


This book considers ethics as a practical discipline at the heart of deci‑
sions, reasoning, shaping, and ordering organizations. Both engaging and 
accessible, it offers effective suggestions for selecting and developing ethi‑
cal leaders and invites readers to self‑reflect and understand how to build 
ethical cultures within their organizations and beyond.

Examining the many characteristics of ethical leadership, including love 
and authenticity, the book uses factual evidence to explore both its positive 
and negative characteristics. It offers readers an in‑depth insight into how 
ethical decision making can help determine the right thing to do, supported 
by directly applicable ethical lessons that help leaders become more con‑
scious going forward. The authors provide concrete suggestions for action, 
as well as ways to develop and understand what is needed to become an 
ethical leader. Each chapter encourages readers to reflect on their own ex‑
periences, as well as engage in discussion with others, and challenge basic 
assumptions. The book concludes by offering a long‑term oriented outlook 
at future challenges for ethical leaders.

Rooted in extensive psychological, philosophical, entrepreneurial, and 
business experience, The Practice of Ethical Leadership will appeal to lead‑
ers, human resource professionals, and Board members across a wide va‑
riety of organizations. This book will also benefit academics as well as 
anyone who is invested in the fields of leadership, management, business, 
and industrial–organizational psychology.

Claas Florian Engelke is a leadership advisor and senior consultant with 
Korn Ferry who operates both nationally and internationally. Florian is 
based in Berlin, Germany. He holds degrees in linguistics and religious 
studies, is a leadership developer and diagnostician, lover of music, litera‑
ture, and critical geopolitical analysis.

Richard B. Swegan brings to this book over 30 years of experience as a 
consultant and salesperson focusing on leadership. He resides in Pitts‑
burgh, Pennsylvania, USA, and operates his own consulting firm, ARCH 
Performance which specializes in identifying leadership talent.
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Forewords

On the Various Dimensions of Ethical 
Leadership—and Their Real‑World Implications

In today’s complex and interconnected world, ethical leadership is more 
crucial than ever. Leaders are faced with numerous challenges and dilem‑
mas (VUCA world) that require them to make difficult choices. They must 
navigate through ethical gray areas, balancing the needs of their organiza‑
tions with the expectations of society.

Ethical leadership refers to a leadership style that emphasizes the impor‑
tance of moral values and principles in guiding the actions and decisions 
of leaders. It involves leading with integrity, honesty, and fairness, while 
considering the well‑being and interests of all stakeholders.

Ethical leaders set the tone for their organizations by establishing a 
strong positive ethical culture. They lead by example, demonstrating ethi‑
cal behavior and holding themselves and others accountable for their ac‑
tions. They prioritize transparency and open communication, fostering an 
environment where ethical concerns can be raised and addressed.

Ethical leadership also involves making decisions that are in the best 
interest of all stakeholders, not just the bottom line. Leaders must consider 
the impact of their decisions on employees, customers, communities, and 
the environment. They must strive to create a positive and sustainable im‑
pact and foster trust and collaboration.

Furthermore, ethical leaders recognize the importance of diversity and 
inclusion. They value different perspectives and actively seek input from a 
diverse range of individuals. They promote fairness and equality, ensuring 
that everyone has an equal opportunity to succeed and contribute.

Political leadership, on the other hand, refers to the leadership provided 
by politicians and government officials. Political leaders play a crucial role 
in shaping economic policies and regulations that can either promote or 
hinder economic success. Effective political leadership involves making 
informed decisions, collaborating with stakeholders, and implementing 
policies that support economic growth and development.
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Pathological leadership, also known as toxic leadership, refers to a 
leadership style characterized by abusive, manipulative, and self‑serving 
behavior. Pathological leaders create a toxic work environment that under‑
mines employee morale, engagement, and productivity. They often engage 
in unethical practices, such as fraud or corruption, which can lead to legal 
and financial consequences for organizations. Pathological leadership can 
also result in high turnover rates and difficulty attracting and retaining tal‑
ented employees.

Economic success is influenced by various factors, including market 
conditions, technological advancements, and global economic trends. 
However, leadership plays a crucial role in determining how organizations 
and economies navigate these factors. Ethical leadership and effective po‑
litical leadership can contribute to economic success by fostering trust, 
stability, and sustainable growth.

From my many years of experience as a manager and entrepreneur I can 
reflect that ethical leadership and behavior have a significant impact on 
the return on investment (ROI) of a company Here are some ways in which 
ethical leadership and behavior will influence the ROI:

1. Reputation and brand value: Ethical leadership and behavior contribute 
to building a positive reputation and strong brand value for a company. 
This will attract more customers, investors, and business partners, lead‑
ing to increased sales and higher ROI.

2. Employee morale and productivity: Ethical leaders create a positive work 
environment where employees feel valued, respected, and motivated. 
This will result in higher employee morale and productivity, leading to 
improved efficiency, reduced turnover, and ultimately, higher ROI.

3. Customer loyalty and trust: Ethical behavior builds trust and loyalty 
among customers. When customers perceive a company as ethical, they 
are more likely to continue doing business with them, recommend their 
products or services to others, and become repeat customers. This will 
lead to increased sales, customer retention, and higher ROI.

4. Risk management: Ethical leaders prioritize compliance with laws, regu‑
lations, and ethical standards. By doing so, they minimize the risk of legal 
issues, fines, and reputational damage that can negatively impact a com‑
pany’s financial performance. Effective risk management can protect the 
company’s assets and investments, ultimately contributing to higher ROI.

5. Long‑term sustainability: Ethical leadership focuses on long‑term sus‑
tainability rather than short‑term gains. This includes considering the 
impact of business decisions on the environment, society, and future 
generations. By adopting sustainable practices, companies can reduce 
costs, enhance their reputation, and attract socially conscious custom‑
ers, leading to improved ROI in the long run.



Forewords xix

Overall, ethical leadership and behavior create a positive business environment 
that fosters trust, loyalty, and productivity. These factors contribute to increased 
sales, reduced costs, improved risk management, and long‑term sustainability, 
all of which can positively impact a company’s return on investment.

This book aims to explore the various dimensions of ethical leadership 
and provide insights into how leaders can cultivate and practice ethical 
behavior. It delves into the ethical challenges faced by leaders, the impor‑
tance of ethical decision making, and the role of values and ethics in shap‑
ing organizational culture.

Through real‑life examples, case studies, and practical strategies, 
this book aims to inspire and empower leaders to become ethical role 
 models. It encourages leaders to prioritize ethical considerations in their 
 decision‑making processes, foster a culture of trust and transparency, and 
promote ethical behavior throughout their organizations.

Ultimately, this book seeks to contribute to the development of a new 
generation of leaders who not only achieve success but also make a posi‑
tive difference in the world. It is my hope that readers will find value in the 
ideas and principles presented here and be inspired to embrace ethical 
leadership in their own lives and organizations.

Dr. Rolf Krökel (Managing Director at DEKRA Certification GmbH) has 
twenty years of experience in corporate development, mainly within the 
TIC (testing, inspection and certification) and automotive sector (manu‑
facturing and service) as well as in financial and consulting industries. 
This includes the development of growth strategies and their successful 
operational execution in domestic and international markets (organic and 
inorganic/M&A). Furthermore, Rolf is equipped with sound experience 
and proven success in establishing and expanding international locations. 
He has successfully realized restructuring projects with a focus on organi‑
zational, processual, and personnel adjustments but also on product and 
service‑oriented changes.

***

… with love

Love is a word overused.
The word love has been used and misused in claims and advertisement, 

used and misused in romantic relationships and family dynamics. What is 
love? Maybe something too broad to be actually lived.

But what happens when you add a preposition: with love? Can you talk 
to someone with love? Can you drive your car with love? Can you make 
your coffee in the morning with love?
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Not from a place of love, not because of love, not because you need to 
love, but with love.

With love is a companion of softness. With love can signal you instantly 
and physically where you hold harshness in your mind and in your body. 
It’s a plea to your own perception of yourself in your environment: your 
eyes look within, at the same time as you see yourself from the outside, at 
the same time as you let your eyes wander outward. With love can offer a 
holistic perspective on yourself.

With love doesn’t exclude fierceness and decisiveness—instead it adds 
a quality. Making tough decisions with love, taking on great responsibility 
and doing so with love, adds a layer to your being that is neither cognitive 
nor mental. You don’t have to engage your head in thinking to do some‑
thing in a loving or kind way, it’s not an effort to be figured out mentally.

With love is an enactive entity that is making decisions with you. And 
these decisions will be different from the ones made with harshness and 
rigidity. Letting go of the need to control everything solely with your head 
and reaching a place where you engage your whole body in the process of 
decision making will always be an extra effort in our revenue‑driven soci‑
ety. But one worth it and in great demand.

With love can act as a bridge to living a more embodied, ethical life, 
both personally and career‑wise—and this book may be an important cor‑
nerstone in this regard.

Ava Bonam is a naturopath and cultural scientist. She focuses on body 
therapy and the relationship between the world of ideas and the phenom‑
enal world. She is based in Germany.

***

Ethical Leadership as an Approach Going Beyond 
Traditional Leadership Styles

It is with great pleasure and a profound sense of honor that I contribute a 
Foreword to this enlightening book on ethical leadership. As a leader in the 
telecommunications industry, I have witnessed firsthand the pivotal role 
that ethical leadership plays in shaping the trajectory of our organizations 
and the lives of those we serve, as well as its profound importance in our 
ever‑connected world. Throughout my journey as a leader, I have come to 
realize that ethical leadership is not just a buzzword but a moral imperative 
that shapes the very essence of our organizations.

Ethical leadership, to me, means leading with integrity, empathy, and a 
deep sense of purpose. It goes beyond traditional leadership styles, tran‑
scending the focus on results and profits, to prioritize the well‑being of our 
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employees, customers, and the communities we serve. In the fast‑paced 
and dynamic telecommunications industry, ethical leadership becomes a 
compass that guides us through the complexities and challenges, ensur‑
ing that we remain true to our values and principles. I believe that what 
sets ethical leadership apart from other styles is its unwavering commit‑
ment to doing what is right, even when faced with difficult decisions. It is 
not about seeking shortcuts or sacrificing long‑term benefits for short‑term 
gains. Instead, ethical leadership is about fostering an environment of trust 
and collaboration, where open communication and mutual respect flour‑
ish, enabling our teams to thrive and innovate. As a leader in the telecom‑
munications industry, ethical leadership is of utmost importance to me 
because I recognize the impact our decisions have on the lives of millions 
of people. We are entrusted with the responsibility of providing essential 
communication services to individuals, businesses, and governments, and 
this responsibility demands ethical leadership that prioritizes the greater 
good over personal gain.

To do good in the sense of ethical leadership is to act with a sense of 
purpose and to be mindful of the implications of our actions on various 
stakeholders. It involves actively seeking ways to contribute positively to 
society, whether it’s by ensuring data privacy and security, bridging the 
digital divide, or empowering our employees to reach their full potential. 
This commitment to doing good permeates every aspect of leadership, in‑
cluding the development of our employees. Nurturing a culture of ethical 
leadership through coaching, mentorship, and training instills in our teams 
the values of empathy, integrity, and responsibility. By empowering our 
employees to make ethically informed decisions, we cultivate a workforce 
that is not only skilled but also compassionate and principled.

In the interconnected world we live in today, the impact of ethical lead‑
ership extends far beyond the boundaries of our organizations. The con‑
siderations and actions we take as ethical leaders influence the well‑being 
of communities, economies, and the global society. By prioritizing ethical 
leadership, we create a ripple effect of positive change, leaving a legacy 
that benefits the world at large. Nevertheless, the path of ethical leadership 
is not without dilemmas. Balancing the interests of stakeholders, address‑
ing privacy concerns, and navigating the ethical implications of emerging 
technologies can be challenging. In the case of the relocation of Russian 
colleagues following the Russian war of aggression on Ukraine, I was in a 
position to experience at first hand how people in leadership might find 
themselves facing complex moral decisions. Balancing the well‑being and 
safety of employees with broader geopolitical concerns requires careful 
consideration and empathy. It is in these challenging situations that  ethical 
leaders must demonstrate courage and resilience, making decisions that 
reflect the best interests of their employees and the broader community. 
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I am convinced that the purposeful commitment to ethical leadership 
 considerations is rewarding and a benefit on several levels. When taking a 
principled stand, like closing branches in politically challenging environ‑
ments or supporting colleagues who seek a better life outside of them, we 
contribute to a more just and compassionate world. These actions demon‑
strate to our customers, stakeholders, and the global community that ethi‑
cal leadership is not just a slogan, but something that we live by.

Dominik Schüle, MBA (Chapter Lead System Engineering Mobile De‑
vices at Deutsche Telekom AG) holds a Master’s Degree of Business 
Administration for Business Innovation from the European School of 
Management and Technology in Berlin and a Bachelor of Engineering in 
Information and Communication Technology from the Hochschule für 
Telekommunikation—University Applied Sciences in Leipzig. He joined 
Deutsche Telekom in 2007 and has since served the Group in various lead‑
ership and expert positions. His passion is mobile communications, both 
anchoring his professional life and his academic interests.

***

Reason Behind the Reason: Ethical Leadership as a 
Possibility

Business ethics do not seem to exist as such, but only as a norm (Luh‑
mann1). Assuming this as a starting point, we can question whether it is 
good that people engage in developing business ethics, and this would 
be a moral question. However, we can also ask what the motivations are 
when engaging in developing business ethics. Therefore, the answer to this 
question reveals the reasons behind the norm of business ethics, behind its 
imperative. It may be true that one of the problems of modern ethics has to 
do with the problem of regressus ad infinitum: every reason leaves us with 
the question for the reason of this very reason. But if we do not want to try 
to find some sort of ultimate ground in our thoughts (or assume a platonic 
heaven of ideas), we can also lean on those who give us those reasons—in 
an empirical way, that is. And we can compare: are their reasons ours?

The result may not only be instructive for one’s personal cognitive pur‑
poses. It can also have consequences for the one doing business. If one 
shares these reasons, one can decide whether or not to act accordingly. The 
reasons can be purely economic: A business is more efficient when em‑
ployees are happy. It can also be more ethical: The employees are entitled 
to a good life. By implication, the ultimate ground would be the nexus be‑
tween these two recommendations, a reason which is both economic and 
ethically convincing. It would not only reach more addressees, it would 
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also implement ethics in the unconscious of someone who merely thinks 
in economic terms. As a consequence, business ethics will potentially meet 
its goal: this goal does not entail avoiding regressus ad infinitum but to 
change common practice. The shall can become a be.

Whether and to what extent this book can provide such ultimate ground 
is left to the reader and depends on their own approach. One may ask 
whether and in what way one oscillates between an economic and an ethi‑
cal perspective. The only thing certain is that this book goes beyond platitu‑
dinous advice, which may reveal how priorities are set; for instance, when 
it is said: ethical business management pays off. Setting such handy but 
simplified formulas aside, the following chapters offer a deeper thinking. It 
not only provides reflections based on C. G. Jung’s Archetypes (Chapter 5) 
or Lawrence Kohlberg’s Theory of Moral Development (Chapter 8), it also 
sheds some light on the difference between good and evil as well as the 
significance of love as the cornerstone of leadership (Chapter 3). And the 
reader will certainly derive some benefit from this.

However, a utilitarian mindset alone may not be sufficient to get to the 
core of the following chapters. Reflections such as those presented in this 
book inherently leave answers open, especially the question whether ethi‑
cal leadership is a possibility at all. This openness, in turn, reflects that the 
decisive factor might just be that questions are asked (and not answered), 
and this may apply to theory as well as to practice. Personal experience 
with this practice certainly shapes the basis of the following chapters—and 
personal consequences drawn from this practice. This book is one of those 
consequences.

Jan Ferdinand (Political and Social Scientist) is a social scientist working 
in Berlin and Koblenz, Germany. He is primarily concerned with memory 
on a social level and related issues: ethics, conceptions of time, political 
narratives of the past, and the relationship between theory and practice.

Note

 1 Niklas Luhmann and Detlef Horster, Die Moral Der Gesellschaft (Suhrkamp 
EBooks, 2008). http://ci.nii.ac.jp/ncid/BA85779729.

http://ci.nii.ac.jp


https://taylorandfrancis.com


DOI: 10.4324/b23260-1

The Practice of Ethical Leadership essentially started as a question. At its 
most basic, we were both intrigued by the question of why otherwise ethi‑
cal people misbehave in certain circumstances. In other words, why do 
good people do bad things? In asking this question, we fully recognized 
that some people may have psychological disorders that remove guilt or 
that they are criminals. By and large we are not talking about them. Our 
focus is on those that are otherwise ethical and the individuals that lead 
them. More to the point, our focus is on leaders—those that aspire to be 
ethical, those that want their organizations to be ethical, and the organiza‑
tions who want to hire and develop ethical leaders.

This book has been an extended journey. During our time writing The 
Practice of Ethical Leadership we have gone through a pandemic, experi‑
enced the death of parents, marriage (not to each other), job changes, and 
an album release, all while carrying on a long‑distance relationship with 
each other via Zoom. Physically we have not seen one another since the 
onset of this project but our relationship and friendship has continued to 
develop and expand.

We share similarities and differences. Both of us have spent the bulk 
of our careers with consulting companies that specialize in assessing in‑
dividual leadership skills for promotion or development. In fact, we first 
met when Florian came to the United States to conduct a development 
center and Rick was one of the consultants on the project. That meeting 
was followed by a visit by Florian to Rick and his wife, Debra, in Pittsburgh, 
USA, where we discovered more that we had in common and began to 
develop our friendship which has grown and developed over the interven‑
ing years. This book project sprang from that beginning when Florian, via 
email, raised a question about ethical leadership, Rick responded, and we 
were off.

We have differences as well. Some we knew at the outset—we differ by 
age, nationality, tastes in music, number of tattoos or earrings—which were 
apparent at the beginning, while others we discovered as we wrote, argued 
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points of view, or debated topics in the book. By and large, our differences 
balance each other out—for example, Florian is more philosophical, and 
Rick tends to be more practical—which has turned out to be a blessing as 
we explore various issues. Otherwise, we differ on the essential nature of 
mankind which simply serves as fodder for debate.

We started our project with more questions than answers. Among the 
questions we asked were:

• How do I define the common good for my business and certainly  beyond 
mere business objectives? In what way does it matter for my clients, my 
employees, the community where my business is located, my investors, 
and my supporters?

• How do I make sound ethical decisions? How do I scrutinize a situation 
and make a decision that positively contributes to the greater good?

• What incentives can I install and communicate that promote veritable 
ethical behaviors?

• How do we deal with dilemmas? In what way do we raise awareness 
for such paradoxes and how do we reconcile them? What happens if 
identification of dilemmas turns out to be unfavorable for our business?

• What is my impact on society? In what way is it political? Is marrying 
politics and doing business admissible? If so, what is my leeway? If not, 
why?

• What kinds of structural conditions or company policies do I need to 
put in place to foster an ethical culture? How will I track, quantify, and 
monitor the ethical practices of my business?

• In what way may climbing the corporate ladder have an impact on my 
authenticity? In what way does this impact my ethical reasoning and 
acting?

• In light of relevant future developments, what will my ethical responsi‑
bility be?

In our book we will ask many questions to ponder. To get started, let us take 
a look at these fundamental considerations right off the bat. Do you want to 
be a leader or work with one who

1. Focuses on the organization, works to maximize the mission of the 
 organization, and is concerned about the well‑being of the people in 
the organization.

2. Focuses on your organization, works to maximize the mission of 
the  organization, is concerned about the well‑being of the people in the 
organization while making sure that the organization complies with the 
laws of the land.


