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MORALITY AS AN INDEX OF MENTAL HEALTH OF THE ORGANISATION:
BUILDING A MODEL OF HEALTHY LEADERSHIP

Julia Bulatova

Riga International School of Economics and Business Administration

Summary:

This article offers to link such independently studied concepts as ethical leadership, creativity and culture,
as a resource of the business and its aim. It is argued that linkage of these concepts in practice leads to
normal, healthy, adaptive development of an organisation. Organisational health will be connected with
healthy leadership and opposed to organisational ‘psychopathy’ with its narcissist leaders and their
aloofness to ethics. Other aspect of organizational mental health will be observed in relation to health-
integrated organizational culture, and thirdly, question of organisational responsibility towards culture in
its search for creative solutions will be addressed as an important indicator of mental maturity; regulatory
role of shame in the moral growth process is emphasised. The paper is a preliminary conceptual
introduction to the work in progress dedicated to the different aspects of ethics and its links to the theory
of creativity, psychiatry, psychophysiology, and economy, which needs to be investigated further.

Key words: morality, mental health, healthy leadership, healthy organization, shame, cultural awareness,
creativity.

Introduction

In this article parallel will be drawn between the organization and healthy, mature personality. The
psyche is a self-regulating adaptive system. Evolutionary, psyche of the human was developed in the
process of work and social life, and is a product of the brain activity. In order to be healthy it must reflect
the real world adequately. In psychotic conditions determination of brain activity by the real world
becomes deviated; mental disorders disrupt almost all cognitive and emotional sphere: e.g. learning skills,
employment capabilities, abilities to sustain relationships, hygiene, etc. Human psyche abilities for moral
comprehensions slow down due to inability to experience shame; primitive concerns gradually substitute
highest human qualities, if such could be developed on the first place (Pavilov, 1955, 2001,Gannushkin,
1964, Gilchrist et al, 2012). As to McCuire et al. (1994), mental illnesses decrease moral virtues and tend
to increase selfishness. This seems especially true for the severe psychopathologies, such as
schizophrenia, and psychopathy (Nesse 2001; Shaner et al. 2004).

In order to function properly psyche needs certain conditions, which balance its work of arousal and
inhibition (Pavlov, 1955). Selye (1974) studies of stress confirmed Pavlov statements of arousal of
nervous system, linking that to the idea of homeostasis. It was proved that stress is needed for adaptive
functioning (Aldwin, 1994, Selye, 1991), and is important to find its optimal level, individual one. Both,
brain’s activity under - stimulation (no problems to solve) and its over - stimulation (too many tasks, task
diversity, time constraints, conflicting motives, lack of resources, etc...) in the long run lead to disruptive
personality changes, and are therefore dangerous. The attention to the physiology of psyche is stressed
here in order to underline that psyche is absolutely crucial and at the same time very vulnerable product
of evolution. It requires careful and responsible attitude on the individual and societal levels.

Balancing different aspects of life and work/rest as well as work/play is emphasised in many schools of
thought (e.g. Buddhism, and all the other religions, philosophy, starting from ancient times, medicine,
psychoanalysis, classical psychophysiology), but some business environments continue to ignore this
need for healthy brain work: the phrase ‘no rest for the weary’ (meaning there is no rest for the already
over worked and tired because there is still work to be done) describes tragic reality and a certain
ignorance of such organisations. The a-moral part appears in the negative impact of such business for
society, as they are contributing to its psychopatisation. Recent studies of medical and management
research (e.g. Amanzhol et al., 2011) concentrated on sleep and work balance, conclude that health and



mental health are in danger if organism does not receive sufficient rest. It was found (Christian, Ellis,
2011) that sleep deprivation correlates with reduced self-control (particularly of emotional sphere) and
increased hostility. As pointed out (ibid.), this can have serious implications in terms of safety, anti-social
behaviours, deviance and customer service.

According to WHO Ottawa Charter for Health Promotion, health “is a positive concept emphasizing social
and personal resources, as well as physical capacities.”

(http://mvww.who.int/healthpromotion/conferences/previous/ottawa/en/). Health means not only being free
from illness, injury or pain, but is “a state of complete physical, mental, and social well-being” (WHO,
2006). Mental health too, is understood as something more than the absence of mental illness: although
population majority does not suffer from a diagnosable mental disorder, it is clear that some individuals
are mentally healthier than others, and often mental health is meant as a synonym of psychological
maturity.

Grimak (1987) concluding his studies of the human brain reserves, states that stability of the human
psyche (in critical situations), depends on a person’s awareness of directedness of life, its intentionality
and will. Also other studies of psychological maturity include the concept of life purposefullness,
awareness of moral duties (starting from Freud, 1937, Jung, 1991, and more contemporary studies of
Taylor, 1977, Miller, 2007). It is in human abilities to predict the situations in a sequence and it has its
moral implication: we are responsible for our actions (DeGeorge, 1999)*. Being able to respond for the
consequences of the actions and choose tasks corresponding to our capacities, time constraints, context,
etc. is therefore a sign of psychic maturity. Selye analysis of endocrine and nervous system activities
ended up in his “Code of behaviour” which stresses the importance of enlightening for the human life - the
search of the sense of life and a need for work. Emptiness of existence results in mental disaster, and
together with other factors causes distress, which is toxic (Selye, 1991).

As to biological perspective, it is argued that moral traits are sexually attractive (Miller, 2007) and serve as
indicators of mental fitness: they are judged as reliably revealing good mental health, brain efficiency,
genetic quality, and capacity for sustaining cooperative sexual relationships as well as investing in
children (e.g., Gurven et al. 2000). Social psychology study of moral virtues indicates the presence of
Halo effect: information that a person is morally virtuous (e.g., honest) increases ratings of his/her mental
health and physical attractiveness (Paunonen, 2006).

This article will argue that in order to make a human psyche to function in a healthy way business should
not only try to balance stress, care for health, but also provide the environment for creativity, responsibility
and moral growth to occur; it should also be open for collaboration with other partners of societal life. The
concept of shame and its role in the moral growth will be addressed.

Psychological factors causing unhealthiness of the organization

Among the factors contributing to un-healthiness “bad or poor” leadership should be mentioned on the
first place. Several studies (e.g. Morris, et al, 2008) emphasise that the leader must be recognised as a
‘change agent’ that has a vision of what the future holds for the organisation. Transformational leadership
approach (Bass et al, 1999, Burns, 2003) soon after its introduction had to be revised however, as it
became clear that not all the transformations lead to positive changes and followers’ self-actualisations,
but big amount of such ‘transformations’ cause withdrawals and emptiness due to short-term, selfish and
manipulative character of some charismatic leaders, who initially attract followers with their visions and
creativity; to distinguish among them “pseudo-transformational” concept of leadership has appeared
(Barling et al., 2008). Howell and Avolio (1992) analysing charismatic leadership suggest separating
ethical and unethical charismatic leaders.

Indeed, business scandals of such iconic companies as Enron, Bear Stearns, Allied Irish Bank,
WorldCom, AIG, Parmalat and others practically demonstrate how charm, intelligence, abilities to
motivate turn to be a singular focus on the generation of personal wealth. Boddy (2011) the problem of

! Antoine de Saint —Exupery in “The Little Prince” has formulated: "You become responsible, forever, for what you have tamed"



financial crisis observes in the light of leaders-psychopaths who continue to make decisions, which shake
world financial stability and longevity. Psychopaths have no empathy to others, are prepared to lie and
are very disorganised in their management (Boddy 2010). Allio (2007) calls this era ‘a poor leadership
epidemic’.

B. Kellerman (2004) uses the term “toxicity” and mentions seven different key points of toxic leaders: 1)
Incompetence, 2) Rigidity, 3) Intemperance, 4) Callousness, 5) Corruption, 6) Insult, 7) Evil. “Corporate
Narcissism” is another concept, which has psychoanalytical origins. Narcissists are able to make people
fall in love with them, they manipulate in a charming manner, and followers who gradually become co-
dependent are blind to notice that such leaders are driven by self-absorption, arrogance and need for
admiration (Lubit 2004, Lipman-Blumen, 2005, Kets de Vries, 2009). Symington (2004) believes that
pathological organisations are not able to differentiate narcissistic characters and instead of excluding
them from key positions are promoting them. A success factor of ‘good-enough organisations’ is rooted
in the ability to sense narcissistic personalities.

Lack of shame, low anxiety, lack of empathy, magnetic superficial charm, manipulativeness are among
the qualities of psychopathic leaders (Gannushkin, 1964, Lipman-Blumen, 2005, Lubit, 2004), their selfish
leadership attract similar narcissist or dependent personalities (Lipman-Blumen, 2005, Allio, 2007 Kets de
Vries, 2009) and ruin others around them by implementing mobbing, controlling, involving them in
intrigues (Kellerman, 2004), which destroys organisation in a long run®.

Other factor is resistance to change, which is discussed broadly in managerial literature (e.g. (Schein,
2010, Strebel, 1998, Anderson et al, 2010). Fears of unknown, of losing the comfort zone, fears to be
scorned, co-dependency and habits (Maurer, 1996) are factors, which are often mentioned in these
regards.

Speaking of habits from physiological point of view, it is the neuron connection, distinguished by
enhanced readiness to action (Grimak, 1987), an acquired pattern of behaviour that often occurs
automatically (Pavlov, 2001). Automatic actions make it easier the work of the nervous system; it saves
time (for other issues and learning, if the system is trained for so doing) (Grimak, 1987). Neuron
connections are linked directly with ethics.

Stress is also a matter of habit; the stress tolerance level increases by training and time (Selye, 1974)
and distress (negative stress) to a certain degree transforms itself into stress required for a ‘normal’
functioning (Bodrov, 2006). It seems, obsession with being stressed becomes a “useful habit” by those
who constantly experience it, an “ego-protective”: it permits a person to be aloof, evil, un-caring, un-
patient, tough, tired, lonely. Stressing others also becomes a habit. Is a habitual self-permission to test
other people psychological limits, play psychological games, use violence (Kantor, 2006, Kets de Vries,
2009). According to cognitive dissonance theory (Festinger, 1957) is enough person allows him/herself
once to cross the border that the attitude towards this action starts to change. If repeated (Nebylitzyn,
1991, Pavlov, 1955), and especially if rewarded (Watson, Bandura In: Hayes, 2000) it leads to
normalisation of such act of behaviour and to the habit.

Behaviour connects the organism to the environment in its three main ways - instinctively, habitually, and
consciously (Hayes, 2000). In order to break the habits of unhealthy routines of working communication
and build the platform for collaboration and trust, conscious control and moral strengths for so doing are
required, as breaking the habit is enormous work for the system (for the individual psyche and group
level).

That may explain the difficulties of introducing ethics in business environment: the habitual way of
thinking about the organization is financial perspective with its efficiency maximization paradigm (profit
gains, minimization of expenses, etc.), which automatically judges ethics from the prospects of numbers:
will company have extra costs or will it gain, if gain - how much and in how short period? Business
however is just a part of the societal system with its cultural traditions, education, art, religion, history, law,
ethics, health care, communication system, etc... and not the centre, for which everything is a resource or
context with threads and opportunities. Further study is needed to investigate the statement, but it seems

2 It seems pathological process will continue until there will be admirers, co-dependents and money to share with those who help to
build “the empire of lies.”



business is moral in societies and in hands of leaders who do not pathologically exaggerate its self-worth
in societal life (see also Collins, 2001).

Next argument is the role society plays in business ‘unhealthiness problem’. Here three main questions
can be addressed: values of consumerist society, extremes of values in business and lack of education.
As to Lipman-Blumen (2005), toxic leadership is the fault of everybody; she discovered there is still a
tendency among contemporary society to seek authoritative characteristics among corporate and political
leaders, and she connects it with emotional weaknesses of the public and lack of education on regards of
what leadership is (see also Lawrence, 2006).

To be healthy often means to be in harmony, to be able to balance different life aspects, psychological
skills (Taylor, 1977), it means not to be ‘either — or’ on any of the scales (Leonhard, 1989, Eizenck, 1976,
Cattell In: Tucker, 2009,). Plato shortly called it: “Avoid excesses”.> Thus, if any end of a continuum is
exaggeration, unhealthiness, but organization selects the profile of assertive, confident, task-oriented,
extraverted, field — independent individuals, such organization becomes slightly pathological (see also
Quinn et al., 2007). If these are the values of society after a while such society becomes sick. Image of
success pressures and also standardizes individuals, causing depressions, fears, anxiety from one side
(see Schwab, 1986) and simplification of motive system on the other (Saad, 2007).

Consumerism helps in this direction; it inspires short-term ego-gratifications for those who can afford the
luxury and creates frustrations for those who cannot.

Buying and owning commodities substitute happiness and self-worth, relationships with a product or
brand substitute lacking healthy human relationships4. Homo consumericus (Saad, 2007) having all the
choices and possibilities the market provides in reality has restricted freedom and is controlled by the
market.

The role of psychology and ethics in consumerist society is a search of maximisation of psychological
comfort, similar to that friendship and marriage services offered in Internet - the efforts of the person
become minimal: all you need to do is to provide a ‘desired’ profile of the person by clicking the options,
and continue to work for the corporation. After electronic digestion takes place one can be connected with
other profiles: depending on the payment agreement the contact information is provided with the
suggested phrases for starting the conversation, leading to desired 100 % happy life! One does not need
sleepless nights, deep thoughts and doubts, one needs simplicity and more time for corporation, because
time is money, which allows ‘to buy’ happiness/freedom: another, more modern washing machine, an
exclusive rest, etc... Consumerist society cares for the circulation of money, taxes implied, and not for the
ethical doubts in the individual level, which are needed for the healthy personal growth.

The highest aim in consumerist society — to achieve condition when one does not need to work, and
money starts working ‘by itself’. This causes an internal conflict on the individual level of the middle class:
the will towards work is dictated by motive of hate of this very work. According to Jung and other
psychotherapists schisms and splits form complexes and maladaptations (Jung, 1991). In order to exit the
healthy situation must be provided. Education of society could be the solution in the process of recovery
(Krznaric 2008, Lawrence, 2006), here the role of state and collaboration between different societal
institutions and business becomes crusial (larskaia-Smirnova, et al 1999, The Economist Intelligence
Unit, 2007).

Mental health and moral concerns of organisations

As argued by Lawrence (2006) the leaders’ ineffectiveness, un-ethicality, autocratic tendencies, and
hubris of leadership are rooted in the lack of humility (see also Collins, 2001). Greenleaf (1997) has
proposed the servant leadership principal, according to which a leader must serve others so that they can
perform at their highest potentials. Idea of servant-ship and altruism is expressed in Kanungo and

% His classical four virtues - Wisdom - ability to judge between actions with regard to appropriate actions at a given context, Justice -
proper moderation between self-interest and the rights and needs of others, Temperance - practicing self-control, abstention, and
moderation and Courage - endurance and ability to confront fear and uncertainty (Platon Protagoras In: Lombardo et al, 1992) —
explain the formula.

* There is an argument that in locations where consumer products are difficult to acquire the struggle of social distinction creates
hostility between individuals, which can be criminogenic (Hall et al., 2008).



Mendonca works, who state that ‘...organizational leaders are truly effective only when they are
motivated by a concern for others, when their actions are invariably guided primarily by the criteria of the
benefit to others even if it results in some cost to oneself’ (Kanungo, et al, 1996:35).

Although already Nietzsche has called it a ‘comic idea’ to put happiness of others before the own
interests (1998, orig. 1887), and these days Locke (Avolio and Locke, 2002) states the question of ‘who
would wish to be a leader under such circumstances?’ and ‘whether we would follow such a leader’, the
practice shows that without balancing the dimension of ‘selfishness-altruism’ or ‘loud heroism’ — humility’
business becomes pathological and risks to cause dangers for society (see also Badaracco, 2002).

The internal mechanism for being balanced should be connected with self-control, as external controls
dictated by compliance to law, fashion [for CSR], creation of good image, are diminishing the value of
personal choice and moral maturity (Kohlberg, 1973, Nesse, 2001). Such self-control is realized by self-
gratification and shame. Freudian Super ego is adjusting individual to culture through shame, guilt and
feelings of pride and satisfaction. Shame however is not mentioned in the lists of values and virtues for
the leadership(e.g. Kirkpatrick et al, 1991); it is not at all mentioned as an operational category for the
business.

From antropological point of view (Benedict, 1934, Fessler, 2004), feelings of shame permit to sustain
culture. The concept of shame in psychiatry is not so straightforward; pathological shame and complexes
of guilt block personality from being open and free. On the other extreme is a lack of shame or a fake
shame (Freud, 1937), which is also a sign of deviated psyche (Gannushkin, 1964). If shame is connected
with a self-conscious state in which the self is imagining itself in the eyes of the others (Lewis, 1992), then
the lack of shame means either inability to be self-conscious or to be self-critical (Kerbikov, et al, 1968) or
directs on un-willingness to use the same ethical standards as those existing for ‘others’ (Marx, In:
MsLellan ed. 2000, DeGeorge, 1999, Price, 2005). In all cases it does not lead to healthy communication
and positive dialogue.

If business creates its strategies being not embarrassed for the complications they bring to society and
culture, this is a signal of degeneration. Below some fields are mentioned, where business sometimes is
aloof for expressing shame:

o Shame for not admitting limitations: Is known that some companies claim themselves
professionals in the sphere, whereas they are lacking competence and skills needed. Quality of
their product does not correspond to the advertised statements, they promise more than they
actually can. Some companies are constantly unable to produce or deliver service or product in
time, etc. This happens because of over-estimation of capacities or just due to deliberate lies, on
the personal level is associated with self-esteem problems;

. Shame for polluting the environment: Not mentioning the US story in the Kyoto protocol,
many businesses do not consider as their responsibility to care for the ecology and planet, they
continue to produce toxic pollutions and just leave them for others to worry about. On the
individual level can be compared with person living in a dirty, anti-hygienic conditions, with many
things kept in disorder, which is a symptom for psychiatristS;

. Shame for using cultural resources and being unpatriotic, disrespectful to this culture and
its inhabitants: This arrogance is compared with selling members of own family, only
degenerated mind can do it;

. Shame for losing common sense: When company is guilty it continues to fight in courts
and demonstrates condition similar to the lost of orientation (Ford Motor with their Pinto model,
Enron scandal, etc...);

® A recent on-line poll among young employers in Canada has demonstrated the tendency that “most would consider leaving their
current job for a more environmentally friendly employer”. The site argues that “it is time to expand the triple bottom-line view of
“people, planet, profits” by including how organizations can renew their human systems” and succeed in optimisation of solutions
satisfying all stakeholders. (http://creatinghealthyorganizations.ca/blog/2010/06/)



. Shame for ignoring the golden rule: on individual level it is ego-centrism, which according
to Piaget (1969), must go to the end by the age of 7 — 8.

. Shame for using own cultural filters and belief system when doing business in other
cultures: There is no goal to overcome ethnocentric biases, however learning other culture
peculiarities instead of trying to change them is in the core of cross-cultural ethics; applying own
standards of thinking is just a behaviour of arrogant and limited mind;

. Shame for being too far from the needs of the rest of the population or the world poverty:
Scandal of Abramovich and Berezovsky for example, is a humiliation of ethics per se, taking into
account poverty problem.

It does not mean however that business in order to be healthy should experience constant shame or
remorse. What it means is that business should be self-critical and responsible towards the culture and
should collaborate with other culture agents in order to have healthy communication with society, healthy
development, and avoid shame pressures. Lack of shame on the level of organization finds itself in habits
of permitting intrigues, mobbing, prejudiced attitude, arrogance, ignorance, creation of distrust,
dishonesty, over-using natural and human resources, in other words, low organizational morale.

Ability to experience remorse of conscience or simply, shame is crucial in personal and organisational
growth. Taylor et al (1988) study suggests that exaggerated perceptions of control of own mastery
together with optimism are indicators of healthy mind. Roberto (2005) states that often leaders are trying
to deny negative emotions caused by guilt, but they continue to take their personal decisions, and to keep
all the answers, instead the environment where ‘these threads’ (of self-awareness) are turned into
strengths can be created, by facilitating good decision-making of bright minds in the company.

The study of Sauer and Ropo (2006) of the theatrical setting prove that shame can be used as a
leadership tool for enhancing professional and personal development and organizational performance.
The study of leadership shame has to take place to test further its connection with responsibility, trust
creation, and effectiveness.

To build an ethical culture usually means to balance business desires for profit with ethical responsibilities
towards employees and customers. Good example is the study of Keller and Price (2011) on
‘Organisational Health,” which argues that focusing on the health of employees is a crucial competitive
advantage of the company. After the decade of studies authors (ibid.) found out that companies caring for
organizational health are 2.2 times more likely than lower-quartile companies to have an above-median
EBITDA margin, and they have two times more likely to have above-median growth in enterprise value to
book value. Authors claim that 50 percent of any organization’s long-term success is driven by its health.

There appeared a formulation of health integrated organisation: “is [such] an organization that
strategically integrates employee health and well-being into its culture and business objectives through
collaborative and comprehensive initiatives, policies and practices to achieve positive organizational and
employee outcomes.”® Although the focus is on creating a culture of health, which would minimise risk
factors and encourage employees to be aware of health and make regular medical controls and not on
the developing the morally healthy culture, which should stimulate members of the organisation to have
habits of ‘bringing out the best’ in each other, this is an important step forward for the business. Culture of
health stimulates employees to realise their self-worth, and experience that they and their health is an
asset for the company.

Speaking of mental health, Taylor (1977) on the base of his 25 years of experience as clinical
psychologist, distinguishes the following aspects: the ability to enjoy life; resilience — ability to bounce
back from adversity or copying well with stress; balance — of time spent socially and alone, work and play,
sleep and wakefulness, time spent indoors and outdoors; flexibility; and self- actualisation.

Among the other indicators of mental health, humour (Martin, 2006), ability to form relationships
(Gannushkin, 1998, McGuire, 1994, Kets de Vries, 2009), and empathy (e.g.Decety 2007) are often
mentioned in the literature. The model of Witmer, Sweeny (1992), and Myers (Myers et al, 2000) links
Adlerian individualistic psychology of its five major life tasks - work, friendship, love, self and spirit — with

® (http://creatinghealthyorganizations.ca/index.php).
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wellness in contemporary society. Authors (ibid) argue that realisation of subtasks, such as: sense of
worth, sense of control, realistic beliefs, emotional awareness, problem solving, creativity, sense of
humour, coping, nutrition, exercise, self-care, stress management and cultural identity, lead to healthy
functioning. Big amount of research is dedicated to the importance of balancing the work of two brain
hemispheres and by involving employees in different activities (business and art, for example), which
would actualise rational and irrational, logical and emotional modes of perceiving and processing the
information and by so doing enhance psychic abilities and develop opportunities for learning, which is in
the core of mental health (e.g. McCarthy, 1996). Some studies concentrate on mixing people with
different professional skills (Kakko et al. 2009) and demonstrate successful implementation of this
approach and its impact on creativity, self-worth, humour, general well-being and enjoyment of life.

In order to have a morally healthy culture, the question of purpose and moral aim of business should be
also addressed: what is the meaning of its life? The leader should also pose the question — is the
organisation with its morale contributing towards societal health or does it cause psychopatisation and
degradation of society?

The utmost importance of a vision is emphasized in managerial literature (e.g. Kottler, 1998). Statement
of mission, basic beliefs and values of leaders (Shein, 2010), the mechanism of transmission of these
beliefs are discussed; concept of trust as a fundamental component of any successful organization is
underlined (Hart et al, 1986; McAlister, 1995, Kaptein, 2008). Creativity is understood as another strong
factor for the organisational success (Amabile,1998) and even its major survival skill (Porter, 1991,
DeMiranda, et al 2009). It is argued that in order creativity to occur environment should be intellectually
stimulating and emotionally warm (Whitebread, 2000, Mayer, 1999) Studies of creation of the atmosphere
of challenge (Zhou, 2003, Heller, 2004) and acceptance and involvement (Mayer et al, 1995, Jones,
2006) demonstrate that these factors are important in employee job satisfaction and theirs self-reported
well being. As was mentioned, studies on well-being observe health as an organizational asset (Keller et
al, 2001). Mutual recognition of the intrinsic worth, sincerity and respect (Clampitt, 2001) is another
important element, which actualises the Kantian perspective of treating other as an aim and not (merely)
as a means for realisation of own goals. It is argued that transformational leadership (Bass et al, 1999,
Burns, 2003) and ‘responsible leadership’ models correspond to the major parts of these demands
towards organisational setting (Pless, 2007, Groves, La Rocca, 2011).

The literature however did not link directly three components: ethics, creativity and culture, in one united
block of thinking. CSR, for example, with its responsibility towards culture and its relation with the
sustainability of organisation is another focus of attention of the scholars, but being not tied with creative
drives and fundamental beliefs, it is not really incorporated in the strategy; organisation does not know (as
| see in Latvian reality) as to when, how and for how long should it be socially responsible. Literature on
cultural studies is concerned with creativity and innovation (e.g. Trompenaars & Hamphden-Turner,
2010, Livermore, 2010, and ethical aspects of business are observed separately (e.g. Hofstede, 1983).

The model of leadership, which is illustrated in the next paragraph, is an attempt to say that culture,
creativity and ethics are the main pillars for healthy organisational development, and altogether they form
a basis for a healthy and strong psychological functioning.

Building the model of healthy leadership

The model is a work in progress; it requires further studying and verifications. It is built upon the following
main beliefs: 1) business exists in a cultural context and it has to be aimed towards culture; 2) business is
a creative process and creativity is its survival skill; 3) business is a manifestation of ethics of all the
parties involved and is therefore all about forming ethical relationships; 4) leadership is a constant work of
mastering the skills and habits for bringing out the best in people and gaining profit for the company.

In other words, leadership of healthy organisation is culture-oriented, built upon creative solutions, which
are ethical (please, see the Image 1 below).

Image 1 Healthy Leadership model

Culture
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Ethics Creativity
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“Healthy” leadership is a realisation of psychic maturity with its ability to be self-aware and self —
conscious (meaning: to be able to judge own actions by using mechanisms for self-control); it is a
balanced leadership in a sense that work stress permits individual and professional growth for those
involved in organisation, and does not ruin people; it challenges with tasks and emotionally accepts
individuals, it celebrates diversity and is not aimed on only one type of personalities, it provides
environment where both brain hemispheres’ work can be actualised and thus new creative solutions
necessary for healthy human functioning can be released; it is a hard and self-fulfilling process, which
requires personal discoveries and does not search for easy and fast steps, ready to be implemented for
any organisation; it is optimistic in its base.

How does it relate to the triangular with three corners — creativity, ethics and culture? The model argues
that culture is an aim of the business and is not just its context, culture is a highest judge; it gives
directedness for business, feeling of a sense of life. Willingness to contribute to culture in a positive way
enlightens leadership and at the same time it requires to act in accordance to the moral rules - that's
where shame has to function.

Culture is a union of individuals with their personal problems, ideas, and goals; it is artefacts created by
human activity; and it is a meeting point and time in the universe, which enables us to share similar
beliefs and fears and exchange values (see e.g. Hofstede, 2001, Livermore, 2010, Macumoto 2002,
Trompenaars & Hamphden-Turner, 2010). Culture has to be nurtured and loved as a highest treasure.
The problem is that culture is not a static ideal, but it manifests itself in everyday context, with its market
competitors, ‘limited resources’ and different obligations, and this hinders a challenge: how to love it
then?

The decisions of how to manage the meeting of the highest aims (cultural responsibilities) and each day
“fights” for the market share and profits have to be addressed on the ego level, which finds support in
creativity and ethics. According to humanistic approach there is no conflict: creativity is ethical in its
essence, and probably is possible to argue that ethics is a good creativity, an overwhelming condition of
flow (described by Czikszentmihalyi, 2003), highest realisation of human capacities, eudemonic stage.

Creativity studies show however that in order to achieve this stage and to be creative one must create,
must work and train (Cropley, 2005, 2006); also theories of ethics suggest that wisdom does not arrive by
itself. To create (including also ethical solution) means to be involved in a risk-taking process
(Christensen, 2001); to take a courage (May, 2001), to permit to look, think and act differently; is non-
conformistic action (Sternberg, 2003), and is even destructive (Socrates In: Carey et al, 2004, Nitzhsche,
1998, orig. 1887, Shumpeter In: Christensen, 2001) in its nature. But there is an internal barrier, which
states how far ethics (in this case: settled way of living, common rules, tradition) can be ‘disrupted’. When
this balance on the personal level is found then perspectives open up and creative potentials receive
‘highest power supports’ for realisation of ideas.

But creativity does not mean only revolutionary and heavy decision-making, the parallel between
creativity, its playfulness and spontaneous and free flow with humour, stress release, self-worth, diversity,
flexibility, adaptability, emotional intelligence is often mentioned (Freud, 1937, Goleman et al, 2002,



George, 2000, Bodrov, 2006 Amabile, 1998 Czikszentmihalyi, 2003, Sternberg, ), all of these components
being important for mental health. Other aspects of the model involve meeting of internal creative
resources with culture, which results in innovativeness, a driving force for the organisation (e.g.
Christensen, et al, 2008), and concrete innovations (on the first place of the business model, Zott et al,
2010). Another strategic force is CSR, which ‘organically’ connects beliefs and values of those involved in
organisation with organisational purpose of existence in this world (Bhattacharya et al, 2011). Respect,
mutual acceptance, knowledge, and other organisational virtues (based upon ‘cardinal’ set of
temperateness, courage, justice, and wisdom) refer to ethics (e.g.Moberg, 1999).

Studies on organisational health (e.g. NHS Institute for Innovation and Improvement7, Canadian National
Quality Institutes) state that healthy organisational culture means trust, openness and engagement as
well as enabling all the organisational members to be enrolled in continuous learning and improvement.
Further research should take place to fully answer the implications for leadership (healthy leadership?),
but it seems that the proposed model does not contradict the logic of these studies.

Afterword and further research

Although it is impossible in one article to bring into focus the aspects of psychiatry, physiology,
anthropology, economics, ethics, psychology, and management, the attempt was made to address the
issue of leadership from the perspective of its moral obligation towards health and societal life.

It was argued that in order to provide a healthy environment business should learn to see itself as a part
of culture, as a partner among other societal pillars, and not as the main or the only possible ‘end in itself'.
Organisations should be aware of ‘toxic’ or narcissistic leadership phenomena and try to avoid promotion
of false people. Developing the habits of thinking and behaviour from physiological point of view has its
moral implications and leadership therefore should be cautious on the matter of choice of thoughts and
actions. The article has also addressed the issue of stress and importance of balancing activities, as well
as discussed a danger of selecting only a certain profile individuals. Diversity of tasks and ways of
thinking has also been addressed in a light of healthy mental functioning.

The model of healthy leadership with focus on responsibility towards culture and leaders’ self-awareness
was proposed. It links creativity, ethics and culture in one united block of leadership directedness. By so
doing, creative, ethical and cultural concerns naturally reinforce each other providing a platform for
healthy development. Although mental health and maturity is a multidimensional phenomena and it
demands for a diverse set of responsibilities on the part of organizations and its leaders, in the core of a
healthy leadership is process, which empowers others to realise their sense of being and the power of
their moral decisions.

The study is a work in progress, and it requires further elaboration and detailed observation of the
components of the model proposed. Adaptive and healthy functioning from physiological and
psychological perspectives needs to be addressed profoundly in order to verify all the major elements and
validity for the model. Further studies are needed for understanding the meaning and the role of culture
for the business leaders: how does it differ cross-culturally? This could also shed the light on the
‘capitalism shift problem’ and diversity of business ethics among cultures. Studies of the role of shame in
leadership in different cultural contexts should take place to test the hypothesis of its connection with
leaders’ cultural awareness and responsibility of business as well as its impact on morale in
organisations. This article did not dwell upon the theoretical foundations of the concepts of culture, ethics
and creativity, as its aim was to draw the rationale for the future research as such.
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