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Abstract

This paper begins by substantiating the relevance of virtue ethics to busimmges bef
summarising a conceptual framework for virtue ethics that has been devejogreaving

upon the work of the moral philosopher Alasdair Macintyre. Conducting empirical witrk wi
this framework is at an embryonic stage, but having discussed methodological issues, thi
paper reports on the initial findings from a longitudinal case study-basedcrepesject into

the private equity owned organisation Alliance Boots. It demonstrates theasydjplicof the
conceptual approach, produces a mapping for virtuous organisations based on organisational
purpose and success versus excellence, and provides some commentary on the preconditions
for organisational virtue. As well as making an assessment of Alliance Bodtits

predecessor organisations using the mapping, it concludes with reflections on further
methodological considerations that might be relevant to future research irethis a

Introduction — the relevance of virtue ethics to busihess

The re-emergence of virtue ethics as a mainstream branch of moral philos@ptigr(se
example, Foot 1978, Macintyre 2007, Swanton 2003) has been quickly followed by attempts
to apply virtue ethics to business organizations — DesJardins (1984) and Solomon (1992a,
1992Db) being early examples. It is possible to view the re-emergence of thitseas

growing out of a general dissatisfaction with what DesJardins (1984) andti(ir985)

both call the principle-based ethics (PBE) of the Enlightenment.

Horvath, writing from a business ethics perspective, though with a level of bggriarhis
critique, identifies four recurring problems with PBE: it fails to addriessssue of ethical
motivation (the “why should | be good or do right?” question); by its very nature it irsvolve
generality rather than specificity to particular cases; the two foanulations of PBE
(formalism derived from Kant and utilitarianism) are mutually incompatigspite their

! The early part of this paper is adapted from Mq@ao9).



individual claims to irrefutable logic; and finally, while business ethicds¢o be
predominantly utilitarian, it represents a corrupt form of pure utilitasranregressing
instead to a Machiavellian calculation in which given ends justify the meamgatH 1995:
500-1). As such, Horvath argues, since PBE can produce such conflicting answers to the
same problem, there is a danger of a drift into ethical relativism wherertieetaess of any
moral judgment is viewed as being “relative to the individual (or group) making that
judgment, and therefore one person cannot impose moral demands upon aitodres1(Q).
Macintyre offers a similar critique ifter Virtué — particularly his discussion of the
interminable nature of contemporary moral debates, and his characteregatiodernity’s
ethic of emotivism in which “all moral judgments arething butexpressions of preference,
expressions of attitude or feeling”, such that “[o]thers are always meever ends”
(Macintyre 2007: 7, 11-12, 24 respectively).

Solomon is characteristically more forthright in his criticism of PBE:Kantian approach
“shifts critical focus from oneself as a full-blooded person occupyingisant role in a
productive organization to an abstract role-transcendent morality that négdisel itself
empty-handed when it comes to most of the matters and many of the motives that 8@ he
much about in any corporate setting” (Solomon 1992b: 323). And further, “...I just want to
point out that utilitarianism shares with Kant that special appeal to anal corepuisits

doting over principles and rationalization (in crass calculation) and its hefliedividual
responsibility and the cultivation of charactabdid.: 324).

Horvath, citing Koehn (1993), goes so far as to suggest that PBE may havevighiole

virtue ethics — that, in relation to business for example, “PBE can help to instructoasir
manager decide a given case, but PBE cannot work as it should for the non-virtuous.manager
PBE can be a subset of virtue ethics even if PBE cannot stand on its own” (Horvath 1995:
524). If that is the case then virtue ethics would seem to occupy a centgadigant place in

moral philosophy in general and in organizational and business ethics in partiatifar sBe

further why this might be the case, we need to understand more fully whay exadcd

ethics involves.

Elements of Virtue Ethics

Perhaps the most common way of drawing the distinction between virtue ethics argit®BE
observe that virtue ethics is centred on the actor while PBE is centred oridhetself or

its consequences. Certainly, it is true that in virtue ethics, the actor, amticnlpathe
character of the actor, takes a central place. But that is not to say itias aceé unimportant,
and this for at least two reasons. First, the action has consequences whishialiyl affect
others as well as the actor, and these consequences will assist or etireamsbling those
involved towards their truelos or purpose, in life. Koehn observes that Aristotle’s system
of thought “places tremendous weight upon the act because life itseémeageiaor

activity of performing various acts” (Koehn 1995: 534). But secondly, the actiohavé
further consequences for the actor, since it will play a part in reinfpozi undermining the
actor’s character. “Aristotle ... views every act as inevitably ldgneg a character who
performs an act well or poorly [and] will not treat an outcome in isolation from pdst a
future outcomes. An outcome is not just a consequence of an act but a consequence for one or
more agents engaged in a series of actiabgl.(534). Thus while act utilitarianism will

2 After Virtuewas originally published in 1981. | am quotingrfrehe third edition published in 2007.



often concentrate on the outcomes of one act in isolation, virtue ethics will seek tstamaler
both the precursors and outcomes of the act for the agent in question: “[p]ast actions, by
moulding character, become the cause of future actidrid’:(536).

A second element of virtue ethics, evident from the above discussion, is that it mgiekdol

in nature. The ultimate purpose for each individual is, in Aristotle’s tezuggimonia-

defined by Macintyre as something like, “blessedness, happiness, prosdperilye state of
being well and doing well, of a man’s being well-favoured himself and in relatitw to t
divine”. And this definition leads Maclintyre on to define the virtues as “predisebe

gualities the possession of which will enable an individual to aclkeiggdaimoniaand the

lack of which will frustrate his movement toward tkelbs’ (Macintyre 2007: 148).
Associated with this teleological approach is the concept of a narrative-ghastas story-
telling animals we make sense of our lives through our individual and communal journeys
through which we try to realise our owglos(ibid.: 216-20).

A third element of virtue ethics follows from these first two. Koehn descrilassa focus

“on the conformity between right thinking and desire ... [t]he virtuous agent simlg is t
person habituated to desire to do what is good and noble” (Koehn 1995: 536). Maclintyre
similarly offers an extension of his definition of virtue given above: “Virtaresdispositions
not only to act in particular ways but also to feel in particular ways. To act viguous to

act from inclination formed by the cultivation of the virtues” (Macintyre 2007: 148). A
Porter, following Aquinas, describes the person of true vatueeing “characterised by
harmonious unanimity among her feelings, judgments and will” such that there is natconflic
between the passions and the will (Porter 1994: 114). Thus virtues are enduringecharact
traits (as, of course, are vices) and this focus on character and its deve|aordehe
associated possession and exercise of the virtues (or vices), also cisasaateethic of

virtue. We should also note that the requirements of virtue are such that, in the ideally the t
virtuous individual must possess all of the virtues; there must be a harmony or unitthabout
individual in which the whole of their life is directed towards thelos and this can arise

only if all the virtues are possessed and exercised in conmdrt {21-3).

It might be inferred from the discussion so far that virtues have everything tdahdthevi
personquaindividual and nothing to do with life in the community. A fourth element of

virtue ethics, however, is that the community occupies a central part. It igafapke,

axiomatic in Aristotle's frame of reference (with the city statthasasis of society) that “the
virtues find their place not just in the life of the individual, but in the life of theatit/that

the individual is indeed intelligible only agalitikon zoorn{a political animal]” (Macintyre

2007: 150). Solomon likewise emphasises this point: “The concept of the virtues provides the
conceptual linkage between the individual and his or her society. A virtue is a perasive t
of character that allows one to ‘fit into’ a particular society and to excel.inlihe virtues

[are], on the one hand, essential aspects of the individual. On the other hand they [are]
precisely the ‘excellences’ that a certain society require[s]” (Smobh992a: 107 and also

2004: 1026-31). As Morse puts it, extending the argument to the political sphere, “[v]irtue is
cultivated in the proper political and social environment, such that excellencersoa pe
comes from a state with well-ordered laws, and other individuals concerned with the
development of virtue” (Morse 1999: 52).

Horvath makes the same point: “This traditional ethical paradigm begins witbrmaunity
as the ethical base rather than individuals existing in isolation. Within a cotyneople
occupy recognised roles, and these roles in turn include ethical obligationsfilTeu bl



roles well, people need to develop virtues within themselves” (Horvath 1995: 505). This,
then, affirms the essential intertwining of the individual, and his or her own namatss,
with the community, and its shared senseetwls It is in community that the virtues are
developed and (partially) for whose good they are exercised.

The fifth and final element of virtue ethics is that it focuses on excelleheeGiieek word
arétecan be translated either as virtue or as excellence and the latter ptinete$sentially
positive nature of virtue ethics. As Solomon puts it: “Virtue is doing one’s best)iagc

and not merely ‘toeing the line’ and ‘keeping one’s nose clean™ (Solomon 1992b: 327).
Koehn similarly argues that virtue ethics’ stress on excellence “belpger the levelling
tendency of deontological ethics” (Koehn 1995: 537). We will return to this particpkectas
of virtue ethics when we consider Maclintyre’s concept of a practice. FqQrhaovever, we
can note that the possession and exercise of virtues such as temperance, faditcelend
practical wisdom — the four cardinal virtues — are not ends in themselves bubaretmthe
end of excellence in all the practices in which an agent engages. It is thropginsiié of
excellence in these practices that the agent’s character is developed, snehsiided on her
journey towards her owteloswithin a community that provides the social context of her life.

MaclIntyre’s conceptual framework and its application to organisations

So far, | have offered a justification for focusing on virtue ethics in gendthlsame
application to business ethics along the way. But how do we apply this to organisations?
What role do organisations, and particularly business organisations, play in theifeial |
order to answer this question we turn to a more detailed consideration of the work of the
moral philosopher Alasdair Macintyre.

The significance of Maclintyre’s work in general, and its application to contamypor
organisations and specifically to the area of business, are already wetielted and have
received critical review (see Beadle 2002; Beadle & Moore 2006; Moore 2002, 2005a,

2005b, 2008, 2009 and Moore & Beadle 2006, for example). Space here precludes a detailed
review of this body of work, but | set out below a summary of the key points thaterantel

to this paper.

Practices, institutions, virtues, goods

Perhaps most significantly for our purposes, Maclintyre distinguishes lmepnesstice and
institutions. Practices are:

“Any coherent and complex form of socially established cooperative humanyactivit
through which goods internal to that form of activity are realized in the course of
trying to achieve those standards of excellence which are appropriate paraaltly
definitive of, that form of activity ...(MacIntyre 2007: 187)

Practices are widespread, indeed it could be argued that we spend much of ouithiess i
since they include things like “arts, sciences, games, politics in teto#alian sense, the
making and sustaining of family life” (MacIntyre 2007: 188). And the virtues (foligwi
Maclntyre’s two definitions already given above) find their particular horttempractices
and are essential for obtaining the internal goods that derive from practices:



“A virtue is an acquired human quality the possession and exeromeiaf tends to
enable us to achieve those goods which are internal to pracigéisealack of which
effectively prevents us from achieving any such goods.” (Macintyre 2007: 191)

Internal goods include both the excellence of products and the perfection of the individual i
the process (Macintyre 2007: 189-190 and see also Macintyre 1994: 284). In the context of
business such internal goods might include not only involvement in the generation and
delivery of an excellent product or service, but also the enjoyment of the exdrgrsetical
skills, the stimulation that the competitive situation affords, pride in accsinmpéint and the
personal dignity that derives from a job well done.

In order for internal goods to be realised it is clear that practicestadéeurish, but to do so
they require institutions. Macintyre’s lengthy definition of an instituticasi$ollows:

“Institutions are characteristically and necessarily concerndd. wigxternal goods.
They are involved in acquiring money and other material goods; they arensduict
terms of power and status, and they distribute money, power and status as.rewards
Nor could they do otherwise if they are to sustain not only themselves, but also the
practices of which they are the bearers. For no practices can survive fengthyof

time unsustained by institutions. Indeed so intimate is the relationship of gs&ctic
institutions — and consequently of the goods external to the goods internal to the
practices in question — that institutions and practices characteristaratiya single
causal order in which the ideals and the creativity of the practice aresalway
vulnerable to the acquisitiveness of the institution, in which the cooperative care for
common goods of the practice is always vulnerable to the competitiveness of the
institution. In this context the essential feature of the virtues is cledroWithem,
without justice, courage and truthfulness, practices could not resist the corrupting
power of institutions.” (Maclntyre 2007: 194)

Internal goods derived from practices are here contrasted with exgeods such as

survival, reputation, power, profit or, more generally, success. When achieved, Macintyr
argues, these external goods are “always some individual's property aadspas. [They

are] characteristically objects of competition in which there must beslasawell as

winners” (Maclintyre 2007: 190). With internal goods, however, although there is coompetit
in one sense, this is competition to excel and so benefits all members of the community
engaged in the practice (Macintyre 2007: 190-191).

Maclntyre’s description of institutions and their relationship with practiaase applied in
almost any context — indeed, we have already noted above the breadth of coverage of
practices. The argument here is that we can legitimately extendattteerthat Macintyre
refers to generically as “productive crafts” (Maclntyre 1994: 284) to businessisagons in
general by noting that at the core of any such organisation (and orgarssatgeneral)
there is a practice. The particular practice may be fishing, or produahgtmilk, or
building houses, or it may be providing financial services or mining or retailivegeftirely
common feature, however, is that all such activities fall within MacIntygtefsition of a
practice as “any coherent and complex form of socially established covpdnatnan
activity”. But all such practices are institutionalised in corporate fouols as limited

3 While pride was one of the traditional seven dgaifis, “proper pride” can be distinguished froralége
pride” — see Lea & Webley (1997). The former isachg a virtue.



companies, public limited companies, co-operatives or partnerships; the mode of
institutionalisation can, of course, differ. Whatever form it takes, howeversseateal point
is that any business organisation may be re-described as a practioganstdmbination.

But this leads us to another important point in Macintyre’s framework:

“the making and sustaining of forms of human communiyeétherefore of
institutions— itself has all the characteristics of a practice, and moreover aticpr
which stands in a peculiarly close relationship to the exercise of the virtues ...”
(Macintyre 2007: 194, emphasis added).

In other words, there is a second practice in any organisation which is theepodetiaking

and sustaining the institution. And hence senior managers — those who have, in one sense,
outgrown the core practice and now represent the institution that houses it -valtioeha

same opportunity to exercise the virtues through engaging with that seconceprétuis
framework may be represented by Figure 1 below which shows a diagrammatic
representation of any organisation as a core practice situated within aniomstitut

framework and in which the smaller circle with the “P” inside represkatpriactice of

making and sustaining the institution.

@ INSTITUTION

Concerned with the achievement of
external goods

PRACTICE

Concerned with
the exercise of
virtue and the
achievement of

internal goods

Figure 1. An organisation represented as a practice-institution combation together
with the secondary practice of the making and sustaining of the instition

Moore (2008) considers the issue of the morality of management within this conceptual
framework (while also providing a response to Macintyre’s critique of thealyler (his
capitalisation) in the early chaptersAfter Virtug. The essence of this may be depicted as
shown in Figure 2 below. The point is that, within Maclintyre’s framework, all twhseare
engaged in any level of management have two practices with which they mushconce
themselves. First-line supervisors, as the most junior level of managemeaof,canarse,
mostly involved in the core practice and have only a small involvement in the instiuti
practice. But they do have some involvement — by definition they are also engaged in the



practice of making and sustaining the institution even if only to a limited extedt. A
correspondingly, senior management at the other end of the spectrum, while maiivgd

in the institutional practice, should never forget that they also have an involvement in the
practice at the core. An essential element of management at any laveis tioeunderstand
and maintain an involvement with the core practice — to appreciate and indeed gaist, tat |
some extent, its internal goo8But in addition, within the practice of making and sustaining
the institution, managers should equally be concerned with the exercise of the withe

the pursuit of excellence and, in the same way, should thereby receive the guedsa
available enabling them in their narrative quest in pursuit of theirteloa

Core practice

Institutional practice

v

Increasing level of management
Increasing concern with ends
Decreasing concern with means

Figure 2. The relationship of different levels of management with the cerpractice
The virtuous business organisation

Following this, we can identify various features of a virtuous business organiaat,
associated with this, the responsibilities particularly of senior managéonemsuring that
these features exist and are nurtured. The first requirement of a virtuousbwsgenisation
would be that there isgood purposéor the particular practice-institution combination that it
comprises. Second, the institution would be aware that it is founded on and has as its most
important functiorthe sustenance of the particular business practice that it h@nskes
following from this the organisation wou&hcourage the pursuit of excellence in that
practicewhatever that may mean for the particular practice in question. Third, it woulksl foc
onexternal goodgsuch as survival, profit, reputation and success) as both a necessary and
worthwhile function of the organisation, banly to the extent necessary to the sustenance
and development of the practice

For our purposes here, more needs to be said about two of these requirementrnaelati
purposeMacintyre is clear, as we noted above, that the virtues enable the achievement of a

* In my early industrial career | had as my line ager a Director of Operations who had transferrehfone
part of the group involved in textiles to our pastolved in paint manufacture. It emerged at sowmiatzhat
prior to his transfer he had spent a day at a gampany personally making a batch of paint. Hhirk,
understood something of the need to have a ‘feelitfe core practice.



person’selosof eudaimonia2007: 148) at the individual level. There is, therefore, some
notion of internal goods from individual practices being amalgamated to some ndtien of
good for the individual. But thitelosalways needs to be re-evaluated (2007: 218-9) because
it is only partially known — and hence what Macintyre callsaative ques{a storied
exploration) is involved (Maclintyre says that “the good life for nsqj [s the life spent in
seeking for the good life for man, and the virtues necessary for the seekingsarevhich

will enable us to understand what more and what else the good life for man is” (vacint
2007: 219)). And this narrative quest is necessarily communal, a point made well bpiMcC
& Brownsberger:

“... the normative character of Macintyre’s definition of a social practices ... i

secured within a larger account of the moral life as a whole. There must béetmne

to human life, a vision anticipating the moral unity of life, given in the form of a
narrative history that has meaning within a particular community’s itvadjt

otherwise the various internal goods generated by the range of socialgsrach

remain disordered and potentially subversive of one another. Without a community’s
shared sense t¢los there will be no way of signifying ‘the overriding good’ by

which various internal goods may be ranked and evaluated.” (McCann &
Brownsberger, 1990: 227-28)

Translating this to the organisational level, we are left with an emipguesstion in judging

the goodness of purpose of a particular organisation. And the goodness of purpose is the
extent to which the internal goods of the practice at the core of the organisatidoutent

the overriding good of the communiydthe extent to which there is a continuing debate
within the organisation as to what the community’s good is and how their internal goods
contribute to it.

The second requirement that we need to explore further here is the inter-reiptimts/een
internal and external goods. Macintyre makes the point that we can rank goods in a
hierarchical order. There are some goods that are valued only for theirkeawn theese are
what we have referred to above as internal goods. Then there are those whathealteny
for the sake of some further good — these are external goods. But Macintgréhabtbere

are also goods which are valued both for their own sake and for the sake of somgdadher
(see Maclintyre 1988: 34). Hence, it appears that we may have a furtherygategpods,
which we might term intermediary goods (Crockett & Anderson 2008). Howeverjsvhat
clear from Maclntyre’s writings in general is that it is interr@bds (goods that are valued
for their own sake) that should be prioritised. And goods such as external goods should be
valued only in so far as they enable the achievement of internal goods (seeyMa988:

35 where this is explored further). But this does not mean that theptageods: “I need to
emphasize at this point that external goods genuinely are goods. Not only are they
characteristic objects of human desire, whose allocation is what gives pbietidtues of
justice and of generosity, but no one can despise them altogether without a certain
hypocrisy.” (Macintyre 2007: 196).

This also leaves us with an empirical question which is the extent to which an atiganis
prioritises the practice over the institution or, in other words, prioritisesaitever external
goods. But we should note that the virtuous organisatioatisne which prioritises internal
goods to the exclusion of external goods, but one that maintains an appropriate balance, with
the emphasis just on the side of internal goods. Such balance, if achieved, would then enable



its employees and others (both organisations and individuals) with which it engages to
exercise the virtues in pursuit of their own internal goods and theitedos

Preconditions for virtuous organisations

In previous work (Moore & Beadle 2006), we have identified threegmaitions for such
virtuous organisations. Space again precludes a detailed consideratimsatere, but in
summary they are as follows.

The first precondition for a virtuous business organisation is the presence of virtuoiss age
at the level of both the practice and the institution, for without agents who possess and
exercise the virtues the practice itself would no longer be fostered iitehnaugh the

pursuit of excellence, and at the institutional level the corruption of the instituttbtina
consequent distortion of the practice would seem to be inevitable. This is partitheachse
for those agents who hold decision-making authority in the institution. But the presence of
such agents at both practice and institutional (managerial) level is cleauffigient to
guarantee the presence of organisational virtue.

The second precondition for a virtuous business organisation is the mode of
institutionalisation which distributes both decision-making authority and decisieria

within institutions. Maclntyre, in drawing attention to the central dilerofrfas framework

(the tension between practices and institutions), notes that, “practiceseardisforted by

their modes of institutionalisation, when irrelevant considerations relatimphey, power

and status are allowed to invade the practice” (Macintyre 1994: 289). In other words, we
would expect that different institutional forms will support to different extémd possibly

even excludé)the practices which they house, and thereby enable the exercise of the virtues
and the attainment of internal goods to a greater or lesser degree.

The third precondition for a virtuous business organisation is the extent to which the
environment in which the organisation is set is more or less conducive to such actvity. W
would expect that an unconducive environment, one that encourages a single-minded pursuit
of external goods for example, would be problematic for organisational virtue.

The empirical questions that arise from this discussion of the three preconditions for
organisational virtue are the extent to which one or another precondition predominates,
whether strength in one can offset weakness in another, and the extent to whasle they
mutually reinforcing.

This then completes the conceptual framework in so far as we require it for our purpose

here. We now turn to considerations of methodology and a description of the case study
organisation Alliance Boots.

Methodological considerations

We have argued elsewhere that Macintyre can be understood as a eatisa(Beadle &
Moore 2006), and it is clear that MacIntyre himself sees the value of empiddalmorder

® |t has been argued, however, that even withintaksti business organisations there must remairvéséges
of the practice, or the institution would haveeffect, killed itself from the inside — see Moo2905b: 679)



to confirm or refute his philosophy (Maclintyre 2008: 6). Coe & Beadle (2008) have done
useful work in identifying a broad range of methodologies that would be appropriate for
‘doing empirics’ with Maclintyre’s conceptual framework. Thus, while positsastceptions

of observability and verifiability are ruled out, both primary and secondary werk ar
allowable, along with participant and non-participant observation. And even the presumpti
against positivist hypothesis testing does not preclude quantitative work as such.

There have, however, been only a limited number of studies to date which employ Bn overt
Macintyrean framework. Those that do have conducted studies in the oil industkeitro
2005), in the circus (Beadle & Kényot 2006), and of organisations such as Traidcraft (the
leading Fair Trade organisation in the UK — Moore & Beadle 2006) and The Sagphézat

(a large multi-function music facility in the north east of England — Coe &lB&2008).

Case study research is, to a certain degree, already evident in theseastddikearly, given
what has been said above about methodological considerations, case studies provide an
appropriate method for exploring virtue in business organisations.

For the purposes of this particular piece of research, given the paucity of prevdes, stn
exploratory approach was taken (Yin 1994: 3-4). The fundamental research question was
whether and how Maclintyre’s conceptual framework could be studied empiaadllyf so,
whether it tended to confirm, refute or suggest modifications to the framework.

The organisation that forms the basis of the case study is Alliance BoaasicalBoots is a

large multi-national health and beauty gréufhe opportunity to study this organisation

arose serendipitously through a personal contact of the author who knew the Group Head of
Corporate Social Responsibility (CSR) at Alliance Boots. This key contaciwiliang to

give access to the organisation, both to the considerable archive that Boots (oneaf the t
constituent organisations — see further below) maintains and to individuals both within and
outside of the organisation, who were then contacted and their willingness tgpptetioi
interviews ascertained directly. There was a quite natural expectatoritfe interviewees

that the purpose of the study was to do with CSR (although the approach to interviewees
indicated that the scope was broader than this), and indeed questions concerning CSR were
included as part of the interviews. However, for the purposes of this paper only those
elements related to virtue ethics are reported on.

Aside from the opportunity to study this organisation, why did Alliance Boots forntadbkgui
object of study? In discussing the selection of cases, Eisenhardt & GraebneR{@0ate
that cases can be sampled “for theoretical reasons, such as revelation of an unusual
phenomenon ... and elaboration of the emergent theory”. In Alliance Boots’ case disere w
an unusual phenomenon in that two organisations — Alliance UniChem plc, a leading
European healthcare group, and Boots plc, a largely UK-based manufactureaiedafet
health and beauty products — had merged in July 2006, and had then been taken out of public
ownership and into the private ownership of Kohlberg, Kravis & Roberts (KKR), a global
asset manager working in private equity and fixed income, in June 2007. Two such
significant organisational changes, in such a short period of time, suggestberthanight

be interesting “mode of institutionalisation” features to study here. Thanmgesftwo
organisations with such different histories and organisational cultures, cougtetiewtell-
known financial orientation of the private equity industry, suggested that variowssaspe
Maclntyre’s conceptual framework might be open to exploration.

& Seewww.allianceboots.com
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Private equity has been the subject of much attention recently (see Nielsero2008, f
example). The standard view of a strong financial orientation (in Maclstgm@ninology, a
single-minded focus on external goods), is borne out by such studies, but there is also
evidence that private equity does not necessarily engage in the “asset stoppatash and
burn” approaches of which it is sometimes accused. While “hard HRM” approaehes a
evident (Thornton 2007) there is also evidence of positive effects on HR practites wi
increases in training and employee involvement (Bruietrg. 2005). There is also evidence
that some private equity firms increase employment although counter-evitiahtigey also
reduce employment and wage levels in some cases (Thorton 2007). There appears to b
difference here between MBOs (management buy-outs) where prijate is used to

support an incumbent management team, where employment tends to increase, and MBIs
(management buy-ins) where a new management is imposed from outside, where
employment tends to decreas#@d.). Overall, there appear to be two different approaches
taken by private equity investors, and these vary on a case-by-case baapptach is

cost reduction, with the Automobile Association (AA) in the UK being a celebeatample
where more than 3,000 jobs — nearly 30% of the workforce — were axed. The alternative
approach is one of investment (Bruinietgal. 2005). Alliance Boots was an example of an
MBO and, it transpired, the new private equity owners were to take an investment approac

Nonetheless, Alliance Boots is only a single case and there are, of cotisems that have
been levelled at single case studies. While, in one sense, it could be arguad thas &

study of four organisations over a period of three years or so (Alliance dnmbeBoots

plc, the merged Alliance Boots plc and finally the private equity-owned fitrange Boots),
the charge of a single case study, even one with a longitudinal elementgsirtksesome
answer. Eisenhardt & Graebner (2007: 27)), drawing on Yin (1994) again provide a response
“Theoretical sampling of single cases is straightforward. Theytergea because they are
unusually revelatory, extreme exemplars, or opportunities for unusual reseeesh a.
single-case research typically exploits opportunities to explore isgmifphenomenon under
rare or extreme circumstances”. Siggelkow (2007: 20) also argues forsnagee power of
the single case — “... it is often desirable to choose a particular organizatme|yréecause

it is very special in the sense of allowing one to gain certain insights thabofjamizations
would not be able to provide”. While, as acknowledged above, Alliance Boots was not
“chosen” in the sense that Siggelkow means, it did spgma facie to provide an

opportunity to gain certain insights that would be difficult to gain elsewhere. Thusgih
“theory building from multiple cases typically yields more robust, genafakz and testable
theory than single-case researabid.: 27), it is clearly defensible at this stage in developing
Macintyre’s framework to use such a single case approach.

A further methodological criticism that might be levelled against this whpgeoach is that
case study research, and the theory-building that emerges from it, is inductiteen Hare,
however, we already have what appears to be a reasonably robust theoaetiealbork, and
hence deductive research in order to test this theory might seem more apgrampri
response to this Eisenhardt (1989: 536) notes not only that an initial definition of thelresearc
guestion is important, but that “a priori specification of constructs can also hélape the
initial design of theory-building research”. In addition, Siggelkow ardugisdases can be
used as illustrative of conceptual constructs and show the plausibility o$al caodel
(2007: 21-22). The argument for studying Alliance Boots is that, in effectaels
framework is at an early stage of development in relation to organisatidingimvied
empirical testing already carried out, and so case study researgorsant in exploring and
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illustrating the concepts more fully in an attempt, as noted above, to begin to corffitm, re

or modify them. In addition, various empirical questions were noted in the discussion of the
conceptual framework (how to evaluate goodness of purpose, whether organisatiainsepriori
internal or external goods and questions in relation to the preconditions for organisationa
virtue) and it is clearly important to begin to provide some data in response to these.

Research methods

While, as noted above, access was granted to the Boots’ archive and varioug Allianc
Unichem documents (such as annual reports prior to the merger) were also obtaimadh) the
focus of this paper is on the interviews. Altogether, 21 interviews were contlattekich

six were of former Alliance Unichem employees, 12 of former Boots eraefognd three

were ‘outsiders’. These three “critical friends” (as they wererdest by the key contact)

each worked for different non-governmental organisation and had each worked with the
merged organisation (and in some cases with Boots prior to the merger) in a consulting
capacity. Hence, they knew the organisation reasonably well and were able ¢o #uesw
guestions posed from an informed perspective. The use of outside observers is, of course, a
recognised technique in case study research (Eisenhardt & Graebner 200Re28)ernal
interviewees were from various hierarchical levels (a former non-exealitector through

to store managers with many middle managers in between) and were fiienentlifunctions

and locations within the firm. Although, with the exception of the store managers, tlseae wa
CSR connection, only three of the interviewees had CSR as the main part of their job
descriptions; the remainder had some involvement with CSR but their main roldfesenti

— Human Resources, Accountancy, Marketing and Engineering being examples.

How to address Macintyre’s conceptual framework within an interview coniedtesurse,

not straightforward. The terminology of virtues, practices, institutiongniatand external
goods, in their technical sense, would either mean little or would require extensive
explanation to typical interviewees. However, Crockett (2008), who has himself acashduct
empirical work using Macintyre’s framework, has argued that Maclrgyesims need not
transliteration but translation. One of the questions that needed little tiamdfatwever,

was simply about organisational purpose. A good purpose was described above as one of the
key features of a virtuous business organisation. Linking this to the organisahangks

that had occurred and the preconditions of organisational virtue (though without suggesting
these), the question was posed in the following way: “How would you describe thermissi
and purpose of the organisation? Have these changed through the two major changes that
have taken place? If not, why not — what has caused them to remain constant? Ifvéhere ha
been changes what has caused these?”.

In order to tease out the issues relating to practice and institution, intedrektarnal goods,
an exercise from Crockett’s earlier work (2005) was employed — see Bipatew. The

" One was a joint interview when, unexpectedly, oh¢he interviewees had invited a colleague. Whilis
provided a challenging context, | decided to ‘gahwthe flow' and, in so far as was possible, asttedsame
guestions of both. Inevitably, however, there wame general agreement between them and their assmagr
have been influenced by the other. However, thesdraated as separate interviews. All but tworinésvs
were conducted face-to-face, the others being adedby telephone.

8 The reason for asking about mission as well asqu&rpvas that Alliance Boots has clear statemené&aoh
and it was felt better to address these togette:tlean separate out the responses to the ‘purgosstion. The
mission is: “To become the world’s leading pharm&azyhealth and beauty group”; while the purpose is
described as: “Delivering products that help pedpdd and feel their best”.
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exercise uses terminology familiar in business but which also broadlysredd#acintyre’s
notions of internal (excellence) and external (success) goods. The exendiseby first (#1)
asking the interviewee to gives some words or phrases that describe what it waanltbm

the organisation to be excellent. The terms were jotted down on a piece of paper. Secondly
(#2), interviewees were asked how their organisation measures success.aa bgnhvarly

jotted down. A see-saw balance was then drawn and interviewees asked to Sueaseihte
balance in the organisation on a 1-10 scale (#3). This forced interviewees to rhalaa c
between success and excellence (e.g. 6-4 or 3-7). It could be argued (artcbatleas
interviewee noted this) that this is a zero-sum game, and an alternative woulkallbet

scoring of, say, up to 10 on each dimension (e.g. 8-9 or 3-10). There were two reasmns for t
scoring system that was employed. First, Crockett had used it successhidlywork and

second (and more important), the theoretical framework described above speaks/ofgachie
a balance between internal and external goods, and the prioritisation of interratteveal
goods. The danger of a free choice was that 10-10 might well have been a freque@neout
Having to choose between success and excellence (although allowing tbbdtresult)

forced the issue.

An addition was made to the Crockett exercise at this point, because intesniesreeasked

their perception of the scores that they would have allocated to Boots and to Alliance
Unichem in both cases prior to the merger even being known, and then to the merged
organisation. While all of the scores that interviewees gave were, ineyjabtgptions, a
request that was made at the design stage was that interviewees hatifaritke

organisation long enough to have ‘lived through’ the merger and acquisition. In the reain thi
condition was satisfi€dso that the scores given were, at least, based on informed perception.

Finally, as per the Crockett exercise (#4), interviewees were askedhely thought the
scoring for an ideal organisation (any business organisation) would be. Havipptsam
this quantitative exercise, interviewees were asked what they thought abeldton and
causation (#5) — “What is the relationship between these two? Does excklbhte
success, or success to excellence or are they unrelated?”.

° Of the six Alliance Unichem interviewees, five h#ided through’ the period in question and thetisikad
worked for the firm for five years but had had aryeut during that period. Of the 12 Boots intemees, 10
had ‘lived through’ the period, one had joinedra time of the merger and the other had left atithe of the
private equity acquisition. Of the three outsidéng) had ‘lived through’ the period in question loume of these
had had only an indirect relationship with the firfrhe other had joined their organisation almosi j@ars’
previously so was working with organisational meyntwr some extent in answering the questions.
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#4. 1deal Balance:

#5) Correlation & Causation

—

The Interactive Joint Inquiry Exercise

#3. Present Balance:

(Score 1-10)
(Score 1-10)

#1. What does excellence look like in your organisation? (‘Internal Goods”)
#2. How does your organisation measure success? (‘External Goods”)

Answers for questions #1 and #2 are placed on either side of a see-saw

(Score 1-10) — must sum to 10
(Score 1-10) — must sum to 10

#5. Is there any correlation between the two sides, and if so, which comes firsf?

Figure 3. The success-excellence exercise (Crockett 2005)

The model behind these questions is that the two concepts of organisational purpose and
success-excellence are mutually exclusive (it is possible, as amexdrkample, that a
concentration camp could pursue excellence in its operations, or that a charitatisatioya

with a fundamentally good purpose could pursue financial success and managéeyiaivetili

excellence in its work). Thus the model might be illustrated as shown in Figure 4 below. And,
as noted above, the virtuous organisation does not occupy the top right corner of the map but
is just on the excellence side of the success-excellence scale, though obwvitbualgaod

purpose.

Success

Good purpose

Virtuous

Mapping the virtuous organisation

Excellence

oriented

Vicious

Bad purpose

oriented

Adapted from Crockett & Anderson (2008)

Figure 4. The purpose / success-excellence graphical depiction
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All interviews were recorded and transcribed and the transcriptions offeredrioaniees if
they so wished (five did so). The transcriptions were then fed into NVivo and analiigged. T
results that are recorded below are based on this analysis rather thanasetbéthe
success-excellence exercise for example, the words that were jotteddadle piece of
paper used during the exercise itself. Other questions related mainly tcsatigaail

character (see Moore 2005b) were also asked, but for the purpose of this pagaeltbenf
discussion to organisational purpose and the success-excellence exercise.

Results and discussion

Organisational purpose

The first issue here is whether interviewees understood the concept and weoe abl
distinguish between purpose and mission (and values and vision which also emerged as
related terms in the discussions). Perhaps because of the existence aienstaite
organisational purpose (and mention of this in the introduction to the questiorf,af9%
interviewees demonstrated that they understood the concept. However, 37% misadderst
it, said they were muddled, thought there was no difference between mission ané,purpos
had not heard of organisational purpose. There is clearly an overlap between these groups
with three interviewees in both groups, mostly because they acknowledged beirggdatf

the outset but then gave a clear enough answer to indicate that they understood the concept

Did the interviewees relate the organisational purpose to the overriding gded of t
community? The answer is ‘yes’ in 88%f cases. Typical responses were:

“Our purpose is to be customer-led, to provide a service to the customer is tdybasical

improve their health, their well-being.”

“The purpose of this store, as | see it, is to enrich people’s thveugh improving

their health and improving the way they feel about themselves, the beauty side of it.”

“In terms of the purpose of the organisation, it's very much healthcare led.”

However, 25% were more critical of the organisational purpose. One of the outsglerd
that Alliance Boots was insufficiently aware of sustainability issués purpose. Two of the
insiders argued that organisational purpose was, in reality, about money:

“I guess in the old world of Boots a number of people would have sai, itha sort
of higher purpose here, healthcare to the nation and almost thisnwuety value-
driven reason for being, but in reality, it's always about the matisyalways about
performance and it's about how you achieve that and if you can thresst ideals
along the way, then great ... We have to ensure that everythihgnvthalo is
financially sound and we have to justify what we do and getting tbereso it feels
very much more focused now about the cash value as opposed to the ma@& ethe
values of the company, healthcare to the nation.”

2 Two interviewees did not answer this question s@@ntages are based on n = 19.
™ Only 16 interviewees responded to this questiahtao responses fell into both categories.
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“It's probably about creating the best shopping experience or satisfyirgperstso
that they spend more money in our stores. | mean that’s probably it. Yea,
fundamentally | think that’s probably it.”

One interviewee felt that the organisational purpose was not profound enough:

“... there isn’t enough indication and there isn’t enough content in there or it doesn’t
feel like it, that reflects the healthcare side of the business ... It's tiattise or
profound enough for me.”

Was there any evidence of concern or debate over the community’s good and how the
internal good of the organisation contribute to it? Perhaps not surprisingly, the rsave

was generally no. Two interviewees (both outsiders) questioned the organisation’s
understanding and commitment to sustainability issues as part of their purpose thveit f

insiders there seemed to be an easy assumption that health and beauty are goods that
communities do or should value. Hence there was no apparent need from insiders to question
that Alliance Boots’ products and service do contribute to the community's good.

The final question in this area was to do with evidence of any change to oligaaisat
purpose over the past three years during the significant changes that the tiogés)ssad

been through. 58% indicated that there had been a change while 42% saw no change to
organisational purposé.33% indicated that generally the change was a move back towards
emphasising the health side of the organisation. Boots, despite its history as providing
“healthcare to the nation” was seen primarily as a health and beauty retdiiea more

recent emphasis on the beauty side of things, whereas Alliance Unichemewass

primarily a pharmacist, and pharmacies were seen as places of sedvaxdvece as well as
simply the provision of products. The phrase “pharmacy-led” recurred (though note the
confusion between purpose and mission in the following quotation):

“I think the biggest change is the absolute focus on healthcare and on the pharmacy-
led part of our mission.”

Some (25%), however, saw the change to organisational purpose being more of a
combination of the health and beauty sides:

“Boots has grown strongly down the road of beauty whereas the legapampof

Alliance Unichem has always had a strong emphasis on health and now both have
come together, so we are now health and beauty. But for Boots it’s to put health back
in business and I think for former Alliance Unichem it's to discover the opportunities
on beauty.”

There were two reasons cited for the change. One was to do with an extencadreantal
change in which the role of pharmacists was being enhanced by the U.K. goverriment. T
other was to do with internal direction as a result of the merger:

12 0nly 12 interviewees expressed a view on this tipres
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“| think without a doubt it's come from on high, the background of SteRessing
and his new Board very much within the healthcare arena.”

What becomes clear from the interviews, then, is that there is some confusioanbtie
least synonymous use of) terms like mission, purpose, vision, values, but the majority do
understand the concept of purpose and most then relate it to the good of the community. A
minority, however, do not see the purpose as being related to the overriding good of the
community but to financial success. There is no evidence of a critical appoote
community’s good and to the way in which the internal goods of the practice contribdute to i
There is a division about whether the purpose has changed over the last tleeatlear
majority saying it had changed and, to some extent, in the direction of being ph&ethacy
(i.e. more emphasis on healthcare), while a significant minority thought the purgdsot
changed. There is also evidence that Alliance Unichem was seen asdbeitgr purpose
because of its emphasis on pharmacy and healthcare activities, whereaw&ootore retail
and beauty-led.

A gualitative evaluation, then, suggests that Boots’ purpose was not as good as Alliance
Unichem, that the merger and private equity takeover did not made a significant bbhange
that, if anything, the healthcare side is being emphasised again and highigediue to both
internal and external drivers, there is significance in the fact thanédliinichem in effect
won out in the merger and its senior team, all from a healthcare background, is now in
charge.

Success-excellence exercise

The first stage of the success-excellence exercise involved inteeseywing words or
phrases that describe what it would mean for Alliance Boots to be excellentrdadys
describing how the organisation measures success. Working from the trapdezipgsms
that interviewees gave were grouped into categories and are shown in Table 1.

Success % Excellence %
Financial 43.4 Customers 22.6
Customers 13.1 Product 12.2
People 10.3 Trusted 12.2
Trusted 6.1 People / culture 10.4
Growth 4.0| Financial 5.2
Brand 4.0 Environment 5.2
Socially responsible 4 pVisionary 5.2
Environment 2.(q Innovative 3.5
Suppliers 2. Suppliers 3.5
Socially responsible 1.7
Stakeholders 1.y
Other 11.1) Other 16.5

Table 1. Success and excellence terms grouped by category

13 Stefano Pessina is the Executive Chairman of WdéaBoots and has a significant personal finarstaite in
Alliance Boots.
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There appears to be considerable overlap between the terms used by inésrinewwsponse
to the questions about success and excellence. Ignoring the “other” categonied {dath
had a wide variety of terms too miscellaneous to categorise), only two of tlessteens
were not included in the excellence terms (growth and brand) and only four of thermesell
terms were not included in the success terms (product, stakeholders, innovative and
visionary). The same seven terms were used in both (customers, people, firastzal, t
suppliers, environment, socially responsible). Does this mean the successrerosbncepts
are not distinct?

Crockett (2005) found the same thing, although only three terms overlapped in his study
(staff morale, customer satisfaction and industry reputation). At first exseregarded as a
methodological nuisance (Crockett & Anderson 2008) but it was later realis¢detha
provided unexpected insight. We have already noted the potential theoretical undegstandi
of these intermediary goods given by Macintyre. Hence, what we have in tbeneut€ the
success-excellence exercise is that some goods are both “for their @ffesgkthe internal
good of customer satisfaction) and “for the sake of some further goods” (eegteheal

good of financial success that derives from such customer satisfaction).

If this explanation is correct, then we would expect the weight given to such jointtgoods
reflect the extent to which allegiance lay to their internal or exterpatés And this is just
what we do find in most cases, with the percentage scores for excellence bungviigse
for success in the case of customers, trusted (which we might interprettamtthy in the
case of excellence and as an evaluation of performance in the case s$sstgmliers and
environment. People is too close to call and socially responsible is the opposite of what one
might expect (suggesting a strategic CSR approach in which CSR is used to sugipegit st
aims), although the percentages here are small. Financial, as one would exgest)ys
weighted towards success. Thus, this study also finds a distinction betweeal inte
intermediary and external goods in confirmation both of Macintyre’s theory aukelt's
(2005) previous empirical work.

One further point is worth making in relation to the categorisation of the exaellenc
responses. Maclintyre, as noted above, refers to the internal goods of the pradite the

with the excellence of the product and the perfection of the individual in the creatien of t
product. Product and people do appear in the excellence list but not to the extent one might
expect and with many other factors besides these two. The fact that re¢ei@pastomers

were roughly double those to products or people may reflect the business orientdtéon of t
organisation, but may also reflect a point already made in relation to Maténiyork by

Keat (2000). Keat's point is that those who are the beneficiaries of the outputprddtiee

—in our case the consumers who purchase the goods — may well be excellent juddes of suc
output, and that they do, in some sense at least, determine the standards of exodhenc
practice (Keat 2000: 128-9). Interviewees implicitly acknowledged this.

The question of the organisation’s fundamental allegiance to either internatoraéxfoods
is established from the overall scoring of the success-excellenwgsexd his is shown
graphically below using the success scores — excellence is simply (1Gess9umad hence
anything less than 5 in the scale below indicates an emphasis on excellersxecogss.
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Figure 5. Success scores for all intervieweés

Figure 5 shows the overall success scores for all interviewees. It is dhabtke ideal score
is just weighted towards excellence (success = 4.85). Against this as,cBuoats was seen
as close to this prior to the merger (5.17) while Alliance Unichem was séanfiasn the
norm (6.61), this difference being statistically significant (p<.01). Thgeneseems to have
had a moderating effect, the post-merger firm having a success scoré, @lth&ugh this is
still statistically significantly different from the ideal (p<.01hélprivate equity takeover
does not make much difference (5.75) but has moved Alliance Boots very slightly furthe
from the ideal, the difference still being statistically significant@tx In sharing these
results with the key contact, one possible explanation for the difference b&wo@isrand
Alliance Unichem was offered. Boots, as a retailer, would have signifydaigther profit
margins while Alliance Unichem, as primarily a wholesaler, would hawehrtighter
margins. Hence, with such tight margins, the financial emphasis would be stronger a
Alliance Unichem. This is borne out by a simple analysis of the last set pkcabe
accounts (2005) of both organisations prior to the merger — Alliance Unichem had an
operating profit of 2.85% of turnover whereas for Boots the same figure was 9.17%.

It might be expected that the outsiders would score the firms ‘harder’ (i.e.success-
oriented) than the insiders. While the outsiders do have a slightly ‘higher’ vige afeal
(4.67 versus 4.88), Figure 6 shows that the outsiders have a slightly rosier view ari@bots
a slightly *harder’ view of Alliance Unichem prior to the merger ad a®lof the merged

firm and Alliance Boots as it is now. The insiders, however, maintained tretictdly
significant differences (p<0.1 in all cases) from their ideal to AdeaUnichem prior to the
merger, the merged firm and the current situation. Hence there was no sighi@safrom

the outsiders.

14 Now = current score for the private equity en#iffiance Boots; Boots = Boots prior to the mergatj =
Alliance Unichem prior to the merger; AB post margeAlliance Boots after the merger.
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Insiders versus Outsiders
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Figure 6. Success scores showing insiders versus outsiders

The interesting insight that emerges from this analysis is that teiewees had a

collective view that the ideal was close to 5-5, and acknowledged that Alliandeeomic

prior to the merger, the merged Alliance Boots and the current firm wergraflcantly
different from this ideal. The exercise seemed to enable an un-earthm@ckreowledged
over-emphasis on success which it might have been difficult to obtain through more direct
guestioning.

There were also some interesting internal differences in the respohsesrb8oots and
Alliance Unichem interviewees. Figure 7 shows the success scoresdis fBom both Boots
and Alliance Unichem interviewees (left hand graph). This shows that Boengentees
thought the ideal was 5.0 and that Boots was just on the excellence side of thét.969re
Alliance Unichem interviewees thought the ideal was marginally on thdenme side
(4.67) and that Boots was much more on the success side (5.83). The right hand graph shows
the equivalent scores for Alliance Unichem. The ideal scores are the sémedeft hand
graph, but here the Boots interviewees thought that Alliance Unichem was much more
heavily weighted to success (6.9), while the Alliance Unichem intervielweaglt that their
firm was much closer to their ideal (5.83). There is evidence in the literattienpioyees
tend to take a rosier view of their own organisation and are ‘harder’ on other oligasisat
and industries (see Hine 2007) and this seems to be borne out here.

Mean success Mean success scores for AU
scores for Boots

]

oAU
W |deal

O Boots

| Ideal

o r N W MO O
O RPN W N O N ®©
T S R R |

T
Boots inteniewees AU inteniewees Boots inteniewees AU interviewees

Figure 7. Success scores for Boots and Alliance Unichem

Finally, it is worth noting that a minority of the interviewees were of ‘Europegher than
U.K. nationality. Figure 8 shows the success scores for these two groupstdtasting to
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note that the Europeans are consistently more excellence-oriented in {hansess although
only one of these differences (the ideal) was statistically signif{ipan®1). This may offer
some limited empirical evidence of the different form of capitalism thatseki continental
Europe with, in Maclintyre’s terms, a greater emphasis on excellence rezhvgth the
Anglo-American emphasis on success — see Keat (2008) who explores this slydaifica
relation to Maclintyre’s work.

UK versus 'Europeans'

O UK
B 'Europeans’

O R, N WM OO N
O N R TR R

1B

Now Boots AU AB post Ideal
merger

Figure 8. Comparison of success scores for UK versus ‘European’ inteewees

In relation to the causal direction between excellence and success, 18 out ofviwats
(86%) thought that the relationship was in the direction from excellence to succes

“Yes, because if you search for excellence, success will follow.”
“... you've got to have the excellence otherwise you won't get the sticcess.
“... if you don't have success it could mean that you are not excellent.”
Nine interviewees (43%) qualified this explicitly arguing that it was nefctly causal, so
that excellence does not guarantee success, usually because therbevdomimercial)

aspects that had to be right for excellence to be translated into success:

“Yes, | think, not necessarily that it [success] will follow [excellertm®jause you
have to do a lot of other things as well, but it's a key part of it.”

“Then when you have got the excellence, then how do you turn that into something
which is commercially viable? I think that's the key because what you couldrst do i
make a success of a business if you didn’t have the trust and reputation.”

An interesting example was given by one interviewee who cited the Panf&&trotect anti-

aging cream that Boots had developed. This was known to be a good product, but when
independently endorsed by an academic, “we couldn't keep up with demand”. Hence this wa
put down to “a bit of luck” in turning excellence into success.

Three interviewees (14%) qualified their view that excellence and sugeesselated by
saying that excellence led to success in the long-term:

21



“I would say you can have short-term success without striving for excelleatcke
think in the long-term you can’t have success without [excellence]”

One of these (an outsider again) related excellence to sustainability. Bwoewees
commented on success’s relationship to excellence. One denied that it could go in that
direction, while one thought that it could:

“...certainly, if you are doing well over here [success], then it releasesforads to
be able to invest in people, development, training, that kind of stuff.”

There is evidence here, then, of an implicit understanding of the relationshigbéternal
and external goods and an acknowledgement of the importance of prioritisingl igterts:
even if it is done for the sake of something else.

In relation to the three preconditions for organisational virtue (agents, mode of
institutionalisation and environment) we can make only some preliminarykeimare. It

was thought that the move from a Public Limited Company to one owned by private equity
might mark a change in the extent to which external goods were prioritised.i3lseme
limited evidence of this in the increase in the success score, but overall it gsphaarly

to say to what extent private equity might have this effect. Countering this,sheome
evidence of the influence of the senior management of the merged firm, with StesntaP
as Executive Chairman being cited often in the interviéwsoving the firm towards a more
healthcare-led status and thus a better purpose. There may be some eartg@fide
possible conflict with virtuous agents at the level of the institution having théie des
organisational purpose frustrated by the mode of institutionalisation and by theiéinanc
environment in which it is situated. Or, again, it could be that the senior managenpnt sim
sees being healthcare-led as a means to the end of greater (firmurazahs.

Summary

The results, then, might be summarised on the mapping for organisational vittoe/asrs
Figure 9. This is deliberately drawn schematically rather than aitegraot unwarranted
guantification. Boots prior to merger is close to the virtuous position on the success-
excellence axis, while Alliance Unichem (AU) prior to the merger isersaccess-oriented.
Alliance Unichem, however, has a better purpose. The merger (AB) causdmtangeffect
on both axes. The effect of the private equity takeover is marginal (and as nated quit
possibly too early to discern), but the dotted lines show the directions that thestedssn
taking — both towards a better purpose as the healthcare-led focus refestatsedf under
the former Alliance Unichem leadership, and more success-oriented amatiaal focus of
private equity asserts itself. The general direction, therefore, is dtlyd@degrees to that
which would lead to a virtuous organisation.

1516 of the 21 interviewees cited Stefano Pessimaisie which occurred 70 times in the course of the
interviews.
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The Alliance Boots virtue mapping

Good purpose

Virtuous

AU

Success © 1AB — | E— Excellence
oriented oriented

Vicious
Bad purpose

Figure 9. The Alliance Boots virtue mapping

Conclusions

In this paper | have argued for the relevance of a virtue ethics approach te®usirikned
Maclintyre’s conceptual framework and shown how it may be applied to business
organisations, and presented some initial findings from an empirical studyasfo&liBoots.
What might we conclude?

First, it does seem possible to apply a virtue ethics approach to business ooye@stie
level of the organisatigrrather than only at the level of individuals — managers or
practitioners. Second, Maclintyre’s conceptual framework does give us a hedyfof
thinking our way into this, and the practice-institution distinction, and the separation of
internal from external goods (and the prioritisation of the former over theilatieth cases),
is conceptually revelatory. Third, we have demonstrated the feasibilikgplafrang these
concepts empirically.

The empirical questions relating to organisational purpose, success and exegltbrioea

more limited extent, the three preconditions for organisational virtue, havétledreen

given some empirical flavour and we have been able to confirm the existenceatetery

of intermediary goods. We have also been able to develop the idea of mapping thgss conce
onto a two-by-two framework and shown how this might be used, not so much to identify the
exact location of an organisation at one point in time, but movements over time. It may be
(though in the nature of this research it has not yet been attempted) that such msapping
helpful to organisations in thinking through where they are and want to be in relation to
organisational virtue and in giving them some ideas for how any desired movenydrg ma
undertaken.
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In relation to methodological improvements, it could be argued that the quantification
inherent in the success-excellence exercise might be extended to the notiomisatoyeal

purpose. A scale here (perhaps from +10 to -10) where the upper end is represented by, say

organisations like charities and the lower end by, say, a concentration camp, wawld all
respondents to score organisational purpose. While interviews here provided a Wital met
for exploring these issues in some depth, it could be that more precise definitiondesd sca
could lead to a more quantitative survey approach in future, allowing easier mampar
between organisations and for the same organisation over time.

Overall, then, this paper makes a further contribution to the development of empiioas s
in Macintyrean virtue ethics and tends to confirm, rather than refute or modgify, hi
conceptual framework and its applicability to the study of virtue in business otgargsa
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