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Introduction

Founded in 1906, the family-owned company Malden Mills is one of the
last textile mills located in Lawrence, Massachusetts. Most of the US tex-

tile industry, formerly located in the northeast of the country, has moved -

to the South or to Asia, where nonunionized workers and cheaper wages
keep these mills competitive. However, Malden Mills, under the direc-
tion of Aaron Feuerstein, chose to stay in Lawrence, where his family
had always operated this business, and the mill continued to be a union-
ized workplace.

During the early 1980s, Malden Mills had to lay off workers and was al-
most bankrupt because of fierce competition in the traditional fabric
business. Feuerstein still did not close the plant. Instead, he turned to
the union, to his engineers, and to his managers and asked them for
ways to help the company become more efficient. Given that challenge,
Malden’s engineers created a new fabric, Polartec, a patented thermal
polyester fleece fabric. This fabric became an almost instant success in
the winter clothing market. In the meantime, with the cooperation of
the union, Malden's employees were able to reduce the labor compo-
nent of all fabric production to under 10% of costs. As a result, by 1995,
with reduced labor costs and the expanding demand for Polartec,
Malden Mills had increased its small labor force to 2,900 people in
‘Lawrence and 3,200 people worldwide. Its sales rose to $400 million and
it became highly profitable (Narva, 1996).

Then, on December 11, 1995, the aging Lawrence factory partially
burned, putting most of its workers out of jobs. Feuerstein faced a new
dilemma. The insurance company would pay only about half of the $300
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million needed for rebuil
decide whether to go into debt to rebuild the factory.

Feuerstein decided to rebuild Malden Mills as quickly
the meantime, he continued to pay
work employees. Wit
again producing Polartec,
plant.

“There was a big history
Paul Correy, president of
Neeedletrades Industry an
of you. He [Feuerstein] gave you security and you gave him a

work” (Goozner, 1996, 27).

of paternalism, it wasn't just the
the local union, a branch of the

1993; General Flectric's [GE] NBG News u

ding the factory. Feuerstein, at age 70,

had to

as possible. In
wages and benefits to his out-of

hin three months of the fire, the company Wwas
and most of the workers have jobs at the new

fire,” said
Union of

d Textile Employees. “It brought the best out

good day’s

nit issues an on-air apol-

ogy to General Motors [GM] for staging a misleading simulated
crash test of GM’s full-sized pickup. The model pickup in ques-

tion was one manufactured between
leged problem is its si
often explodes upon impact. Unfortunately
create an explosion with its simulations, 50
sive inside the pictured pickup gas tank. NBC ha
GM’s estimated $1 millio
(Paré, 1994, 46)
GM alleges that there is nothin
but currently there are over 900 law suits pending
company for accidents allegedly caused by
pas tank. (McCarthy and Lavin, 1993, AZ)

January 1994: A study by the Project on
Washington watch-dog group, found
been involved in more ins
than any other military contractor. Althoug
largest military contractor during that
had 16 criminal convictions and civil judgments,
4 for McDonnell Douglas, the nation’s largest mil
(Frantz and Nasar, 1994, Al, C3)

February 1994: The
case against General Electric, accusing it of conspi

1978 and 1987 whose al-

de-saddle gas tank which, like TFord’s Pinto,
NBC News failed to
it planted an explo-
s agreed to pay
n legal and investigation expenses.

g wrong with this model pickup,

against the

this model pickup’s

Government Oversight, a
that General Electric had
tances of Pentagon fraud since 1990
h it was the fifth-
pcriod, General Electric
compared with
itary contractor.

Justice Department brought a criminal antitrust

ring with an

arm of the South African DeBeers diamond cartel to fix prices in

the $600 million wo
and Nasar, 1994, Al, C3)

rld market for industrial diamonds. (Frantz
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intended to inflate the brokerage firm’s profits and the trader’s

1993 bonus. As a result, Kidder said $350 million in profits it
recorded in the last year never existed. -« Jett, a 36-year-old
managing director . . . was among Kidder’s most highly paid
employees, earning a bonus of more that $9 million for 1993, (he
firm said. (Hansell, 1994, Al; see also Paré, 1994, 40-7)1

July 19, 1994: The New York Times reported that Ian Johnson, an engi-
neer at GE, informed the FBI that GE’s jet engines were not
meeting safety specifications on either jts commercial or its mili-
tary aircraft engines. The FBI is conducting a lengthy investiga-
tion. (Frantz and Nasar, 1994, A1, C3)

Malden Mills and GE are both successful co
executive officers (CEOs) often cited for the
ship skills. Yet the differences between the
merely size, profitability, ownership structure, or diversity. What these
differences are and why they matter are the topics for this book.

This book explores the role of moral imagination in managerial and
corporate decision-making. My aim is to develop some fresh insights on
two simple questions: Why do ordinary, decent managers engage in
questionable behavior? Why do successful com panies ignore the ethical
dimensions of their Processes, decisions, and actions? In what follows, I
argue that the missing element in many instances of alleged managerial
Or corporate wrongdoing is a simple phenomenon: moral imagination.

Moral imagination refers to the ability to perceive that a web of compet-
ing economic relationships is, at the same time, a web of moral relation-
ships. Developing moral imagination means becoming sensitive to ethical
issues in business decision making, but it also means searching out places
where people are likely to be hurt by decision making or behavior of man-
agers. This moral imagination is a necessary first step, but because of pre-
vailing methods of evaluating managers on bottom-line results, it is ex-
tremely challenging. It is essential, however, before anything else can

happen. (Garroll, 1987, 18, reprinted with some modifications from Pow-
ers and Vogel, 1980, 40)

mpanies managed by chief
ir management and leader-
S€ two companies, are not

By “moral imagination”
of a particular context as
Moral imagination entails
activities from a number o

linclude the awareness of various dimensions
well as its operative framework and narratives.
the ability to understand that context or set of

f different perspectives, the actualizing of new
Possibilities that are not context-dependent, and the instigation of the
Process of evaluating those possibilities from a moral point of view. It is
the latter that distinguist

s 1es moral imagination. Joseph Jett was imagina-
tive, but behaved in a morally questionable manner. Jack Welch, the CEOQ
of GE, is enormously creative, but GE does not always judge its creative

ventures from the point of view of independent moral standards. Thus,
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I shall argue, moral imagination is a necessary imgredient in manage-

ment decision-making. Otherwise, one often gets trapped in a particular

“schema” or narrative that fails to take into account important dimen-
lead to difficulties or even

sions of one’s activities. This en trapment may
disasters. What distinguishes Aaron Feuerstein and Malden Mills is that,

when financially challenged, he and his managers were enormously imag-

inative in creating a financially successful solution. At the same time,

Feuerstein perceived that “the web of competing economic relationships”

at Malden Mills was “a web of moral relationships.” He could not disen-

gage his business decisions from the moral standards he set for himself
and for Malden Mills. Feuerstein’s success is, in great measure, due to his
ability to integrate these standards in his quest for new products and fiscal
solvency. This, indeed, takes moral fmagination.

If ethics simply involved evaluating questionable people or question-
able institutions engaged in bad behavior, there would be many fewer
ethical issues. In the 1960s an insurance company, Equity Funding, short
of customers, made up clients, issued bogus policies to these nonexis-

tent persons, and then resold those policies to an insurance holding
heme, which went on undetected for several years, was

company. This sc
clearly unethical and illegal as well. The only issue in thal case was

whether the whistleblower, James Dirks, did something unethical or ille-
gal by selling his clients’ stock in Equity Funding before reporting the
scheme to the Securities Exchange Commission (SEC) (Dirks and

Gross, 1974; Sturdivant, 1977, 17-31).

However, most ethical issues in business are no
volve smart managers and reputable com-

misbehavior. They usually in
panies that somehow, like GE, create scenarios that have untoward con-

sequences. Lel us look at some other examples. Union Carbide was and
is a very fine comparny. Tts former CEO, Warren Anderson, was a self
effacing, deeply religious person of the highest moral character. Before
1984 Union Carbide’s safety record, with all their chemical plants world-
wide, was exemplary. Yet despite its expertise in safety, the company
built a plant in Bhopal, India, that was to defy many of Union Carbide’s
own safety standards and eventually leak a deadly chemical that killed
over 2,500 people (Shrivastava, 1987). '

The Swiss-based Nestlé Gompany produces some of the finest quality

infant formula and is well known as expert in international marketing.

Beginning in the 1950s, Nestlé took well-tested marketing strategies for
infant formula to dcveloping countries in Africa, plans that had been
successful in Europe, North America, and parts of Asia. Although Nestlé
was expert at manufacturing quality products and in predicting cus-
tomer needs, as a result of its marketing strategies in East Africa, mater-
nal misuse of the formula cost the lives of thousands of babies fed for-

mula instead of being nursed (Sethi, 1994).
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Introduction 7

The Challenger space shuttle was a joint project of NAsA and a num-
ber of excellent subcontractors including Morton Thiokol, a corpora-
tion created by a merger of two highly reputable companies. Before the
1986 Challenger explosion there had been only one accident during the
history of NAs A & space flights, and 24 previous launches of space shut-
tes constructed almost identically to the Challenger had proceeded with-
out problems. Despite NASAs fine safety record and Thiokol’s expertise
in space travel, on the 25th mission of the space shuttle program on Jan-
uary 28, 1986, the Challenger exploded within 60 seconds of lifioff (Wer-
hane, 1991b, 605-7). :

Why do these tragic events occur? The former Federal Reserve chair-
person, Paul Volcker, argues that the common thread in these scenarios
is “good, old-fashioned greed” (quoted -in Bacon and Salwen, 1991,
Al0). But that explanation, while probably partially true, is not alto-
gether satisfactory. Except for Kidder’s chief bond trader Joseph Jett,
the participants in these activities were hardly in need of money, and in
fact GE and its subsidiaries have suffered financially as a result of these
incidents. In the NBC~-GE/GM case, NBC has paid GM over a million
dollars in damages. And GM is still embroiled in civil suits concerning
the full-sized pickup. Jett, specifically, lost a great deal by being caught.

Because he banked his bonus at Kidder, Kidder kept the $9 million it
had paid him in 1993.

This set of cases raises some simple questions. How do some good
managers or companies maintain consistency in their standards of be-
havior? Why do others engage in questionable behavior? How is it that
ordinary actions of many well-intentioned managers and reputable com-
panies are exemplary; how is that similar actions by others produce ter-
rible consequences? Ethical issues in business, like those in personal
life, are troublesome, the more so because most managers in today's
open and competitive economy are smart, well-intentioned people, and
the companies they manage ordinarily intentionally try to avoid egre-
gious behavior, Why is it, then, that some become involved in question-
able activities or produce harm while others do not? Is merely human
fallibility the cause, or is something more at stake?

A second set of questions derives from the GE cases. Most managers
and most companies are not without ethical difficulties. Indeed, it would
be strange if they were, because neither people nor the companies they
constitute are infallible. But the problem is not merely a one-time weak-
ness of will, but what I would call moral amnesia, an inability to remem-
ber or learn from one’s own and others’ past mistakes and to transfer that
knowledge when fresh challenges arise. The Joseph Jeti scandal was
closely preceded by a similar problem at Salomon Brothers two years car-
lier when its head of Treasury bond trading, Paul Mozer, was caught
buying bonds in his customers’ accounts without their knowledge. As a
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8 INTRODUCTION

er purchased more Treasury Bonds for

Salomon than was legally allowed, giving Salomon control of the Treasury
bond market for these three quarters (Bacon and Salwen, 1991, A10;
Bartlett, 1991, 1). The Salomon Brothers events wWere front-page head-
{ines for months, and its three top managers as well as Mozer were fired.
Did Jett not relate those incidents to his own situation?

The Ford Pinto explosions in the 1970s are a set of cases well docu-
mented at Ford, in the courts, and by the media. Having witnessed the
problems of Ford’s Pinto, GM nevertheless refused to recall its fullsize
pickups manufactured between 1973 and 1987, pickups whose fuel tank
placement presents risks similar to those experienced by Pinto owners.
More recently, Ford engineers developed, tested, and ;:venmally mant-
factured a utility vehicle, the Bronco 1L, During tests for the prototype of
this car in 1982, it was discovered that the front wheel of the vehicle

tended to lift off on the test track curve at speeds over 40 miles an hour.
Although the tests were witnessed by Ford’s legal counsel and the com-
pany’s head of safety, according Lo reports in the Wall Street Jowrnal, Ford
went ahead with the manufacture of the Bronco [1 without design
changes, this time carefully shredding the documents describing the
test failures(Geyelin and Templin, 1993, Al, 6).2

These cases, and others, tell a story about business, and it is not a posi-
tive story. Most of the cases 1 have cited in this chapter create the im-
pression that business is bad and that free enterprise political econo-
mies are in moral trouble. But that is not true. There are thousands of
managers like Aaron Feuerstein and hundreds of companies like
Malden Mills engaged in the practice of commerce in a morally exem-
plary manner. This is why other cases ar¢ roublesome. None of these in-
cidents need to have occurred, nor should they have been repeated.
They create a false impression that business is not a morally worthwhile

enterprise, although, as 1 argue, this is not true. But in order to tell a
positive story about business, we have o figure out how to avoid these

needless negative oulcomes.
There is a third set of issues I investigate in this book: .

result, in three fiscal quarters Moz

In 1986, CBS's program 60 Minutes alleged that the automatic transmis-
sions of the 1978-1986 models of the Audi 5000 German automobile had
an accelerator defect. In at least 750 cases drivers who claimed to have put
(lieir foot on the brake gaid that the car accelerated, A number of deaths
were attributed to this phenomenon. As a result, Audi lost over 80% of its
US market share in automaobile sales. (Yates, 1986, W3l).

It turned out, after extensive investigation, that in each of those cases
the driver had put his or her foot on the accelerator! (Zverina, 1989, F1,5)
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Introduction 9

fying its truth. We organize our experience through a nexus of mental
models that create a series of stories or narratives. When one narrative
becomes widely accepted, it can affect one’s Jjudgment and bias the ways
one deals with other facts even to the extent of excluding from consid-
eration or even falsifying verifiable data. Potential Audi buyers simply
believed the 60 Minutes report to such an extent that even when the
facts of the cases were uncovered and again revealed on a later 60 Min-
ules program, Audi’s market share suffered for several years afterward.

The role of narratives is important in some of the other cases I have
cited as well. It is reported that Paul Mozer, the Treasury bond trader at
Salomon, thought he was playing a game with the Treasury Department
in which the aim was to outwit it. He thus may have created a narrative,
an interpretation of reality that Treasury bond trading was a game like
chess, and one explanation of his behavior is that Mozer bought into
that narrative despite its fantasy (Bartlett, 1991, C1; Murray, 1991, Al).
Similarly, according to at least two commentators, after nuumerous suc-
cessful launches NAsa officials began to think that the agency was invin-
cible and that the space shuttle was a perfect, even riskfree vehicle
(Feynman, 1989, 179-83; Schwartz, 1987, 56-67). The consequences of
accepting these narratives in both cases is obvious.

This book begins with an exploration of a number of tempting ways to
approach these complex issues of intentionality and moral accountabil-
ity. If “good, old-fashioned greed” is a factor, we need to investigate the
role of self-interest in managerial decision-_ma.king. It will turn out, how-
ever, that self-interests are complex matters, that people are motivated
by other interests including genuine interests in other people, and that
egoism, alone, is a defective mechanism for explaining the complex
cases I have cited.
According to the moral development literature, a second option is
to speculate that managers at Ford and Nestlé, Union Carbide and
Thiokol, Jett, and perhaps even the top management at Kidder oper-
ated on the lowest level of moral development, gauging their moral
Judgments on what Lawrence Kohlberg and other psychologists call the
preconventional level, using selfinterest and personal gain as the only
goal of their activities, and basing their actions simply on whether they
would be caught. This analysis might be plausible to describe Jett, al-
though there is independent evidence of his strong moral upbringing,
but it hardly describes most managerial decision-making, It is true that
most managers act for the self-interest of their companies, and one can
safely conclude that no one wants to get caught engaged in wrongdoing.
Yet evidence from a number of studies suggests that most managers op-
crate at least on the conventional moral development level; they care a
8reat deal about interrelationships and appeal to conventions, social
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mores, and the law Lo guide their actions (Derry, 1989). Mozer and Jeit
may have been caught up in their own self-interest, butit appeared to be
primarily in the form of an interest 1O win and to show their employers
that they were good at trading.

Alternately, one could conclude that managers of companies in trou-
ble are of weak moral character, that they do not exhibit the virtues of
excellence, honor, and respect for community (Solomon, 1992), This,
(oo, 1§ a difficult contention to verily, and again, there is contrary evi-
dence that people like Warren Anderson, the engineers at Thiokol and
at NASA, and Nestlé’s top management are basically decent, even per-

sonally virtuous people.

There is still another sct of explanations of moral amnesia. Each of us,

as 2 member of 2 particular society embedded in family, religious, social,
political relationships and as a professional, a managen or an employee,
has, or acquires, @ number of social roles. These roles are defined by the
social institutions in which one finds oneself or is a member. Sometimes
these roles and their concomitant responsibilities overwhelmingly shape
y influence one’s judgments. We find, for ex-

one’s worldview and strongl
ample, religious zealots SO committed to a cause or, on a smaller scale,

employees $O committed to their company and its survival that they
will perform activities unconscionable or even absurd to the ordinary
outsider. The numerous managers at Equity Funding who participated in
the activities of making up clients, creating their personal history and
medical records, and who wrote policies on behalf of these mythical cus-
tomers exemplify role commitment that clearly went amok. Their per-
ceived commitment to keep Equity Funding in business overrode ordi-
nary role expectations for a good insurance company manager, as well

as customary moral considerations and legal requirements. That this be-

havior might be a conflict of interest did not deter Equity Funding man-
agers from continuing their fraudulent practices. The Equity Funding
case, fortunately, is an exception to management practice, but it illus-
trates a recurring organizational phenomenon.

Moral philosophers offer another set of reasons. Few managers have
had serious training in moral philosophy, nor do many of them under-
stand the nuances of deontology, utilitarianism, rights theory, and theo-
ries of virtue or justice. There is a set of arguments that develops the
thesis that training in moral reasoning might increase moral awareness,
facilitate moral decision-making, and, it is proposed, prevent may of the
problems from oceurring. Moral education, if complete, would prevent
many of the incidents 1 have cited, according to this thesis. T will turn

out, however, that the simple teaching and application of moral princi
blems. It is not always lack of logic

ples or rules may not alleviate all pro
or ignorance 0
principles’ gene

f moral principles that causes these problems but the
ral character that fails in specificity of application. This
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Introduction

specificity has not so much (o do with the particular situation at issue,
perse, but rather with how the situation is perceived and framed by its
protagonists. For example, during the Pinto era at Ford, according to
many of its managers who were there at that time, almost no one at Ford
raised an issue about the manufacture and sale of the Pinto, even when
burned-out Pintos were returned to the factory (Gioia, 1991, 382-5).
Similarly, according to insiders, Paul Mozer, the bond trader at Salo-
mon, seemed, at least outwardly, to bracket moral considerations, even
the question of breaking the law or being found out, except as those
considerations related (o the game of trading. Even after being con-
demned by the World Health Organization (WHO) for its marketing
practices in Africa, Nesté failed to change these procedures for some
years, claiming innocence of any wrongdoing. Moreover, Ford, GE, and
other companies have codes of ethics, and GE has an extensive ethics
program for its managers. What is evident, then, in these cases is not
weak moral development, a failure of moral character, or lack of under-
standing what is right or wrong, but rather a setting aside of moral con-
siderations in the pace of business activities. So simply learning about
moral reasoning or moral theory, in the abstract, by itself, does not ap-
pear to be enough unless one somehow integrates those reasoning skills
in actual practice.

In this book I shall argue that most individual managers are not with-
out moral sensibilities or values, nor are they motivated merely by greed
or even selfinterest, nor are most of these managers at a low level of
moral development. Companies, too, are not without moral sensibili-
ties, and many corporations such as GE have a values statement and an
ethics program for managers. Nevertheless, in many situations man-
agers have a narrow perspective on their sitvation and little in the way of
moral imagination. As Paul Mozer and Joseph Jett illustrate, some man-
agers confuse reality with what they want it to be. Others lack a sense of
the variety of possibilities and moral consequences of their decisions, as
well as the ability to imagine a wide range of possible issues, conse-
quences, and solutions, Some individuals and institutions are trapped in
the framework of history, organization, corporate culture, and tradition
of which they are only at best vaguely aware, a framework that often
drives their decision-making to preclude taking into account moral con-
cerns, a framework that sometimes even allows or encourages managers
to overestimate their powers and abilities. Still other managers are so fo-
cused on their roles and role responsibilities to a particular organization
that they fail to consider simple norms of morality, '

To account for these phenomena, I shall make a very simple point. All
reality is socially structured, All experience is interpreted or constituted
by a conceptual scheme and an overlapping set of incomplete mental
models through which we selectively frame, order, organize, and inter-
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pret the data of experience. Each of us functions through a set of men-
tal models that are socially learned, culturally inculcated, educationally
reinforced, and experientially altered. These mental models are nec-
essarily incomplete and volatile; that is, they can be relearned and
changed. They are neither universally, socially, institutionally, nor cul-
turally the same in every individual, although they overlap and are so-
cially, institutionally, and culturally shared or shareable with others. In
some settings certain mental models function as scripts that focus our
attention on a particular set of habits for dealing with that set of events
in that context. In those cases these mental models serve as focusing
mechanisms to bracket out other points of view or other schema, Thus,
I shall argue, the kinds of mental models operative in any setting create
decision-making habits that may preclude taking into account some im-
portant data. For example, as I shall argue in more detail, the fact that
NASA had a long string of successes may have created a mental model
of optimism that could have precluded some of its engineers from tak-
ing initially overcautious safety measures before each launch. Nestlé’s
belief that infant formula, in many cases, is superior to breast milk and
its successes in a number of international markets framed its managerial
decision-making and marketing practices so that perhaps its execulives
did not understand what was atissue in the company's African markels.
Moreover, all human experiences are embedded in a set of narratives,
many of which are not of one 's own making. We are born into a particu-
lar historical tradition, and we find ourselves part of religious, social,
and cultural traditions embedded in a language. We do not choose
these traditions and narratives, nor can we always escape them. Some-
times these narratives can be distorting, as the Audi and breast implant
cases illustrate. Still, I shall argue further, none of us is merely defined
by our background narratives. Each of us is an author of, as well as a par-
ticipant in, our own history and narratives. :
Therefore, even though all experience is interpreted, reality is socially

constituted, and our experiences are embedded in series of narratives, I

shall argue that who we are, what we do, and how we behave are not
merely narrative-driven or conceptually constrained. There are at least
two reasons why this is so. First, 1 shall argue, the self cannot be merely
equated with its roles and social relationships, despite the impossibility
of getting at the self apart from those roles and relationships. Thus, the
existence of some narrow-minded decision-making, or the dominance
of strongly differentiated role responsibilities, does not morally excuse
misbehavior or the occurrence of untoward consequences that could
have been avoided.. Second, because mental models and narratives
are incomplete and overlap, human choices are not merely context-
determined. Underlying all human -activity is what Donald Davidson
calls a “common coordinate system” (Davidson, 1974, 5) that accounts
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for human understanding and communication and for the fact that any
particular mental model can be examined and revised.

One of the primary reasons for the undesirable outcomes in the cases
I have cited is a paucity of moral imagination. Most managers and their
institutions do not lack moral principles. Rather, they sometimes have a
narrow perspective on their situation. They lack a sense of the variety of
possibilities and moral consequences of their decisions and the ability to
imagine a wide range of issues, consequences, and solutions. Some indi-
viduals are trapped in an organizational framework and tradition of
which they are only vaguely aware, a framework that often drives their
decision-making and excludes considerations of moral concerns. Man-
agers do not always remember and thus learn from their mistakes, be-
cause they do not realize they have made mistakes. Sometimes, too, a
dominant narrative creates a story that, while plausible, distorts and nar-
rows the frame of decision-making.

A developed moral imagination gives managers means to disengage
themselves from a particular situation, from its narrative, from one’s
roles, and from a dominating conceptual scheme. Moral imagination
enables one to assess one’s situation, to evaluate present and new possi-
bilities, and to create decisions that are not parochially embedded in a
restricted context or confined by a certain point of view. Without moral
imagination, mistakes are reiterated. .

However, one should not confuse moral imagination with practical
moral reasoning. The book concludes with the thesis that moral imagi-
nation is a necessary but not a sufficient condition for creative moral
managerial decision-making. Without moral imagination one can easily
be drawn into a particular mindset that does not take into account other
critical perspectives. On the other hand, imagination alone can create
fantasies that, too, become dominating and falsifying narratives, as the
Audi case illustrates. I shall therefore argue that moral reasoning is a
crucial element in management decision-making, an element that nev-
ertheless depends on moral imagination as its driving force and on
moral standards as its “bottom line.” Practical moral reasoning takes
into account ethical theory but not abstractly. Moral reasoning begins
with the particular—a specific scenario. This is because in the first in-
stance ethics has to do with human relationships and human activities,
not with abstrict formal principles. It generates conclusions from that
particular set of events, taking into account not merely the situation but
its narrative and the set of mental models or conceptual schemes that
frames these events. Moral imagination is essential to get one from a
particular situation to a more disengaged perspective. At the same time,
moral reasoning helps to challenge any event with stipulative principles
or minimum moral standards that are not context-dependent or merely
forms of role morality. Management decision-making, then, must be
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contextual, imaginative, and rational. It must begin with the particular,
but go beyond that, in order to avoid obvious errors of judgment.

Moral imagination and moral reasoning provide concrete managerial
decision-making skills with which to avoid questionable activities, pre-
vent unseemly consequences, and enable a manager or a company to
create decision models that contribute positively to corporate and soci-
etal well-being. I shall conclude by citing a number of cases in which
imaginative decision-making has enabled or even driven managers to be
creative, profitable, and morally exemplary. Companies such as Levi
Strauss, Johnson & Johnson, Merck, South Shore Bank, and others have,
in certain circumstances, gone beyond what is expected in the processes
of ordinary managerial decision-making. These managers and their
companies knowingly and creatively exhibit moral imagination, an
imagination “disciplined by respect for the real” (Tuan, 1989, 10). They
take moral risks, and they exhibit exemplary moral leadership while
continuing to be profitable. With their moral imaginations fully at work,
they become, in Henry James’s words, “finely aware and richly respon-
sible” (James, 1934, 62, cited in Nussbaum, 1990, 111).

Some |

Joseph Jett, the ¢
GE at the time of
MIT. He attendec
degree. Before b
bond trader at Fi
come one of Kidd
rector and head ¢
traders. All went w
and trading, in 19
Jett reported to
ment style.-Accorc
dent, Kidder hac
LaPrade, a former
inflate bids for go

. her with terminat

Power, 1994, A1). 1

activities of a Kidd
Mr. Saferstein’s pr
and Power, 1994, A
?ush, who worked 1
Ng, trading positio

1994, Ag). thocr tr
Cusations. Cerullo d
trader at Kidder, C}
€rwas the head o

15



