opinion. The splitting of left-wing
political parties and psychotherapy organizations is also
tenet-based.

Psychoanalytic Tenets: The International Psychoanalytic
Association (IPA} formed originally by Freud has
demanded adherence to certain tenets from the very
beginning. Things like the unconscious, infantile sexuality,
defences, dream interprelations, and transference are not
just current theories, but rules of thinking and waorking
which cannol be rejected while remaining o psycho-
analyst. The use of tenets so close 1o inevitably changing
clinical theory made the IPA vulnerable fo schism. Jung,
the first President, led the way through his doubt of the
importance of sexuality in all disorders and his emphasis
on ofher ideas like the collective unconscious. Adler’s
belief in the imporionce of inferiorsuperior relations,
social relations ond the use of modified theropeutic
techniques led to onother split. Horney’s ond Fromm's
emphasis on cultural factors led to o further schism. And
$o0 on. Ex. 8.7

Many phenomena which used to be held as dogma
have been reworked by science with great benefit. As a
result, most scientists treat scientific mecthods and
assumptions as tencts. In areas where science has made
little headway — organizational life. political choice,
personal commitment, spirituality — the field is wide
open for competing idiosyncratic beliefs and creeds.
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For example: there are two theories about motivating
staff which are actually managerial credos. The tenets of
theory X hold that people dislike work and respon-
sibility, need to be coerced and controlled to achieve,
and want security above all; while the tenets of theory
Y hold that people find work natural and enjoyable,
desire self-direction, seek rcsponsibilit),; and do not use
most of their pol«:ntial.7

Gaining Compliance. Unless tencts are based on
what people actually believe or are prepared to believe,
they will lack a pragmatic basis of legitimacy. Even
then, gaining compliance to a new credo may be prob-
lematic. Tenets come to coincide with personal beliefs
through a socialization process, and the support from
others for tenets is also a powerful inducement 1o

comply.

Commercial firms must take socialization of their
employees seriously if they wish to modify tenets. For
example, the tenct ‘a focus on quality reduces costs’
runs counter to everyday experience in most firms and
yet one strand of management thinking holds it to be
essential, Some top executives regard the introduction
of new tenets as too difficult. Many seek to recruit
people who already hold the desired tenets. Others
imagine that external consultants can do the job for
them. There is often the wish to introduce new values
without speaking of credos or considering existing
beliefs and values. Seemingly worthy attempts at cul-
ture change often do little more than generate cynicism
and demoralization amongst staff, because the effort to
get the new values internalized as beliefs and recog-
nized as communal tenets is missing. Instead, hypoc'risy
persists. If a credo specifies openness, equality and long-
term success while the reality is secrecy, hierarchy, and
expedience, staff live the reality not the credo.

From the personal perspective, genuinely accepting
centirely new tenets demands something akin to a con-
version. l:ven if the idea that women are inferior to men
in some general sense is wrong and socially damaging,
getting such an idea changed, internalized and treated
as a tenet may take generations. Social movements are
usually required: like the suffragette and feminist
movements  in this case. Movements commence
through the banding together of people articulating
new ideals and passionately convinced that existing
societal tenets need to change. Most people do not go
along with a movement in its early stages, and their
resistance may generate extreme counter-measures by

activists (cf. Ex. 8.8).

Conversion to Normalization: Normalization is o recent
ideclogy which has generated o new approach to caring
for people with learning difficulties. It was developed to
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deal with the widespread tendency for such people 1o be
malireated and even dehumanized. Normalization aims
to increase outonomy ond improve the quality of care
offered to sufferers. Relotively non-contentious are pre-
scriptions in regord to labelling e.g. subslitule the term
‘learning difficulties’ for ‘mental handicap’ , and conven-
fions describing affitudes e.g. treat the person as o ‘client’
not as a ‘patient’ . But some rules are seen as harmiul in
a particular context, and so generate infense controversy.
For example, the prescription that 'the client must always
participate in oll conferences conceming them’ may
produce discomfort and constrain siaff from contiibuting
during o discussion. Managers moy then judge it inadvis:
able to implement this rule. Promoters of the code regard
such apparently reasonable opposition as showing that
managers do not really believe in normalization. Training
anticipates such opposition. It uses group pressure and
powerful emotional techniques akin to brairwashing to
convert people and dispose them to adhere 1o the tenets
of nomalization. Ex. 8.88

Even when people become intellectually convinced
that tenets upheld by their conscience are out of step
with tenets in their organization or community, they
may be unable 1o adhere to the new rules. Many of the
patients treated by Masters and Johnson for sexual in-
adequacy, for example, were found to have been in-
culcated with belicfs that sex was harmful, degrading
and djrty.9 Despite their wishes, they found it difficult
to adopt and use new tenets of sexuality. Altering
their consciences involved making themselves emo-
tionally vulnerable and accepting an intense cxposure
to the new rules of sexual life. All psycho-dynamic
therapies seek the formation and internalization of new
tenets. They do so by creating an intense, intimate and
usually lengthy attachment to the therapist as a pre-
cursor to re-working and modifying early socializing
experiences.

In other words, once tenets are established in a
society or organization, change is difficult to arrange. In
tribal bodies like churches, political parties and pro-
fessional associations, maintaining the orthodoxy is a
prerequisite to reaching leadership positions. When a
person’s beliefs no longer fit the group’s dogmas, they
willingly depart the group — this is known in the
church as apostasy; or they attempt to change the
group’s dogma by proposing new tenets — this is
known as heresy. Orthodoxies have a variety of tech-
niques to deal with new tenets. They may avoid or stifle
debate; co-opt modify and assimilate the new ideas; iso-
late and marginalize the proponents: or, at the extreme,
proscribe the heretical tenets and usc force to sub-
jugate, persecute and cxpel heretics.

Complementary Medicine: Analytic biological and epi-
demiological sciences underpinning Western medicine
are based on tenets of reductionism. Holistic medical
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proctitioners wish 1o iniroduce the tenet that each person
must be seen and treated as a unique whole. Such ideas
have always existed in medicine, but not in its scientific
basis. like other successhul heretics, the supporters of
holistic medicine offer a critique of biomedical science by
highlighting its failures. A recent BMA review of com-
plementary medicine was organized without proper parti-
cipation of the main complementory medicine
organisations, which include a research council. At the
outse!, the Report branded nonconventional practices as
norrscientitic, thereby weakening their acceptability, if not
wholly depriving them of legitimacy. Ex. 8.9'0

Dedication, a form ol passionate conscientiousness,
is the ethical disposition which must be cultivated if a
person is to recognize and act on tenets unwaveringly.
Dedication depends on a well-developed conscience
which idealizes the relevant tenets and governs actions
accordingly. Dedication is a personal quality which does
not emerge at the behest of fashion or an executive
command, Put another way, people must believe in
what they are doing and be dedicated if they are to
achieve anything substantial in the face of inevitable
obstacles. It a group member publicly ignores or chal-
lenges the tencts, others lose confidence in him very
rapidly and doubt his loyalty. Restoration to a position
of trust is difficult without a convincing explanation,
retraction, and explicit re-dedication 10 the creed.

Dedication to new tenets requires a period of reflec-
tion and a determined effort to face and work through
internal opposition based on previous convictions and
habits. The person must make an internal shift in com-
mitment while receiving a diffuse but genuine social
support. Any culture change project must allow for
these processes and recognize that they differ from
those required in most management change initiatives.

Pros and Cons. Tenets to which people are
genuinely dedicated have distinct advanrages over laws
or regulations because no external edict or force can be
as potent as the conscience. Tenets allow people to act
as their own policeman, judge and penal system.
Whereas the legal system must deal with matters after
the event, the conscience can prevent wrongdoing
because it can deal with the state of mind before any-

thing has taken place.

The emotional quality of tenets gives them the
potential not only to unite people but also to empower
them and their particular group. Criticism of tenets
focuses on their capacity to foster social tensions and
conflicts between communal groups. Tenets which we
accept seem so cminently reasonable and necessary,
whereas the tenets of other groups so often appear
invalid, incomprehensible, dangemus or unimportant.
Our group's tenets are considered and essential,
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whereas others seem to be slaves to their ideology. The
community must deal with such attitudes towards
group differences if group power is to be safely
released. Power will be used constructively if indivi-
duals are sure of their authority and responsibility in
relation to others. and this requires rules at the next
level.

L"-4:
RIGHTS AND CHARTERS

Nature. At L"-4, the rules to be lollowed emerge
from the need 10 constrain the handling of power im-
balances between classes of individual, given their
diversity and mutual inter-dependence. A class is an
abstract but immediately recognizable classitication or
categorization applicable to community members
e.g minors, entreprencurs, commuters, unskilled
labourers. The rules define and protect the indivi-
duality of those in the class, and aim to manage feelings
of unfairness in the distribution of benefits and dis-
benefits engendered by class differences and social
arrangements. The basis of legitimacy for such rules
clearly derives from the individualist approach to
ethical choice and dialectical decision-making (L'-4);
and there is an obvious relationship to the social
structure (L"-1V) within which the position of each
person is determined in relation to a varicty of social
classifications which apply.

Class imbalances emerge contentiously in particular
situations im'ol\'ing particular individuals, who are
described as the protagonists or parties to the dispute.
The rules are known as rights. Situations often call for
rights to be brought 1ogether in a charter (or declara-
tion or convention). Note that although cach person
feels the possession (or absence) of rights, they are
actually the possession of a recognized class of persons
in society.

The Protolypical Charter: In 1215, the Magna Carta
|Great Charier) defined the relative rights of the Monarch
and the Barons and others in Englond. These righis
include: No.8: No widow shall be forced 1o marry so
long os she wishes fo live without a husband. No. 10: If
anyone who has borrowed from the Jews any sum, great
or small, dies belore it is repaid, the debt shall not bear
interest, while the heir is underage. No. 40: To no one
will we sell, 1o no one will we refuse or delay right or
justice. No.41: All merchants shall have safe ond secure
exit from and entry into England and be free of all evil
iolls. No.54: No one shall be arrested or imprisoned
upon the appeal of @ woman for the death of anyone
except her husband. All these rights ore unambiguous and
can {in principle) be strictly observed. The Magna Carta,
granted by King John in the midst of a rebellion, was not
subsequently upheld. It only reached its final statute form

when Henry lll issued it in 1225. It was then reissued and
confirmed ot least 37 times down to the time of Henry V.
Ex. 8.10"

The _function of rights is to ensure that all know and
respect what is due to and from cach individual in a
class. Rights need to allow for differences and power
imbalances while enabling the relationship and integrity
of each party to be maintained. Rights, like the other
rules, also apply to non-personal individuals like firms
and governments. For instance, the leaders of the four
powers that divided Germany after World War Il spoke
of their rights during the re-unification process.

It is not casy to impose a right (or a duty) on a cate-
gory of individual. The very notion with its origin in
individualism implies that each class and its members
must, in some way, be allowed to have a say in its own
rights. So, the source of authority in relation to rights is
ultimately the power exercised by the affected class.
(Apparently might is right!) Class power, in turn,
depends on the efforts of every person in the class
affected by the rights. Although most classes — con-
sider widows, war veterans and newspaper readers —
do not form a natural social group, organizations can
emerge as a voice claiming to defend their interests. In
developing and devising rights or agreeing to a charter,
representative arrangements arc usually needed and
such organizations come to exert an influence on the
decisions of public bodies.

Many inter-class relationships within society and in
organizations show mutual dependence and yet an
obvious power imbalance e.g. between managers and
subordinates, between employers and staff, between
doctors and patients, between lawyers and clients,
between newspaper editors and readers, between
researchers and subjects, between sellers and con-
sumers and between universities and their students. In
all these relationships, unthinking expedience or sheer
self-interest of the dominant party will lead to unjust or
unnecessarily harmful practices developing. These can
be avoided and the relationship in general strengthened
i a statement of the rights and duties of both parties are
speciticd and agreed. Charters in such situations in-
variably take their shape and force from existing moral
institutions as adapted to the conflictual situation.

If charters are operated voluntarily, they can benefit
both parties e.g. instituting an employee's charter could
help boards introduce changes while raising staff self-
respect and morale; and instituting a student’s charter
could aid maintenance of discipline while fostering
maturity and rcleasing creativity,

Types of Right. The language of rights is confused
in the extreme. The trouble is that rights have come to
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be used to refer to virtually anvthing an individual
desires or feels entitled to. Such an emotional basis is
unsatisfactory because rights are inherently limited to
what others, or the social group as a whole. can actually
assign, do or provide. For example, it is meaningless to
talk of rights to health or intelligence because these are
not within the gift of society or other individuals;
whereas it is mcaningful to consider possible rights to
health care or schooling. Rights are frequently spoken
of as if they invariably imply advantage, but rights
include what is duc from someone, that is to say respon-
sibilities or duties which may be burdensome.

Rights and duties get muddled. When politicians
seek the responsibilities of office, their minds gcncrally
focus on the powers that will be theirs by right, whereas
their constituents envisage the performance of duties
which elections confer by right. Common parlance is
subtle: to have a responsibility for something is a right
which is a power, whereas to have a responsibility 0
someone is a right which is a duty or accountability.

Rights and duties tend to go together because if
something is due to you it is trequently the case that
something complementary is due from someone else
c.g if you have the right to be paid, then someone must
have the duty to pay you. However the same thing, say
free passage in the streets, may be due from others to
you and also due from you to them. At times the notion
of duty is virtually synonymous with the notion of
right. For example, if one has a duty to vote, then the
right to vote must exist as well.

Legal scholars like Hohfeld have gone further and
distinguished four types of rights, each of which exists
in a positive and negative form. There are rights in
respect of being treated (or not being treated) in a
certain way. This may be termed a claim (or an absence
of a claim). There are rights in respect of avoiding (or
not a\foi(ling) being treated in a certain way. This may
be termed an immunity (or a disability). There are
rights in respect of being enabled (or being expected) to
act. This may be termed a privilege or liberty (or a
duty). Finally there are rights in respect of being
enabled to act on others (or being blocked from doing
s0). This may be termed a power (or a liabilit).').12

Gaining Compliance. Adherence to rights and
duties should benefit each individual in the class, other-
wise the individualist basis of legitimacy is missing. It
benefits to each party are not direct and obvious, com-
pliance will be problematic. It is precisely because
rights proper seem more self-advantageous than duties
that rights have come to be thought of as divorced from
duty. Changes in rights (or new charters) characteristi-
cally generate intense opposition becausc as soon as any
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class obtains and asserts rights not previously accorded,
the balance of power in the relevant arena starts shift-
ing. King John was typical in signing and then evading
what he had signed (Ex. 8.10).

Compliance depends on each person in the parties to
the charter (e.g. cach teacher and each student) recog-
nizing their class membership and feeling an inner pres-
sure based on it to use and respect the charter. To
support this tendency, charters benefit from mecha-
nisms which encourage people to exert their rights,
allow adherence to be monitored, and enable disputes
to be openly and fairly resolved. In tirms, for example,
a worker may have a representative assist him at a
special tribunal. In wider society, social workers and
Citizen’s Advice Burcaux provide information and
counselling; and advocates may be provided for those
with difficulty speaking up for themselves.

Charters are often named after the weaker party —
hence consumer rights. patient rights, workers' rights

and seem to play down associated responsibilities
and respect for the rights of the stronger party. It is
easy, perhaps tempting, for the stronger party to take
advantage of its position. Even after agreeing to a
charter. it may nonctheless be disposed to victimize
anyone who attempts to use it. If this occurs or is likely,
sacial pressurc needs to be orchestrated by a repre-
sentative body of the class: ¢.g the union may take up a
case in relation to management practices, a health
pressure group may protest about the handling of a
patient at a state hospital, the student society can com-
plain on behalf of a student to the university authorities.
Alternatively. a regulatory authority of some sort may
be used. Ombudsmen, for example, have been
appointed in many countries to help people assert their
rights in dealing with large impersonal or monopolistic
bureaucracies like local government.

If the rights violation is recognized and accepted. the
offending party needs to provide restitution or com-
pensation, an appropriate apology and an agreement to
accord due rights in futurc. Active steps may have to be
taken to ensure that attitudes are reoriented, that dis-
advantages accrued during the period of violation are
rectified, and that arrangements are in place to ensure
there is no repetition.

Respect is the erhical disposition which fosters the
recognition and assertion of rights, and enhances the
likelihood that they will be accorded. Humiliation or
maltreatment suffered at the hands of a stronger party
is evidence of a breakdown in respect. It will be recalled
that supplies of respect. both self-respect and respect
from others. are essential to maintain self-esteem and
support existence as an individual (L'-IV). Respect
increases the likelihood that the exertion of rights will
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enhance social cohesion. Anyone who abuses the rights
of another implicitly devalues a whole class, and so
weakens the community. Devalued people often find it
difficult to maintain their self-respect. and then their
feelings of inferiority may release aggression which
causes further loss of respect. So community tensions
and discord are heightened in a vicious downward
spiral.

Pros and Cons. As noted above. people who feel
their own position is weakened or jeapardized tend to
reject the rights of others. They engage in overt or

covert resistance and promote a different balance of

power. Until rights are backed by law. class representa-
tives may determinedly pursue their own ends to the
detriment of others and even society as a whole. So
rights present a potential threat to peace, order and
stability. As a result, and unlike rules at previous levels,
it is wholly appropriate to make them a focus for law-

making.

Parents Oppose Children’s Rights: The children’s rights
movement has been associated with the uncovering of
physical harm, sexual abuse, neglect ond exploitation of
children by parents and relatives. This has led to in-
creased supervision of families and more orders to take
children into care. As a result, organizations hove formed
1o uphold ‘parent’s rights’ and to oppose, or ot least fimit,
official intrusion inio family life, external control of family
behaviours, and compulsory removal of children from the
home. The UK government finally responded with o
Children’s Act (1989} which emphasises that children do
have rights and that parents have responsibilities rather
than, or as well as, rights in relation to them.  Ex. 8.11

Nevertheless, the sensitivity that surrounds the need
for differential rights (or the wish to eradicate differen-
tials) means that there are often advantages in intro-
ducing a new charter initially on a non-legal basis. This
enables discussions to take place, helps anomalies to be
clarified, and ensures that something will be formu-
lated. Violations can then receive publicity without
necessarily invoking public penalties. Beliefs can be
gradually modified. Attitudes can adapt. If legal status
were required ab initio, such documents would never
sce the light of day. Even if they were produced, those
most affected would refuse to endorse them. In short,
legalizing rights does not necessarily lead to real social
change.

Rights of Children: When the UN Convention on the
Rights of the Child (1989 is ratified by 20 countries after
10 years of debate, it will become international law and
binding upon them. However, there will be no judicial
machinery lo enforce the low and no right of individual
complaint. Many of the Arlicles run counter to practice
and law even in relatively advanced countries like the UK
where separation of children from parents occurs as a

consequence of immigration policies {cf, Art. 9), hitting
children is slill condoned (cf. Art. 19}, and boys as young
as 15 are being remanded in prison with adults {cf. Art
37). Ex. 8.12

Criticism of those rights which are not binding in law
often concentrates on difficulties with enforcement —
but, of course, this applics to all the rules thus far.
Criticism which is more to the point emphasizes the
potential for conflict generated by the very act of defin-
ing and recognizing rights. Whenever power relation-
ships are altered — which is precisely the purpose of
new rights and duties — those who lose power tend to
feel that the developments are unfair, This results in
contflict, as exemplified in the clash between supporters
of parents’ rights and childrens’ rights (Ex.s 8.11 and
8.12). The result is that rights campaigners, when
fighting discrimination, often discriminate or advocate
discrimination against members ol previously powerful
classes, and even persist in discriminating against other
vulnerable classes. Criticism is often targetted at
crusaders secking the assignation of new rights. The
most undcrmining criticism is that they hold extremist
views which are not truly representative of the class.

Taking a rights perspective alone is insufficient as a
guide in many situations. Consider the not uncommon
situation of a hospital patient harassing a nurse.'? The
nurse’s rights may indeed be violated, but to avoid the
patient or to retaliate does not seem to be ethically
desirable, and appealing to a charter or adjudicatory
body is hardly the answer. Such situations can only be
dealt with ethically using rules at the next level.

L"-5:
MAXIMS AND CODES OF ETHICS

Nature. At L"-5, the rules to be followed emerge
from the need to regulate the handling of relationships
so as to maximize the likelihood of an overall beneficial
result. The basis of legitimacy for such rules can be found
in the communalist approach to ethical choice (L'-5).
These rules will be referred to as maxims. Maxims are
often encapsulated as proverbs, mottos, adages or wise
sayings. Maxims are a form of rule developed to govern
personal relationships irrespective of issues of indivi-
dual advantage or power, and their origin is society’s
ethical teaching (L"-V). An organized collection of
maxiras designed for a particular purpose is termed a
code of ethics (or sometimes a code of conduct).

The function of 2 maxim is to ensurc that all know and
meet the general requirements for virtuous function-
ing. So maxims tend to be more widely applicable and
more self-evidently good than previous types of rule.
Maxims apply as much to organizations and govern-
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ments as to persons. For example, although govern-
ments may break verbal undertakings by their ministers
and diplomats (just as people may break promises), it is
usually accepted that the cthical precept requiring
adherence to agreements freely entered into still

applies.

Maxims appeal to the guthority of the current ethical
teaching Because the teaching is a natural moral in-
stitution, the legitimacy of the maxims is immediately
recognizable and readily granted without detailed
reference or debate. An ethical teaching can be said to
define a moral community; and maxims only have
validity and automatic respect (as opposed to lip
service) within such a community. Those assuming
moral leadership in any community address challenges
by emphasizing particular maxims and virtues that
seem relevant. Calls for restraint and tolerance at times
of civil turmoil, exhortations to be industrious and
thrifty when economic conditions worsen, pleas for
honesty and truthfulness to resolve a scandal, exemplify
the use of maxims.

Any individual, person or organization, can deter-
mine maxims and virtues for their own use. For exam-
ple, the general maxim "to respect confidences’ might
be expanded in a business to confidentiality in regard to
tenders, or confidentiality in regard to advice. The
maxim to ‘care for others’ when applied within a
chemical firm might become: “protect those who pro-
duce, package, transport, use and dispose of our pro-
ducts from potential hazards’. Such a maxim could lead
to responsible managers devising and implementing a
wide variety of prescriptions, conventions, duties,
procedures and policies.

One investigator claimed to have found over 400
codes of cthics covering a wide variety of occupations
— everything from muscum curators to private detec-
tives to public relations. However, the org:mized use of
maxims is most evident and credible in established
professions, most prominently medicine. (Hence the
choice of examples in this chapter.) Membership asso-
ciations of doctors and those of other professionals —
including social workers, lawyers, accountants, den-
tists, statisticians &c — scek to gain and maintain the
confidence of the public by giving guidance which spells
out the virtue of its members while not infringing their
autonomy. The code of cthics re-works maxims from
within the accepted ethical teaching adapted to suit the
stresses of professional activities. The maxims in a code
are typically formulated in a very general and un-
arguable way which facilitates their internationaliza-
tion. Because the maxims seck to be applicable in any
situation, they must be articulated so as to allow con-
siderable latitude in performance.
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Maxims for Doctors: The Canadian Medical Association
capiures the flavour of what a code of ethics is about by
opening their code with seven maxims. These are — 1
Consider firsi the wellbeing of the patient. 2: Honour
your profession and its fraditions. 3: Recognise yout
limitations ond the special skills of others in the prevention
and treatment of disease. 4: Protect the patient's secrels.
5: Teach and be taught. 6: Remember that integrity and
professional ability should be your only advertisement. 7
Be responsible in selting a value on your services.

Ex 8.13'4

A code is also significant in business, because if a firm
gets a reputation for operating cthically, it is un-
doubtedly strengthened. By providing a recognizable
and respected common social framework, a code of
cthics helps employees and professionals to do what is
right and to explain their actions. Ina US survey of cor-
porations and associations, a well-handled code of
ethics was claimed to provide lcgal protection, to
increase pride and loyalty, to enhance customer/client
and public good-will, and to reduce corruption (theft.
bribery).” Code development within firms should
engage with pay incentives because staff often feel that
the design of these incentives encourages them to cut
corners and indulge in sharp practice. However, one
business ethics consultant working in telecommunica-
tons and financial services firms over several years
reported that not a single firm had ever agreed to
examine its incentive system as part of its cthics
programme. 16

Gaining Compliance. Adherence to a maxim
should be in everybody's interest. Otherwise the com-
munalist basis of legitimacy is missing. But the aware-
ness that everyone benefits is a comparatively weak
inducement to comply. As in the ethical tcaching,
people may find that by not complying, they gain bene-
fits at the expense of others. For example: should a
surgeon allow himself to be tested for hepatitis B virus
to protect patients — given that, if he is infected, he
loses the right to operate? One surgeon described the
unhappy consequences of discovering his infection and
reported that his street-wise colleagues had advised him
to ignore potential harm to patients and assert his right

to refuse to be tested.!”

In a moral community, action and choice should be
determined by the exercise of autonomy and virtue. So
adherence to maxims is a voluntary matter. Like the
surgeon or an employee of the chemical firm. cach
person is given considerable freedom about how to
interpret a maxim and, in the public domain, even
whether to follow it or not. The ethical teaching under-
pinning any maxim invites identification, and identifica-
tion makes virtue easy. Others may view virtue with
admiration, but for the virtuous person. it is no more
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than being natural. Correspondingly, adherence to a
maxim with which we are not identified is a constant
struggle against passions and expedience.

An Association Breaks the Code: Psychiatrists in the USSR
were involved in the abuse of patients for political pur-
poses for many years. This coniravened the code of ethics
developed by the Warld Psychiatiic Association (WPA] in
its Declaration of Hawaii. In order to avoid expulsion from
the WPA, the Soviet Association resigned in 1983 and
slandered the British Royal College of Psychiatrists. The
Soviets attempled o be readmitted at the WFPA Congress
in 1989 in associafion with Gorbachev's attempt to re-
vitalize the USSR vio perestroika and glasnost. Howaver,
the Soviet contingent imagined that they could do so with-
out acknowledging that there had been abuse, and with-
out bothering to retract their slanders. Eveniually they
odmitted their abuse and apalogized. So o conditional
reinstatement in the WPA was then agreed subject to
Saviet reforms and their monitoring by the WPA. A report
in |zvestia referred fo readmission, but ignored the con-
ditions. It also referred to the full membership accorded to
an uniginted rival Soviet Independent Psychiatric
Assaciation as ‘temporary membership’. Ex. 8.14!8

Although cthical teachings have a perennial rele-
vance, maxims and codes of ethics do need to change at
least superficially to meet new circumstances and chal-
lenges. Modifications take the form of a re-interpre-
tation or re-articulation of already recognized maxims.
The rise of big business, for example, has led to a
demand for the development of business ethics. The
opportunity for unethical business operations has
dramatically increased in recent decades due to the
]arge amounts of moncey now involved, the sheer size
and complexity of many businesses, the absence of pub-
lic awareness and scrutiny, increased opportunities for
fraud, and over-close connections between many busi-
nesses and governments. Applying an ethical teaching
to the complexities and legalities of business requires
dedicated effort, probably best based in academies.

The erhical disposition requiring cultivation in relation
to maxims is virtue (or propriety). Virtue is compre-
hensive. It implies adherence to the ethical teaching,
development of a full range of specific virtues, and
(according to Plato and Aristotle) the exercise of these
virtues and other ethical dispositions in a proper order
and balance.

Virtue is so difficult for people that social support for
it is essential. The government or public bodies and
professional associations may establish regulatory
authorities and authorize them to define and monitor
ethical maxims rclevant to a sphere of activity. In the
case of the professions, ethical violation affects the con-
fidence of the public. So most professional associations
provide codes of ethics which allow for investigation.
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even though disciplinary responses are usually limited
to reprimands and expulsion from the association (cf.

Ex. 8.14 and 8.15).

The greater the significance that society attaches to
proper conduct in a particular domain, the greater the
likelihood that statutory regulation of professional or
business conduct will be imposed. Statutory regulatory
authorities exist to monitor and ensure propricty in a
wide variety of arcas e.g. financial deals. medical treat-
ment, aesthctic choices in the public sphere, discipline
within organizations. sexual and racial discrimination.

Protecting Medical Virtue: A doctor’s membership of the
Brilish M