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Steiner

Moral
Imagination Is
the condition
of free deeds
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What would you do If you were
Lee Pinto?

Would you retrieve the
Pinto’s from the market
or not?




What did Lee lacoca, CEO of Ford ?

What does the 1974 Ford Pinto scandal teach us
about CSR?




What would you do If you were
Steve Lewis?

Would you go to the meeting
or not ?




Questions to think «individual» dilemmas — Steve Lewis’ case

“How do my feelings and intuition “Which of the values that are in conflict

define, for me, the ethical dilemma?” are most deeply rooted in my life
and in my community?”

(To respect oneself or to be loyal — loyal to whom?)
(To consider the dilemma as his parents’ son)

Who am 1?

7

“Become who you are
(Friedrich Nietzsche)

“What combination

of expediency and

shrewdness, coupled with
iImagination & boldness, will move

me closer to my personal goals?”’

“Looking to the future,
what is my way
(not the way of others)?”

(To go to St Louis but to participate to the presentation) (To become partner in an investment bank)
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Variations on the word « Ethics »

—_—

The primary meaning of «Ethos» or «Ethics» has therefore to do with:
making your way,positioning yourself in an environment

o ¥

Ethics is a human activity. An ethos is the doctrine of a particular

The purpose of ethics Is not to art of living the best possible life and
make people ethical; it is to help the means to pursue this aim

people make better decisions (i.e. to live happily or to search for truth)

(Marvin Brown, author & ethics consultant) (Marcel Conche, philosopher)

—
A morality is a set of duties and imperatives
(positive or negatives) that a society or a community gives to itself and which
enjoins its members to conform their behaviour, «freely» & in an «unselfish»

way, to certain values enabling to distinguish right & wrong.
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Potential sources to support ethical decision-making

Codes of conducts & Legal
Mission statements duties

Heuristics Moral or ethical

(«sleep-test» rules) principles
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A framework for ethical theories

Virtue
Ethics
(Aristotles, Gilligan,...)

Principles
“Doing right”

Deontological
Ethics
(Kant, Rawls,...)

Source: Fisher & Lovell (2003); adapted by LL

Individual processes
Adaptability & responsiveness

Institutional structure
Fixity & consistency

Development
Ethics
(Etzioni, Covey,...)

Results
“Doing good”

Teleological
Ethics
(Bentham, Mill,...)
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The Texas Instrument Ethics Quick Test (2001)

Is the action legal?

Does it comply with Tl values?

If you do it, will you feel bad?

How will it look in the newspaper?

__) If you know it's wrong, don'’t do it!
__) Ifyou’re not sure, ask.

_) Keep asking until you get an answer.
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Suez’ code of ethics

Questions to ask yourself in front of an ethical dilemma

* Is it conform to the law ?

* Is it conform to the ethical code and values of my company ?

« Am | conscious that my decision can engage other people in the
company ?

* Do I feel alright with my decision ?

« What would the colleagues think about my decision ?

« What if it would be published in a newspaper ?

« What would my family think about it ?

* What if everybody would do the same ?

« Should I question the person in charge of deontology ?
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12 tests filter to validate or reject a decision

Ask yourself these questions concerning the decision you wish to take +/- Veto | Trigger
Legal duties
1. Legalist test. Is my decision in accordance with the law?
Corporate credos & mission statements

2. Organisational test. Is my decision in accordance with my organisation’s rules of conduct or ethics
Heuristics

3. Hedonistic or intuitive test. Does my decision correspond with my gut feeling and my values? Does it make me feel
good?

Respect of ethical principles
Virtue ethics

4. Light-of-day test. Would | feel good or bad if others (friends, family, colleagues) were to know of my decision and action?

5. Virtuous mean test. Does my decision add to, or detract from, the creation of a good life by finding a balance between
justice, care and other virtues?

Deontological ethics

6. Veil of ignorance/Golden Rule. If | were to take the place of one of those affected by my decision and plan would |
regard the act positively or negatively?

7. Universality test. Would it be a good thing or a bad thing if my decision and plan were to become a universal principle
applicable to all in similar situations, even to myself?

Development ethics
8. The communitarian test. Would my action and plan help or hinder individuals and communities to develop ethically?

9. Self-interest test. Do the decision and plan meet or defeat my own best interests and values?
Teleological ethics
10. Consequential test. Are the anticipated consequences of my decision and plan positive or negative?
11. Utilitarian test. Are the anticipated consequences of my decision and plan positive or negative for the greatest number?

12. The discourse test. Have the debates about my decision and plan been well or badly conducted? Have the appropriate
people been involved?



What would you do If you were
Peter Adario?

What should you do

‘ /,‘-: If a single parent on your staff
IS falling behind

IN his or her work?
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Questions to think «internal» dilemmas — Peter Adario’s case

“What are the other strong, persuasive, “What is the cash value of this situation

competing interpretations of the and of my ideas for the people

situation or problem that | hope to use whose support | need?”
fining moment for my orq.?”

as a de g mome tto y org (Refine his message and shape it to the psychological &

(To understand that, for Walters, the basic ethical issue po““ii' f;gitr?gtplrno\(ljvgclzgt‘/i?yeov;l?rfmg\:g{/ii(:]r;;g;elzrﬁ[irr?;)

was irresponsibility: McNeil’s for not pulling her weight &
his for not taking action)

Who are we ?

“Truth happens to an idea.
Its verity is in fact
an event, an idea”
Lrflienn Jamies) “Have | orchestrated a process
that can make the values
| care about become the truth

“Am | playing to win?” e
of my organization?”

(To take swift actions to counter Walters:
While Adario was out of the office, she worked with one of the
bosses to swiftly resolve McNeil’s issue)

(After hiring McNeil, to start quickly to let her & her work known
to his bosses & to campaign for a more family-friendly workplace)

Source: Badaracco (1997); adapted by Ledoux Laurent Ledoux 15



Questions to think «societal» ethical dilemmas — Edouard Sakiz’ case

“Have I done all | can to secure my “Have I thought creatively & imagina-
position and the strength & stability tively about my organization’s role
of my organization?” In society & its relationship

_ N _ to its stakeholders?”

(To refrain to take decisions that could expose directly
The organization or to confront the BoA’s president) (To orchestrate a public debate
among the different stakeholders)

Who is the
organisation?

“Ethics result from the inescapable

tension between Virtue & Virtu”
(Aristote & Machiavel)

“Have you done all you

can to strike a balance ]
z T o
both morally & practically?” Should I play the lion or the fox:

_ _ . (To organize and support a vote that will trigger
(To market the new drug without endangering the organization) a massive counter-reaction from other actors)

Source: Badaracco (1997); adapted by Ledoux Laurent Ledoux 17



The 4 orders & the tensions between the individual and the group

Spiritualities

* Synthesis based on Wisdoms Metaphysics
the texts f André ..
Cgm‘:g_gprg:\"/mg e (secular or religious)
Marcel Conche & \
Francois Jourde * possibly induces Ascending
. hierarchy for
Ethical order ierarcny
individuals

Good vs. Bad
(Self, subjective or relative Will)

- A

completes limits

Moral order

Right vs. Wrong
(Universal or universalisable duties)

l limits

Juridical & political order
Legal vs. lllegal

Descending F
hierarchy i limits
for groups

»
——

Economic, technical & scientific order

Possible vs. Impossible —
(Natural and rational Law)
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Ethical
dilemmas

Reveal
Ourselves

& stimulates
creativity

Badaracco
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Corporate Social Responsibility
The entirety of obligations legally required or voluntarily assumed by an enterprise to pass as an
imitable model of good citizenship within a given field (ean pasquero)

The three
dimensions of
CSR

Fair

Sustainabl

Environmental

Laurent Ledoux 21



Biosphere

Social
sphere

Economic
sphere

Laurent Ledoux — 31/03/11



Motivation

In whose interest & why?

* For Share- or Stakeholders?
* Marketing opportunism or moral duty?

Dynamic

How did/does CSR evolve?

» Concept’s evolution so far?
* Today’s logic in a globalized economy?

Method

How to promote it?

* Regulation or self-regulation?
» Soft or hard?
* Global or Issue-related?

Power locus
Who drives CSR?

* Internally: managers or «corporates»?
» Externally: Govs, NGOs or corporates?

Laurent Ledoux
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Dynamic — How has the CSR concept evolved so far?

Content
richness of
the CSR
concept

A

A

Sollicitude

Philanthropy
Grants & corporate patronage

Efficient management
(Technical skills)

Evolution so far?

8 components
of CSR
nowadays

:  Citizen participation
Proactive «engagement»

: Performance reporting
Triple balance sheet

Ethical rectitude
Codes of conduct

Social responsiveness
« Societal management » system

Environmental nuisance limit
Priority given to the environment

Employees’ needs

Classical Traditional

eco. eco. Beg. of
(18th century) (19th c.) 20th c.

Source : Jean Pasquero (2005), adapted by Ledoux

1960’s 1970’s

Beg. of

1990’ 21th c.

Laurent Ledoux
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Co-regulation
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Explaining the growing impact of “CSR”
& co-regulation during the last 50 years ?

Transfer of
States’ duties to

“Coherency” corporates
of the

coregulation
system

&
®

<O : _ Empowerment
.b.(\o“Q f Prolr:feran;)rl_ of 3rd parties by
0(\0“ ;LOtUQ repUtc, & States & Judges

3 ransparency

o
xO
\2
C}° \
W

Growth
of surveillance
& social controls’

i |

\ " vs. Kasky
R Consumers’
CSR concerns
egally recognized

&

Voluntary
adoption of codes
of conducts

Global

Compact

corporates
become world citizens

Politization
of comsumption

Corporates’
emancipation
from states

* Source: “Responsabilité sociale des entreprises et co-régulation”, by Berns & al, 2007 27



Motivation — Marketing opportunism or moral obligation?

Does Ethics pay?

35

30 7

25 7

% ROCE

ROCE by year for 42 major UK quoted companies

20 7

15
1997

— Average MVA/Year (with Code of conduct)

1998 1999 2000

— = Average MVA/Year (no Code of conduct)

Source: Webley and More, 2003

— Average MVA/Year (all)

Laurent Ledoux
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Opti mlze value for the

whole societ
under the constramt of an
adequate return
for shareholders |
Emmanuel & %
Faber

th ut IT“S)

‘Staeholfers vl

under the constraint of the

respect of the law ~ wicor

Friedman




Profit

Is the consequence
of the human
relation that we
develop daily with
our shareholders,
clients, employees,
suppliers and the
rest of society




Evolution of the relations between capitalism & the dominant ethos

Protestant
ethos

Birth of

— modern
Capitalism

Progressist
ethos

Expansion of

industrial
Capitalism

CHRISTIAN
ARNSPERGER

Ethique
de I'existence

post-capitaliste

Post-capitalist e
Ethos

voef

Rise of the post-
capitalist economy

P SN

Consumerist
Capitalism

Promotion
of a childish ethos

32



Laurent Ledoux



< - ‘:A . o » = % )
- Shde . - | \
©_ Transactional - _ _ B—ant A
Vs. Transformation Machiavellian ~  Leadership ~  Situational

Greenl -
(Greenleal) s ~ Leadership

.sead ershi
' i \ (Blanchard)
- [y

&h‘I’IS’maUC

rship
(Weber) -
B | X\ S\ - Integral
: : ' T Leadership a
\ » !
Q : — - [ i ' (Wllber) ‘
nal power model N

(Ha@b@g@,l EPIC Advisers

g -,\‘

" "Emotional intelligence

Expectancy theory (Goleman)

For more see http://www.12manage.com




Adaptive leadership — Reflecting upon case 1: Dr Parson & The Buchanans

What did Parsons do or
didn’t do?

What did she achieve?

Is this a leadership case?

Why or why not?

36



Adaptive leadership — Reflecting upon case 2 : William R\,heshaus & Tacoma
. / .

What did A
Ruckhelshaus do Yy B
or didn’t do?

What did he
achieve?

Is this a
leadership case?

Why or Why not?




@ Lead India - The Tree

Kelsey Hayes



http://vimeo.com/59400135
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Courage

Responsibility
Commitment
Promise

“Dare to speak intc ar
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T
Sonversation

Dialogue
Meani




Care

Generosity
Brilliance

“Modulate the s

Heifetz



'Q:"‘ .

\ Hum|I| .

Frugallty

" 0bedience

»

“The bes

L

IS th&one

whose existen
the gr

P
barely knows”

Lao Tzu




Inner calm ! ")

olitude
Work upon oneself




Influence
to lead wisely is to pay attention to, & to become skilled in, to lead wisely is to pay attention to,& to become skilled in,
the ways language shapes meaning the dynamics of holding
and life / commitment to both people and to
goals, particularly when meaning &

even relationships begin to

break down

B N Conversation

To lead wisely is to pay attention to, & become skilled in,
—_ the ways people create new understanding

in the subtle to & fro of conversation
pa—- V

Leadership Speaking into

to lead wisely is to pay attention to,

the very ordinary, yet difficult, human darkness
phenomenon of how a person comes to to lead wisely is to pay attention to,& to face with integrity,
the fore in one context and gets behind the uncertainty & fear that inevitably
someone else in another accompany responsibility & choice

Source: “Arts of the wise leader”, by Mark Strom, adapted by Ledoux



Discernment - Conversation

Story

y Strom’s

4 arts of the

Wise leader

Brilliance

Grace




“Mobilizing the group
for the adaptive work”

- & Heifetz
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a -

-___’

Adaptive
challenge

B



Solution and Primary locus of resp. for
implementation the work

Problem definition

Physician Technical

Requires Physician Technical
learning &patient &adaptive

Patient >
physician

Requires Requires
learning learning

Adaptive

.\‘

Source “Leadershlﬁ hout easy answers”, by Ronald Heifetz

T
o



stand for '.

- 2 '

Heifetz h ’I

d the reality they face”






ate the stress

Disequilibrium
A

Adaptive

Challenge Limit of

Tolerance

‘ ) Productive

. Range of
| Distress

| Threshold
of Learning
Work Avoidance

Technical Problem

Source: “Leadership without easy answers”, by Ronald Heife



Challenge

Social
function

-

Technical

Adaptive

Authority defines adaptive challenge,
provides diagnosis & questions about
problem definitions & solutions

Authority provides problem definition
and solution

Direction

Protection Authority protects from external Authority discloses external threat
threat

Authority disorients current roles, and
Authority orients resists pressure to orient people in new
roles too quickly

Role
Orientation

Controlling
conflict

_ Authority exposes conflict, or lets it
Authority restores order emerge

Norm
maintenance

Authority challenges norms, or allows
them to be challenged

Authority maintains norms

Source: “The practice of adaptive leadership”, by Alexander Grashow, Ronald Heifetz & Marty Linsky



1‘0.

My the adaptlve

& chaH-nge

pundle the issues)

” arate

—P‘r\) ect Ieadersalp : ‘ -‘

' authOTis : |
h PN ™ W strategic
b AT W - principles of

Leadership

A .
Keep the distress.level .- Focus on ripening-issues
tolerable (Counteract work avoidance
: (Control the pressure cooker) : mechanisms)

Source: “Leadership without easy answers”, by Ronald Heifetz, adapted by Ledoux






Diagnose the system
Mobilize the system

* Be ready to observe & interpret before _ _
Make interpretations

Intervening

. Diagnose the system itself Design effective interventions f

- Diagnose the adaptive challenge Act politically

- Diagnose the political landscape Orchestrate the conflict

« Understand the qualities that makes an Build an adaptive culture

organization adaptive
) | -gvi?{.:n 5

s\ Deploy yourself

» Stay connected to your purposes

]

I see yourself as a system

* Identify who you are

Know your tuning - “Engage courageously”

“Broaden your bandwidth” * Inspire people

* Run experiments

“Thrive”

Understand your roles f

Articulate your purposes

, Source: “Leadership without € m 1 Heifetz, adapted by Ledoux






vTo lead wisely

. is to pay attention to,
“the very ordinary, yet difficult, J
human phenomenon of how a person

someone else in anotl

Strom



Adaptive leadership — Reflecting upon cases 3 & 4 : Lyndon Johnson, King & others

What did or did not do s
Lyndon Johnson in the Black |
Civil Rights case and in the |

Vietham War case
respectively?

Did he act as a leaders?
Why or why not?
Are there other leaders In

these cases?
How do they differ?







..to one of the most dynamic teams
(with basically the same people)

e w
-

' =
¥ @
b ‘I .
3¢ \ / '
r

From the “cour des miracles™...



The 5 stages of culture

Language
59 Lifeds,great”
4+ “"We're great”
“I'm great”

7

“My life sucks

3

“Life sucks”

From “Tribal leadership” by Logan, King &
Fischer-Wright, 2008; adapted by Ledoux

Relationship to People

Team
Stable partnership

Personal domination

Separate

Alienated




Team management principles

Intrinsic Personal Capacity to
equality growth self-direct

Inspired by Isaac Getz (Freedom Inc.)

Laurent Ledoux 63



1 Whvwa
equalty

- Participation

equality " Diversiy
2. Humility

- Ignorance’s strength
- Transparency
- Notitles

3 Fairness

- Wage gap reduction
- Bonus sharing
- Open space for all

Everybody WaANTS to take initiatives

LLLLLLLLLLLLL



1 Exploration

- Open trainings
- Collective intelligence
- Godfathers

2 Trust

- Risky appointments
- Tolerance for errors
- Resilience faith

3 Benevolence

- Craftsmanship
- Dignity
- Coherence

Everybody IS able to take initiatives

LLLLLLLLLLLLL 65



X

» 1 Adults
Cap a,g:ity’bco " No credes
.self-digect e
e TS (20 Engagement

- Common good
- Team practices
- Societal projects

3 Letgo

- Loosening follow ups
- Distance
- Improvisation

Everybody has the liberty to take initiatives

LLLLLLLLLLLLL



Structure of stable relationships

|||||||||||||||||||||||||||||||||

v

Triad

Olivier




Clarity Proudness

My former BU’s work climate (Hay)
Progress

100

68
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Résultats en centiles

100
90
80
70
60
50
40
30
20
10

My leadership style (Hay)

- 2009
- 2011

Ll

Directive

Motivating

Friendly

Democratic

Perfect
executioner

“Grower”

Laurent Ledoux
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Why leave?

10 get out

or the way

-

&

\ 2 il faut partir.

Quand tu aimes,

Cendrars

-
4 - '
- .
-
L |
g
T & Lawentledoux 7 0
a




Freeing yourself...
from what?

Laurent Ledoux 71



Freedom IS
to choose
what you are
the slave of

Aristotle
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The limit Is what a
generation owes
to the next one

Legendre
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Listen to your - Getoff the

liberating dance floor &
guestion on the
balcony

f Learn daily to

Let go ride your

~ elephant

S R O ™ —-J ent Ledoux 75



@ -
Listen to your

liberating
guestion




What

am |
responsible
for?
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Jankélévitch

the prism of virtues



. Get off the dance floo’r &
- on the’f balcony

v, ¥




Efficiency - resilience
Diversity &
Interconnectivity

Optimal balance
N between efficiency
Sustainability & resilience.

A

100% Towards
Brittleness

%

Greater efficiency Greater
(streamlining) resilience

Towards
Stagnation

0%

— —

Ulanowicz Diversity &

Interconnectivity
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®
Learndaily
to ride
your elephant




Spiritual
exercises

Philosophy as a way of being

Photo: Robin Zebrowsk



Semler




Courageous
conversations
& daring to
speak Into
darkness
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Respect for
craftmanship

Sennett




Daily physical
exercices

&
eating habits









Let the
effect
Impose
itself

Julien




Nature IS
Infinite

In time
and space

Conche

AT
MALLETTTLLH Laurent Ledoux 90
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Extend
ethics
to nature

Callicott




Il IS one

Everything is connected

“Wisdom is knowing
that all is one”

Hawley



Wise leadersh
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Our time Is the best to
live In because
everything we thought
we knew appears to be
untrue

Tom Stoppard




To escape their predators,
the first men had to grow
their intelligence,;

To escape from mankind,
we will grow our
conscience

Patrick Viveret







To the memory of
(1925 — 2001)

who was my first spiritual master and
made me copy a thousand time:

(Si tu peux rencontrer triomphe apres défaite

Et recevoir ces deux menteurs d’'un méme front)
(Rudyard Kipling — “If)

(To win for you, losing for me
To have been, perhaps, useful
That was a modest and crazy dream
You'll bury me with it
As a star in a deep hole)
(Aragon — “J’entends, J’entends”)
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