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"Relationships and trust are the essential oxygen of successful 
business, as they are of friendships, families, the public square and 

human flourishing as a whole. Fresh, clear and practical, these 
Katanoe principles will repay careful reflection and application." 

Os Guinness, "Doing Well, Doing Good" 
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KATANOE TERMS 
 
• Katanoe Paper – this paper 
• Katanoe – the ideas and thinking set out in this paper 
• Katanoe Trust Framework or Framework -  the framework of 

considerations used in assessing the impact of trust levels at 
decision-time 

• Katanoe Scorecard or Scorecard – the scorecard, based on 
Katanoe Trust Framework, that is used at decision-time  

• Katanoe Promise – a mutual promise that can be used across an 
organisation that contains the essence of Katanoe 
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EXECUTIVE OVERVIEW OF KATANOE  
  
The Importance of decision-time 
  
Every organisation is effectively the sum of the outcomes of all the 
decisions it makes. 
  
All decisions result in actions that speak louder than words 
and determine the life, culture, success or failure of an organisation. 
And we all want to avoid those awful “what were you thinking” 
moments that can come back to haunt us after we have made a 
poor decision. 
  
So for any organisation, the main thing is to consistently make good 
decisions.  
  
Managing Trust with the Katanoe Promise  
 
Trust is the heartbeat of an organisation, simply because trust is 
primary in the life of the organisation, and all else is secondary. This 
means that managing trust is a critical activity.  
  
Decision-time is the moment when a chain reaction is created that 
can either build or undermine trust levels within and beyond the 
organisation.  
 
Managing trust is thus dependent upon managing decisions, and 
managing decisions requires a culture where trust itself is centre 
stage. The tool used to do this is the Katanoe promise. 
 
Katanoe Trust Framework ("Framework")  
 
At executive and senior management levels, as complexity grows, 
managing ethics at decision time needs more than the Katanoe 
Promise, it needs an integrated thinking methodology to manage 
trust levels. 
  
Katanoe Trust Framework (with its Scorecard) is a powerful and 
effective methodology for checking on trust levels, and is designed 
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to generate holistic trust-based decisions. Using the Scorecard, the 
organisation can:  
  
• De-risk itself – through its dependence on integrated thinking* 

and the secure foundation of trust; 
• Provide a level of decision-making consistency – through the 

use of the Scorecard and its set of integrated considerations; 
• Enhance decision transparency – as everyone knows and 

understands how trust guides things at decision-time; 
• Entrench trust into the culture – as consistent trust-based 

decisions naturally embed a trust-centred culture across the 
organisation. 

  
  
In the end, Katanoe uses the lens of trust to inject positive ethics at 
decision-time, decisions that build trust, manage risk, improve 
organisational efficiency and positively improve the health of the 
organisation. 
 
Put another way, Katanoe's trust-based integrated thinking 
empowers integrated trust-based decisions in the organisation, 
which unlocks trust-based culture in the organisation, and then 
enables authentic trust-based living in the organisation. 
 
 
* Integrated Thinking is defined as the active consideration by an organisation of the 
relationship between its various operating and functional units and the capitals that the 
organisation uses or affects” The International Integrated Reporting Council, The International 
Framework (13 December 2013) 
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 SETTING THE STAGE 
 
"There is, in truth, a terror in the world and the Arts have heard it as they 
always do. Under the hum of the miraculous machines, and the ceaseless 
publications of the brilliant physicists, a silence waits and listens and is 
heard. It is the silence of apprehension. We do not trust our time, and the 
reason we do not trust our time is because it is we who have made the 
time, and we do not trust ourselves. We have played the heroes part, 
mastered the monsters, accomplished the labors, and have become gods, 
and we do not trust ourselves as gods because deep inside we know what 
we really are. In the old days when the gods were someone else the 
knowledge of what we were did not frighten us. There were Furies to pursue 
the Hitlers and Athenas to restore the Truth. But now that we are gods 
ourselves, we bare the knowledge for ourselves. Like that old Greek hero 
who learned when all the labors had been accomplished, that it was he 
himself who had killed his sons." 

Archibald MacLeish, American Poet 
(https://studion8.tumblr.com/post/164180100/there-is-in-truth-a-terror-in-the-world-and-the) 

 
 
 
 
“This lack of trust is something we should all be worried about, because 
trust matters. For many companies, particularly professional services firms 
like the one where I work, trust is at the centre of the business model. 
 
In business, trust is the glue that binds employees to employers, customers 
to companies – and companies to their suppliers, regulators, Government 
and partners. Yet several years on from the financial crisis and ensuing 
recession, efforts to rebuild trust are still ongoing. Trust is an asset that 
companies need to understand, but also to manage and nurture in order to 
succeed, particularly in this highly interconnected and global world where 
news – especially bad news – travels fast. So how are we to go about doing 
this? 
 
To start with, companies must do more than just comply with rules and 
regulations. They must also be seen to be doing the right thing. Second, we 
must focus on building trust in the rule of law. For both businesses and 
economies to thrive, we need clear rules, a high level of certainty about the 
legal parameters of decision-making, and clear consequences for unlawful 
behaviour. This certainty is especially needed when entering a new market 
or in other unfamiliar situations, such as when dealing with new business 
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models or using new technologies. All these developments will need new 
laws, new ways of ensuring all parties can look each other in the eye and 
know they will get a fair reward for a fair transaction. In short, that they can 
trust each other.” 

Eduardo Leite - “Why Trust Matters” 
Chairman, Executive Committee, Baker & McKenzie 

(https://www.weforum.org/agenda/2015/01/why-trust-matters-in-business/) 
 
 
 
 
“Now warning lights are flashing down at Quality Control 
Somebody threw a spanner, they threw him in the hole 
There's rumors in the loading bay and anger in the town 
Somebody blew the whistle and the walls came down 
 

There's a meeting in the boardroom, they're trying to trace the smell 
There's a leakin' in the washroom, there's a sneakin' personnel 
Somewhere in the corridors someone was heard to sneeze 
Goodness me, could this be industrial disease ?’ 
 
Caretaker was crucified for sleeping at his post 
Refusing to be pacified, it's him they blame the most 
Watchdog's got rabies, the foreman got the fleas 
Everyone's concerned about industrial disease 
 
There's panic on the switchboard, tongue is in knots 
Some come out in sympathy, some come out in spots 
Some blame the management, some the employees 
Everybody knows it's the industrial disease 
 
Yeah, now the work force is disgusted down tools and walks 
Innocence is injured, experience just talks 
Everyone seeks damages and everyone agrees 
That these are classic symptoms of a monetary squeeze 
 
On ITV and BBC they talk about the curse 
Philosophy is useless, theology is worse 
History boils over, there's an Economics freeze 
Sociologists invent words that mean industrial disease” 
 

Dire Straits – “Industrial Disease” 
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PART 1: KATANOE TRUST PROPOSITION  

TRUST 
 
The heartbeat of the workplace 
 
Have you ever considered what lies at the foundation of all business 
activities, and makes all interactions possible? In the same way that 
all planets in our solar system revolve around the sun, is there 
something around which all workplace activities revolve? 
 
I would like to propose that there is such a thing: it is the thing we call 
trust.  
 
The importance of trust is not something new. Steven Covey, author 
of ‘7 Habits of highly successful people’ says that ‘trust is the glue of 
life. It's the foundational principle that holds all relationships together 
and the most essential ingredient in effective communication.’  
 
I think Covey is correct, and this means that we can readily identify 
trust at the heart of all human relationships. Furthermore, if trust 
informs all human relationships, then trust is the very foundation of 
doing business and is also the heartbeat of the organisation. No 
matter the processes, methodologies and the ‘ways we do things 
around here’, the workplace cannot function without interpersonal 
human relationships. If trust is the glue of the organisation, then surely 
trust is primary, and all else is secondary.  
 
However, the mere recognition of the importance of trust is only the 
first step. What is needed to take trust seriously is to understand how 
trust operates in the workplace and then to integrate trust into the 
daily life of the organisation. 
 
Think about it: no one goes to the bank with a business plan based 
upon a strategy of not delivering what is promised or lying to its 
customers. A crook may build a business on lies; but even then, the 
business will not last once trust is broken. We want others to trust us, 
not just because we need their trust in order to establish business 
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relationships, but because (deep down) we want to be trusted. That is 
why we are so quick to make excuses when we let people down. We 
want to be seen to be trustworthy. It is the basis of all positive human 
relationships. 
 
As an example of how trust is taken for granted, consider the basic 
act of buying a cup of coffee. 
 
Scenario 1 - An environment with high levels of trust  
 
• I walk into the coffee shop, sit down, and the waiter strolls over, 

welcomes me and hands me a menu.  
• I order a filter coffee. 
• The filter coffee is made, served, and consumed while I ponder 

life. 
• When finished, I go to the till, pay with a piece of plastic, and walk 

out. 
 
The scenario is familiar and feels normal, but this is because we’re 
taking trust for granted.  
 
Scenario 2 - An environment where trust is at a low level  
 
• I walk into the coffee shop, sit down, and the waiter strolls over, 

welcomes me and hands me a menu.  
• I ask him how good the filter coffee is. He says ‘very good’. 
• I ask, ‘what makes you sure it is good? How do I know you’re 

telling me the truth?’  
• He replies, ‘we’ve served a thousand people filter coffee over the 

last month, and they all thought it was good. Here are photos to 
show that they were here, and this is their feedback summary.’ 

• ‘Okay,’ I say; ‘what if they were all too scared to tell you the truth 
about your coffee”. Besides, the taste is subjective. So how 
about you bring me a sample to taste?’ 

• Because the customer is always right, the waiter fetches a 
sample. I taste it.   Great,   
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• I am happy with the quality. I order my coffee but I keep the rest 
of the sample in the event that I need to check the quality of the 
coffee I am given against the sample.  

• The manager comes to me and asks me to confirm my order. 
Perplexed, I agree. He says, ‘It’s always good to double-check, to 
ensure the waiter takes the order correctly: and (by the way), do 
you have enough money to pay for the coffee?’ 

• I say I am using my card and show him the card. He says, ‘How 
do I know you have money in your account? Also, how can I trust 
your bank? Do you not have cash?’ 

• Fortunately, I happen to have cash and show it to him. He nods. 
‘Great. But just to ensure that you do not use the cash for 
something else, put it in this tin and I will return the tin after you 
have drunk your coffee. If you believe the coffee is not per the 
sample, then we will call a third party who will taste the sample 
and the coffee to confirm that I have delivered the coffee as 
promised. The same person can also ensure that I give you your 
correct change.’ 

• I ask; ‘How can I trust that third party?’, and walk out.    
 
It’s all pretty complicated, isn’t it? 
 
Scenario 3 – An environment where trust is at an extremely low level 
 
There is no scenario 3, there is no point walking into the coffee shop, 
because I do not trust their coffee, and/or they do not trust my ability 
to pay for the coffee. 
 
The existence of trust is clearly something that is experienced by 
everyone, and can be known and understood by everyone. This 
enables trust to be a lens that opens the door to have knowledge of 
ethics.  
 
Trust-events 
 
Something that you notice when you look closely at the simple act of 
buying a cup of coffee, is that it is not a single trust-event, but rather a 
collection of a number of trust events; that is, lots of ‘promise and 
delivery’ events and moments, all bundled together.  
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Initially, it is the promise of coffee that draws me into the shop in the 
first place. There is my belief or trust in the menu that shows the 
different types of coffee available; that the items on the menu are 
available, that the ingredients are good, that the ingredients are 
available, that the kitchen is clean, that the equipment and skills exist 
to make the coffee, that the coffee will be made within a short time. 
From a social perspective, there is my belief or trust that the waiter 
and owner will be friendly, that I will be safe, etc.  
 
Furthermore, my level of expectation in respect of any particular trust 
event will have a context. An upmarket coffee shop is quite different 
to a coffee stand at a bus station or a petrol station in the middle of 
nowhere. I need to adjust my expectations to reality. To expect a 
skinny latte in the middle of the desert served by a hipster waiter is 
probably unreasonable. Sometimes just getting coffee is enough.   
 
It may seem that each trust event is not important, but it is. This is 
because comfort around each trust event is needed before a 
transaction can be fulfilled. When there is a sense of being 
uncomfortable, we become hesitant and cautious, as we go through 
a process to try and identify the cause of our discomfort. It follows 
that a breakdown in any one of these trust events could result in the 
transaction falling apart. Often, it is at this point that the skill of the 
salesperson comes into play, to tell us not to worry, all will be ok. We 
have all probably had good and bad experiences in this space.  
 
What this means is that every person in every position, in any 
organisation, and anywhere in the world exists in an environment full 
of trust events; where there is in principle no difference between 
buying a cup of coffee or buying a large company.  
 
What everyone wants is not to have to think about any of these trust 
events, that they seamlessly ‘just happen’. No mess, no fuss!! People 
like to do business with others where there is no fuss. Where it is 
easy.  The owner of a successful coffee shop knows about these trust 
events and manages these trust events by setting up a customer 
experience that communicates comfort in respect of each trust event.  
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In the end, a successful person in any workplace environment is 
someone who can manage trust by identifying and managing trust 
events. 
 
Trust levels 
 
Just as gravity prevents us from floating into space, so trust keeps the 
entire social economy together. The main difference between trust 
and gravity is that the influence of gravity is constant. The same 
cannot be said for trust. The level of trust is determined by the 
individuals involved, and so can be variable, volatile, subjective, erratic 
or even absent. Yet, irrespective of whether we say we have ‘no’ trust, 
trust still exists.  
 
It seems that when we say that we no longer trust a person or an 
organisation, what we are pointing to is more the switching off of trust. 
Trust works like a dimmable light switch. Certain events can cause 
trust levels to go up or down in the same way that the dimmable light 
switch adjusts the amount of electricity that flows to the light. In 
extreme events, trust can be turned off in the same way that the 
switch can cut off all power to the light. When this happens, in the 
same way that lights can be put back on, trust can be revived because 
the wiring infrastructure for trust between persons is always there. It 
is the continued existence of trust as a mechanism that enables 
different levels of trust to be active at any point in time. Because of 
this, while trust between parties can be broken or dead, the 
mechanism remains, and under the right circumstances can be 
repaired or made alive.  
 
What is needed is to recognise that trust is not just vitally important 
but to understand that it is the very heartbeat of the workplace. The 
well-being of any workplace is based on the level of trust within it. It 
follows that a prerequisite to a thriving workplace is the management 
of trust, both within the organisation and with those beyond it. 
 
How does trust work? 
 
The Oxford Living Dictionary defines trust as a ‘firm belief in the 
reliability, truth, or ability of someone or something.’ In this sense, trust 
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is a positive statement about someone or something. The definition 
of trust used in a paper by Mayer, Davis & Schoorman is possibly more 
helpful, where trust is defined as being: 
 

the willingness of a party (the Trustor) to believe in the actions 
of another party (the Trustee) based on the expectation that the 
other will perform a particular action important to the Trustor, 
irrespective of the ability of the Trustor to monitor or control or 
influence the trustee. 1 

 
Simply put, there are two parties:  
 
• a Trustee who is making a promise of some kind, and  
• a Trustor who chooses to believe that the promise of the Trustee 

will be fulfilled or made whole.  
 
Every day we find ourselves as Trustees and Trustors in different 
environments and situations. The level of trust at any given time is 
simply the extent to which a Trustor believes that a promise made by 
a Trustee will be fulfilled.  
 
This measurement is most often seen and described as a percentage. 
One might say, ‘I am 100% certain Pete will be here on time.’ Or, ‘It’s 
50/50 on whether my team will win the game, as they have promised.’ 
This is how we all live life. 
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According to Mayer, Davis & Schoorman, the propensity or inclination 
to trust depends on three things : 
 
• Ability - which rests on the capacity of the Trustee to deliver 

against the promise; 
 

• Benevolence - which rests on the existence of a desire or 
motivation (excluding profit) within the Trustee to deliver against 
the promise. This speaks to the level of good faith that exists, 
the extent to which the Trustee is committed to keeping their 
promise; 
 

• Integrity – which rests on the Trustee’s historical commitment 
to making the promises whole. 

 
The Mayer, Davis & Schoorman model shows how our levels of trust 
are fluid, adjusting to actual experiences and knowledge. The moment 
something causes a change in trust propensity, there is a change in 
expectation and trust levels. 
 
Trust in the workplace 
 
We see that trust does not and cannot stand on its own - it is 
senseless to talk about trusting in nothing. Trust is always vested in 
something or someone, to deliver an outcome. In the workplace, we 
talk about ‘promise’ and ‘delivery’.  
 
The ‘promise’ is the fabric of our trust, and the ‘delivery’ is the 
fulfilment or not of the promise. 
 
Consider the economist Walter Bagehot’s view of the importance of 
trust in the financial system:  
 

in exact proportion to the power of this system is its delicacy – I 
should hardly say too much if I said its danger... even at the last 
instant of prosperity; the whole structure is delicate. The peculiar 
essence of our financial system is an unprecedented trust 
between man and man; and when that trust is weakened by 
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hidden causes, a small accident may greatly hurt it; a great 
accident for a moment may almost destroy it.2 

 
Bagehot understands that the entire system - as complicated as it is - 
is delicate because it is founded on an ‘unprecedented trust between 
man and man.’ Anyone who doubts this needs only look back to the 
2008 financial crisis. 
 
Some areas where Trust is clearly at play: 
 
• Trust and the workplace environment  

 
The greater the levels of personal trust, the more confidence 
there will be in everyone involved being fairly looked after, 
inspiring the individuals involved to greater commitment; all of 
which will result in a better working environment. A better work 
environment results in economic and social prosperity. Where 
trust is limited, the opposite is true, and individuals need 
‘something extra’ to inspire commitment. Sometimes this ‘extra’ 
takes the form of an incentive such as increased pay, but this is 
nothing more than a polite bribe. For the employees, things can 
go quickly from bad to worse once they become reliant on the 
incentive, and so they find themselves compromised. 
Environments with little trust and dignity are invariably 
environments of power and politics - where the view that the 
person is merely an (impersonal) economic utility dominates. 

 

• Trust and transaction efficiency  
 
The greater the levels of trust, the easier it is for individuals to 
interact, and the easier and faster it is for them to get things 
done. Also, the greater the number of transactions, the greater 
the economic prosperity. A breakdown of trust slows everything 
down, while a collapse of trust results in the freezing of 
transactions.  
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• Trust and transaction risk  
 
The greater the levels of trust, the lower will be the perceived risk 
of non-delivery. This will mean that lower allowances will be 
needed to mitigate the risk, all of which results in goods and 
services being cheaper and more efficient. An obvious example 
of this is found in the cost of debt. 
 

• Trust iro goods and services:  
 
When you buy almost anything, core to the decision of what to 
buy is the level of trust in the quality of the product and/or the 
skills of the person producing the service. Think of the trust that 
is placed in a pilot and the maintenance of the plane he or she 
flies. Or in a professional like a doctor or lawyer. Or in the 
protection of personal data, the truth of an ad, or the quality of 
the ingredients in a food product. Trust is directly linked to the 
skills of those in the organisation and the quality of goods and 
services it produces, which is itself a function of having the best 
people across the organisation. This speaks to the quality of the 
training and the experiences of those connected to the goods 
and services produced. Any perception of a lack of skills or the 
existence of structures and systems within the organisation that 
reduces the need for skills and experience will put pressure on 
trust levels, no matter the explanations provided. Generally, the 
higher the quality of product and the capacity, ability and 
integrity of the people, the more there is likely it is that the 
organisation will be trusted. 
 

• Trust and measurability  
 
That trust exists in different quantities is demonstrated by tools 
created to measure trust, the most obvious being the rating 
agencies. The difficulty comes when there are questions about 
the behaviour of rating agencies, when one starts asking, “who 
rates the rating agencies”. 
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• Trust and ideas  
                                                                                                                                                       
A good example of this is Adam Smith’s “invisible hand of self-
interest”. This idea is based on the observation that the 
individual’s self-interest will always be curbed by the recognition 
of the need to keep the larger common interest stable, as this is 
needed to enable the continued operation of self-interest. I am 
making no comment on the validity of this idea; rather, I am 
merely raising the point that in the modern workplace, we 
generally trust this idea. Each of us can think of other ideas that 
have dominated our decision discussions. Some ideas that I 
have encountered include ‘build it and they will come’ or ‘bigger 
is best’ or ‘if you cannot count it, it doesn’t count’. Every day, we 
base our lives on trusting ideas, even when these ideas are not 
fully recognised, understood or contextualised. Often, these 
ideas are inherent in workplace culture; unspoken, unchallenged, 
unknown. Yet, nevertheless, we trust and act on the ideas that 
we believe to be true. 

 
Trust from the organisation’s perspective  
 
From an organisation’s perspective, generating and maintaining high 
levels of trust from those within and beyond the organisation is clearly 
the highest priority. But how is this done? The answer lies in managing 
all aspects of the promises made and the delivery against these 
promises. This is often far easier said than done. What makes it 
difficult is that trust is fickle because humans have become used to 
promises not being kept. We almost always expect exaggeration in 
what is promised to make a deal look better than it is, and so should 
be cautious when we run into promises that seem ‘too good to be true,’ 
because there is a chance that they are too good to be true.  
 
Is it not ironic that whilst we are surprised when we are not trusted, 
we struggle to trust others? Why should this be? Probably because we 
also make promises to others containing a little exaggeration or a bit 
of over-sell, or where promises where delivery is optional. We struggle 
to trust precisely, because we struggle to be trustworthy; and deep 
down inside, we are not completely sure whether or not we can trust 
ourselves.   
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No one can force someone to trust them. Power games, by definition, 
do not work. The story is told of a small boy in church, who, when the 
congregants stood to sing a hymn, his mother said, ‘stand up’. ‘No’, he 
replied.  She gave him the ‘mother look’ and he shook his head. As she 
reached down for him he quickly stood up and said, ‘On the outside I 
am standing, but I am sitting down on the inside!’ It is clear that trust 
cannot be coerced. Anyone can rent a crowd but the crowd knows 
they are there because they are paid, not because they choose to be 
there. Results can be bought but are costly and inefficient, and despite 
what this might look like, it is not trust at all. 
 
Unsurprisingly, many find the need to demonstrate and market their 
trustworthiness. We say things like, ‘You can trust us because others 
have, and we did not let them down’, or ‘You want to work in our 
company because others have and they flourished.’ The danger is that 
one can easily overstate the case and then a different suspicion 
arises. As Shakespeare said, ‘Methinks she does protest too much.’  
 
Larger organisations have further challenges of trust because of their 
size, complexity and geographic representation. They have multiple 
points of contact with numerous individuals; they have large numbers 
of staff with different cultural backgrounds; they make promises to 
everyone from the customer to the regulator to the shareholder, the 
employee, the banker, the supplier, etc. Managing trust across 
numerous touchpoints is difficult to do. And in the back of every 
manager’s mind lies the horror of a single event large enough to 
trigger major changes in trust levels, or create a general trust 
downgrade. The speed at which trust is downgraded can be slow, like 
watching the tide going out: and while you cannot see it, it is 
happening, soon you will perceive the amazing difference at low tide. 
It can also be very quick: starting small, growing like wildfire and doing 
broad damage to the organisation. And unlike a fire, you cannot insure 
against it. 
 
If our aim is to contribute towards human thriving in the workplace 
(through various communities that we call organisations), then we 
must take personal responsibility towards those who are our Trustors. 
We should not hide behind the corporate veil nor should we use the 
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power of the organisation to suppress the individual. Not only would 
this be morally wrong, but it invites potential trust downgrades, 
especially in our world where social media platforms are used to name 
and shame. When there is pressure to do so, we can appeal to the 
importance of trust in the organisation. Even if those in higher places 
do not have the necessary moral convictions, they may listen, because 
of the implications of a serious trust downgrade.  
 
This is not an argument only for delivery on a promise, but for doing 
what is ethically and morally right. The ex UBS Director, Ken Costa was 
correct when he said:  
 

Quite apart from the principled arguments, of which there are 
many, business simply cannot thrive without trust, and trust 
cannot thrive without morality.’ 3   

 
There is no doubt in my mind that managing trust levels is critical to 
all organisations. 
 
Trust is about risk 
 
Core to understanding trust is to view it not merely as a sub-set of 
ethics, but rather, as a key component of organisational risk. Loss of 
trust can be devastating.  
 
Every organisation needs to understand and be aware of the type(s) 
of trust event(s) that may cause a material loss of trust such that the 
organisation moves from being fully operational (green zone) to where 
there is a need to rebuild trust in across all or part of the organisation 
(yellow zone). Worse still is when the event puts the survival of the 
entire organisation at risk.  
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The above diagram shows how much time is taken to move from the 
green zone to the yellow or red zone can be very quick, whereas re-
building trust back to green zone levels is a slow grinding never-ending 
effort.  
 
The one is most often an event, while the other is a long arduous 
journey. Those who have had the misfortune of being in the yellow 
zone know full well the challenge they faced; the time, effort and 
money needed to move back into the green trust zone. Some events 
do not allow the organisation to recover, and they move the 
organisation bypass the yellow (hospital) zone and go straight into the 
red zone, after which they normally disappear. 
 
An example of this is reputation, which is earned by being consistently 
trustworthy. Reputation can be destroyed in a moment. Restoration of 
trust can involve much time and pain. There is no escaping the fact 
that a person or organisation cannot coerce someone or the market 
to trust it after there has been a breakdown of trust. 
 
The temptation to operate off a position of brute power either 
eradicates the individual’s ability to choose whom to support or 
eliminates accountability-  and both of which reduce trust levels. This 
may work for a time but the risk of a collapse is ever-present. And 
when there is a failure of trust, it will always, ultimately be at the cost 
of human thriving. Trust brings accountability to the organisation as 
every action has the potential to positively or negatively impact its 
trustworthiness. 
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Managing Trust 
 
The unavoidable conclusion is that trust is the foundation of 
organisational life. This being so, it places an immediate onus on 
management to align their thinking about organisational life and 
performance around the propensity to be trustworthy and to take 
visible steps in ensure that being trustworthy is part of decision-
making across the organisation. 
 
 

 
 
One can think of this as ‘managing trust’ within the organisation, an 
activity that is a core responsibility of the leaders of the organisation. 
   
The implementation of Katanoe speaks positively to Mayer’s Model of 
Trust: 
 

• Fairness and the propensity towards benevolence  
 
Katanoe regards trust as important for its own sake, where 
the commitment to be trustworthy transcends other ideals 
(see chapter on Fairness). As a tool that supports the 
management of organisational trust through fairness, 
Katanoe itself demonstrates the importance of trust to the 
organisation, and so should advance the propensity for 
benevolence. 
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• Values and the propensity towards benevolence 
 
Katanoe is a practical tool for use at decision-time. By 
consistently injecting a rigorous set of values (see chapter on 
Rigorous Values) into the moments of decision-making, the 
organisation is enabled to produce consistent conduct, that 
becomes part of its character, that third parties will come to 
rely upon, and that will increase the propensity towards 
Benevolence. 

 
• Truth and the propensity towards benevolence  

 
The impact of truth on the propensity towards benevolence is 
relatively simple to demonstrate. When we think about being 
trustworthy, we immediately think of the idea of integrity. 
Harvard Emeritus Professor, Michael Jensen, defines integrity 
like this: ‘Integrity is not a synonym for morality, or about right 
and wrong. It is a state or condition of being whole, complete, 
unbroken, unimpaired.’ 4 
 
Applying this definition, we can say that the man who calls 
himself a thief but who does not steal lacks integrity. When a 
person says they are looking for a person or organisation or 
product or leader who has integrity, what they are simply 
saying is that they are looking for a person or organisation or 
product or leader that they can trust. And by this, they mean 
one who communicates with clarity, who will do what he says, 
will make good on his promise; in the most simple terms, 
whose ‘yes’ is ‘yes’ and whose ‘no’ is ‘no’.  
 
Integrity is based on truth - the truth of a promise made, and 
the truth of whether the promise was then made whole. This 
can be problematic in a world that sees itself as being ‘post-
truth’, with fake news and fact-checking. For if truth is 
undiscoverable or if it is wrapped up in different language 
games accessible by only a chosen few, then trust does 
become more difficult. This is simply because trust assumes 
that the truth of a promise or a delivery is possible, knowable 
and determinable, such that a state of integrity is possible and 
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can be known to exist by the parties. This problem may arise 
both at a personal level and at a group level and is particularly 
relevant in our times where trust between different groupings 
is problematic and a challenge to social stability.  

 
Consider that if truth is wholly subjective, as some claim, then 
this could undermine even the possibility of trust. On this 
view, one party can insist that all understandings of a promise 
and a delivery are equal in value. While such a view is patently 
false, it does caution us all to be aware of those aspects of a 
promise or delivery that are subjective in nature. In addition, 
given that all language is by definition approximate, there is a 
burden on both the trustee and/or trustor to work to ensure 
good understanding and communication on what a particular 
promise or delivery looks like.  
 
Two lines from the HBO series ‘Chernobyl' neatly capture our 
duty to be careful about truth, and how it operates:  
 
 “Every lie we tell incurs a debt to the truth. Sooner or later, 

that debt is paid.” 
 

“The truth doesn’t care about our needs or wants. It doesn’t 
care about our governments, our ideologies, our religions. 
It will lie in wait for all time. And this, at last, is the gift of 
Chernobyl.” 

 
The truth of promise and delivery is intrinsic to workplace 
activity, which is in some way always about the promise of 
goods, services and payment and the delivery of goods, 
services and payment - with a contract to back it up in the 
event of a failure to deliver on the promises made.  
 
Added to this seems to be the existence of a deep desire in all 
of us to be trustworthy that goes beyond the consequences 
of being shown to be untrustworthy. We like to be trusted.  
 
Consequently, like trust, truth is part of our workplace reality. 
An employee cannot appeal to the absence of objective truth 
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when facing questions about non-delivery at work. Nor can a 
computer coder hide behind the absence of a category of 
objective truth when his product does not deliver on the 
promises made. Anyone who tries this is almost always, in 
reality, attempting to avoid some issue or another. Some may 
speak about there being no truth, but in reality, nobody really 
operates that way for any length of time. Those who dispute 
the existence of truth will struggle, firstly because their claim 
is itself a claim to truth, and secondly because the denial of 
truth results in a struggle to justify any insistence or call for 
integrity.  
 
A discussion around the importance of truth in the face of the 
incredible bravery of ordinary Russians and the headwinds of 
political correctness can be seen in the recent HBO series on 
Chernobyl. Consider this memorable statement, ”Every lie we 
tell incurs a debt to the truth. Sooner or later, that debt is 
repaid”.5 Truth is often not easy to establish, but it is normally 
there for those who want to find it. 
 
Those who are committed to truth enable integrity to be 
established, which in turn advances the propensity for 
benevolence. Such sleep well, because they know there is no 
future debt to pay, notwithstanding the complexity arising 
from being truthful. 

 
Katanoe is a framework with tools to assist the organisation in 
managing organisational trust, both within the organisation and 
outside. It does this by strengthening the propensity factor driving 
Benevolence (the Ability factor is a function of the Organisation’s raw 
ability and capacity to deliver and the Integrity factor is a function of 
the Organisation’s history of delivering against promises made).  
 
Trust is primary – All else is secondary 
 
Trust is universal to all human reality, irrespective of other beliefs or 
ideas that may be held simultaneously.  
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The existence and working of trust are universal to all human 
relationships. Trust is neither taught nor implemented; it cannot be 
avoided. It is how every human being relates to another, knowingly or 
unknowingly. From the moment we are born, trust is self-evident, and 
exists as part of our shared human reality. In light of this, it makes 
sense to talk of the existence of a “universal law of Trust’.  
 
This is why trust exists in all of our workplace activities, and why it is 
the grease in the wheels of all socio-economic activity. Without trust, 
everything slows down and takes longer, if at all. If trust is primary, 
and all else is secondary, then trust is more important than profit, 
shareholder value, or such-like. While this may seem odd, consider 
that without trust there is soon no business left to generate profit or 
create shareholder value. 
 
As human beings, trust connects us together. Different trust levels 
determine the nature of our relationships, and the application of truth 
is used in determining integrity. 
 
This is the founding proposition of Katanoe Trust Decisions: Trust is 
the Organisation’s foremost imperative, and because of this, there is 
firstly an onus on management to actively manage trust levels, and 
secondly an obligation on everyone in the organisation  to be 
trustworthy.   
 
In the end, it is to the promotion of trust and trustworthiness that 
Katanoe Trust Decisions speaks, and believes itself to be a useful tool. 
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RIGOROUS VALUES IN THE WORKPLACE 
 
Workplace ethics go beyond individuals making choices for 
themselves and doing all they can to live according to their personal 
convictions: for instance, making sound moral decisions such as not 
losing their temper in the office, not taking office stationery home, not 
getting drunk at office parties, and the like. Of course, these have real 
value, but they don’t provide a ‘macro’ picture or strategy on how the 
workplace can truly be influenced and truly guided from an ethical 
perspective. If we want real human flourishing, we need more than 
personal conviction: we need a strategy suitable for organisational life. 
In this chapter, we will not focus on individual values, but rather on the 
importance of creating an appropriate ‘values base’ within the 
organisation, capable of underpinning organisational life. To achieve 
this, we must move from thinking about the individual to considering 
the communal - how the individual and the communal interact, and 
how values in an organisation actually work. 
 
Values in the workplace  
 
These days, there is much talk about values in the workplace: what 
they are, why they are important, and how they work. Unfortunately, all 
too often, the conversation is about how they do not work. Why does 
it always seem so difficult to integrate values into the daily life of an 
organisation?  
 
We instinctively know that the values held by the individuals in our 
workplace vary. As a result, we form values to which we seek to tie 
everyone in the organisation, and so doing, to ensure consistency of 
behaviour, an efficient organisation, a great work environment, and so 
on.  The organisation’s values become statements or words that the 
HR and Marketing departments have created to hang on a wall. All too 
often, the view in the corridor of the organisation is that while these 
nice motivational and values posters exist, “the way things really work 
around here” is all too often quite different. The challenge is to move 
these statements and words into the organisation’s processes and 
practices.   
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I recall negotiations I held with a landowner to purchase a piece of 
land. They were tough because we owned the shopping centre next 
door and needed the land for expansion. The landowner obviously 
knew this and was trying to use his position to raise the price well 
above the market value, and to obtain other favourable terms. During 
a break in negotiations, the talk turned to morality. The landowner was 
enjoying the fact that he had a natural upper hand, and in an odd 
moment dropped his ‘negotiating facade’ and gave his personal view 
of business morals. He used a phrase that he seemed to be rather 
proud of, in the sense that he had solved a universal moral dilemma. 
He said, “I am honest, but not fanatically honest.” Imagine dealing with 
someone who admits this to you. The purchaser simply thanked him 
for being fanatically honest. A reasonable deal was signed, but 
needless to say, the purchaser very carefully checked the contract 
documents! 
 
Sometimes, when someone is trying to make a point, they may say 
‘can I be honest with you?’ The cheeky reply is, ‘are you normally 
dishonest?’ Putting these together, we could be tempted to believe 
that we have three categories of truth:  
a) truth,  
b) the honest truth, and  
c) fanatically honest truth.  
 
This is of course a long way from the old-fashioned attitudes of ‘my 
word is my bond’ and ‘my yes is my yes, my no is my no’, where the 
commitment to one’s word was non-negotiable, where trust flowed 
more freely than it does now. 
 
Then there is the expression, ‘do the right thing’. In one way, it is a good 
expression as it suggests the obligation to be moral. Yet, it remains 
vague and begs the questions: ‘right for whom?’ or ‘right for what?’ 
Whose interests are to be looked after? What objective is being 
protected? Which of these objectives is more important?  
 
If the ‘whom’ is employees and the ‘what’ is profit, which one takes 
precedence? Would this change if the ‘whom’ is management rather 
than employees? One gets the sense that the decision made will be 
different depending on the environment and the situation and the 
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beneficiaries. In good times, there will be enough to go around, so it is 
much easier to make decisions which are right for the common good. 
But what happens in tough times? In tough times, because it takes 
more effort to stabilise a business, it is tougher to make ‘common 
good’ decisions than it is in an environment where everything is going 
well. 
 
Values in organisations 
 
Decisions are frequently complex, and part of making decisions is the 
consideration of values. One can think of Bilbo Baggins in The Lord of 
the Rings and Sauron’s Ring of Power. Baggins, like Gollum, called it 
‘my precious.’ Its value to him was more than its value in gold, and this 
value lay in the power that accompanied it. We all have things that are 
precious to us. At times, they may take on material form, but normally 
they are the ideas that we value and hold. We find that all is fine for as 
long as there is no challenge or danger to what we regard or believe 
to be ‘our precious.’ 
 
The Oxford Living Dictionary defines values as “Principles or 
standards of behaviour; one's judgment of what is important in life”. 
So, by this definition, values are the principles and standards of 
behaviour that I believe are important. A more detailed definition of 
values is expressed by Kenneth Kernaghan, who defines values as:  
 

…enduring beliefs that influence the choices we make among 
available means or ends. Values are desirable states, goals or 
behaviours on which individuals place a high worth that allow 
them to choose from among available options. Although we 
refer to ‘organisational values,’ this concept refers to the source 
of values — personal, societal, or organisational. Within an 
organisation, a strong value system is said to exist when 
members share key values related to acceptable behaviour 
within the organisation and the organisation’s strategic 
direction: and (more importantly), that they share the espoused 
values of organisational leaders. 6 

 
So whereas I may normally be honest, if the decision to be made 
involves something or someone that I value deeply, I may no longer be 
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fanatically honest. Similarly, although I may value being trustworthy, I 
may not be committed to being trustworthy when being trustworthy 
negatively impacts something or someone that I value more deeply. 
This resonates personally if the person who will be negatively affected 
is me, and/or my family; naturally because I value myself and my 
family deeply. But it also applies to our organisations. One leading 
question is this: will an individual or organisation be committed to 
integrity and trustworthiness when it seems as if this commitment will 
have a negative impact?  
 
Diversity of values 
 
We live in a world that is both small and diverse. It is small in that it is 
a globally interconnected world where one product can be sold 
everywhere. It is diverse in that it is a world of conflicting values and 
beliefs — a world where we believe different things and see things 
differently. It’s a world where we want different things, behave in 
different ways and subscribe to diverse worldviews. These differences 
are driven by background, language, tradition, religious beliefs and 
history.  
 
These differences make for a tough environment for large and small 
organisations.  No organisation can be all things to all people. It must 
choose its culture and implement it. And it does this through its values: 
both its values which are linked to its operations (goals, strategies, 
practices and processes), and its purpose (what the organisation is 
actually there to do, such as manufacturing, service provision, etc.).  
 
Its values sit apart from these and are linked to the accepted 
behaviours of all those involved. Since these values actually form part 
of organisational culture, there is a need for consistent values to 
effectively integrate themselves into the organisation’s daily life. Such 
values naturally enable increased certainty (since everyone knows 
how they should behave) and stability of trust levels (since everyone 
knows what to expect). 
 
We can visualise the relationships at work by using the following 
diagram where the ‘Founder(s)’ of the organisation are actively leading 
and running the business: 
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The diagram shows the desired flow of the values, which is seen 
clearest during the ‘Founders’ stage of the organisation. There are 
three components: the Organisation’s values (at the bottom), the 
Organisation’s operations (at the top), and the influences on the 
organisation from both within and beyond (on each side). 
 
Contending according to values 
 
In this way, the organisation’s values provide a platform for their 
‘playing the game’ through their operations. As with sport, there are 
rules to the game and then there is the game itself, and we play the 
game according to the rules. Playing the game comprises the 
organisation’s operations and activities, and includes all types of goal 
setting, planning, creation of strategies and application ‘on the field’. 
But all these are done in accordance with the behaviour that goes 
beyond the formal rules of the game. We can see how this behaviour 
is constructed from values, rituals, heroes and symbols in the 
Hofstede Culture diagram below7. 
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From this, we see that values are not limited to organisational ideals 
which may be posted on a wall. By extension, they include the rituals, 
heroes, symbols and practices of the organisation.  
 
• Rituals: These are processes or sets of actions which are 

repeated in specific circumstances and with specific meaning. 
• Heroes: A typical story includes a bad guy and a good guy (often 

the founder or a prototypical cultural member). There may also 
be an innocent guy. 

• Symbols: These are things which act as triggers to remind 
people in the culture of its rules, beliefs, etc. They act as a 
shorthand way to keep people aligned. There may be many 
symbols around an organisation, from pictures of products on 
the walls to the words and handshakes used in greeting cultural 
members from around the world. 

• Practices: The things we do, things that are an expression of 
Values under the influence of Rituals, Heroes and Symbols. 
 

The idea is to ensure that all individuals ‘buy into’ and ‘operate off’ the 
same organisational values base. Some of the values are written; 
others are not: they are more like ‘common manners’, the way we 
behave and interact with each other everywhere. We derive some 
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common expressions from this. For example, the expressions ‘play 
the ball not the man’ and ‘don’t hit below the belt,’ refer to accepted 
behaviour while the game is being played. Together the team develops 
a unique way of playing, along with a unique team culture, which 
exerts immense power. Aspects of identity and belonging arise in this 
culture. 
 
The workplace organisation is the same. It contends according to 
accepted behaviour that is founded on a values base. This values 
base, together with the game the organisation plays, automatically 
produces its organisational culture. When we look at the culture of an 
organisation, we must readily be able to identify the true ‘values base’ 
upon which the organisation is based. 
 
Founders’ stage 
 
Initially, the founders of an organisation set the tone, where the source 
of the tone is their worldview(s), where a worldview is: 
 
“a commitment, a fundamental orientation of the heart, that can be 
expressed as a story or in a set of presuppositions (assumptions 
which may be true, partially true or entirely false) which we hold 
(consciously or subconsciously, consistently or inconsistently) about 
the basic constitution of reality, and that provides the foundations on 
which we live and move and have our being.”8 

 
Everyone has a worldview, a lens through which they see and 
understand the world about them, and founders naturally inject their 
worldview(s) into the organisation, both directly or indirectly, through 
the ideas and ideals (values) that their worldviews promote and hold 
to be true. These ideas and ideals then establish rituals with the 
founders typically being the heroes.   
 
Because the founders act according to their worldviews in the 
operations of the organisation, there is soon a consistency of values 
in the organisation. And the founders’ continuous presence in the 
organisation ensures that the founders’ worldviews and their values 
remain top of mind. Their existence is so palpable, that for a while, 
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there is no need to formalise them. This situation generally remains 
for as long as the founders remain connected to the daily operations. 
Typically, as an organisation grows, there comes a time when 
formalising of values becomes necessary. 
 
Competing influences 
 
You will find in environments where the founders are still present, that 
the extent to which their initial values support the contending of the 
organisation is often underappreciated. They (the founders and their 
values) seem part of the furniture and many forget that an 
organisation’s values are fluid and open to change. As the 
organisation changes over time, it encounters and experiences other 
competing values and influences, that are in conflict with the founder’s 
values.  
 
Organisations grow, shrink, merge, or change and must necessarily 
face up to alternate and competing values trying to enter that are not 
consistent with those of the founders. These competing influences 
may be overt but are mostly subtle. Whatever the source, the effect 
will be a change of values that, in turn, will change behaviour. Think 
again of our sports analogy. Some in the opposition may try to change 
the way the team plays its game. Alternatively, some influence may 
come from those who are not playing the game, who may be sitting in 
the stands, such as the press or even someone taking bets on the 
result. While most are comfortably enjoying the game, some want the 
results to go a certain way, and so try to influence things. Some of this 
influence is aimed at the way the game itself is played while other 
influences are aimed at the rules and behaviour.  
 
Possibly the most common form of competing influence upon an 
organisation comes from its own leaders, as the values of those in 
leadership in the organisation do, over time, become the values of an 
organisation. Leadership refers not only to the executive team or top 
leaders. Most employees never meet the top leaders. For them, the 
leaders are those within their line of sight. In a real sense, when the 
values of the leaders differ from the organisation’s stated values, there 
is an ideological conflict or rift. If the conflict persists, in time the 
stated values become empty statements within the organisation. And 
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they are replaced with expressions like ‘I know we have value ‘x’, but 
actually, the way things really work around here is ‘y’’. In the end, no 
matter how the organisation’s values are communicated, the 
organisation will follow the leader’s values before they follow the 
values printed and framed on the wall. 
 
This is fine when the leadership and organisation’s values concur. But 
where leadership changes, even though the operations of the 
organisation remain the same, the entire culture of the organisation 
can change. We hear expressions like, “things are not what they used 
to be” or “this place feels different”.  
 
These expressions reflect the change in the values of the organisation 
because a change in leadership almost always means a change in an 
organisation’s values. The diagram below shows how, as the founders 
leave, the ‘outside influences’ no longer have a barrier to influencing 
the founder’s values in the organisation. 
 

 
 
The workplace is the same. Often there are those outside the 
organisation trying to influence how its people contend in a way that 
is in conflict with its accepted values.  
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A good organisation will not only want to ensure good values internally 
but also play a leading role and push these values beyond the 
organisation into an industry or market or society. We can see this in 
the above diagram where the up arrows represent the flow of the 
organisation’s behavioural values into the organisation’s operations 
and activities, while the side arrows represent competing ideas and 
values that can challenge the values of the organisation and the 
values that are part of the organisation’s operations and activities.  Of 
course, all other organisations are in the same boat and have the 
potential to influence and be influenced by one another. It is a battle 
of ideas and ideals. 
 
Managing values 
 
All these things highlight just how critical it is to manage values. Some 
talk about creating ‘values-based organisations.’ This can be a 
confusing statement because all organisations are ‘values based’ 
whether they like it or not. The question is: ‘what are its true values?’ 
And then: ‘how are these values different to the organisation’s stated 
values?’ Any change at that point amounts to the removal of old values 
and the injection of new ones. It is not so much creating as it is 
maintaining the ‘values foundation’ of organisations that we are after.   
 
Let us start with where values enter into an organisation. Practically, 
values find expression in the organisation at decision-time. This is 
something that is very important to recognise.  
 
While we might have a list of values stuck on the office wall and on 
the website, it means nothing until the moment of decision. When the 
decision is a collective one, prior to the decision, there would typically 
be the gathering of information and knowledge, a discussion of issues 
impacting the decision, including those which impact the 
organisation’s values. Or at least there ought to be!  
 
The hard reality is that decisions come with some or other values 
embedded in them, and it is up to the individual to embed the 
organisation’s values in his or her decision. Any difference between 
the organisation’s values and the decision maker’s values produces 
tension, with a natural bias towards the values of the decision maker’s 
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values as opposed to the organisation’s values. This tension is mostly 
hidden, being only exposed when something goes wrong. Although 
even when a decision causes real damage to the organisation, the 
decision can normally be easily rationalised and justified so as to 
cover up the value conflict; a process that itself further reinforces the 
breakdown of the organisation’s values.  
 
For many, this practical difficulty in exposing the breakdown of values 
leads eventually to an attitude where ‘It doesn’t matter what you do as 
long as you don’t get caught’.  
 
How does injecting values into organisation’s normally play itself out?  
 
In small to medium businesses, there are fewer decisions made by 
fewer individuals. Most often, shareholders are involved in the 
organisation and so have direct input into decisions, so it is 
understandably less procedural. In these environments, values are 
mostly unstated and are seen and copied from the actions of the 
leadership. The values of the leadership are deemed to be the values 
of the organisation and vice versa, irrespective of what values are 
placed on the walls or in the integrated reports.  
 
In larger organisations, it is more complex. More decisions need to be 
made by large numbers of individuals, who come from different 
cultural backgrounds; and most often, shareholders have little direct 
input into decisions. The natural vertical structure of these 
organisations results in decisions being subject to procedural 
processes with restrictions, and many checks and balances along the 
way. Consequently, organisations go to great lengths to establish the 
organisation’s values, formalise these, and thereafter, communicate 
with employees - with the goal being that the employees invoke the 
organisation’s values in the decisions they make. However, these 
processes - at root - presume buy-in from employees, that employees 
agree with and are committed to the organisation’s values.  
 
Consider this quote from Barclays CEO in Reuters in January 2013, 
after the business suffered considerable controversy:  
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There may be some who don’t feel they can fully buy into an 
approach that so squarely links performance to the upholding of 
our values. My message to those people is simple. Barclays is 
not the place for you.9  

 
What is he trying to do? He is insisting that those who do not buy into 
the corporation’s values leave the corporation. He is placing values 
above education, skill or ability. And he is doing so because what his 
people think (their values) will impact what they do and the decisions 
they make, and those decisions (the poor ones) will contradict what 
Barclays is about or wants to be about and how it needs to function. 
And as all CEO’s know, you can increase the skill of a person with 
sound ability, but you cannot easily change the values of a person. 
This makes instilling and inculcating values into the organisation as 
difficult as it is important. 
 
Rigorous values 
 
If we reflect for a little longer on how values operate in organisations, 
it seems to me that there is a need to discuss ‘the sufficiency of the 
organisation’s values.’ What do I mean by this?  
 
You will have noted earlier, that the purpose of values in the 
organisation is to produce consistent behaviour at the point of 
decision-making. This requires that the organisation’s values must be 
sufficient in themselves to instruct or inform or direct behaviour at 
every point of every decision made in the organisation. The 
organisation’s values must be sufficient to inform desired behaviour 
and sufficient to rebuff all competing influences seeking to change the 
culture of the organisation. This is the burden that is placed on the 
organisation’s values.   
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The idea of sufficient values was highlighted by Elisabeth Murdoch in 
her McTaggart lecture in June 2014, in reference to a controversy 
surrounding a telephone hacking scandal.  

 
Obviously, NewsCorp is also a company that is currently asking 
itself some very significant and difficult questions about how 
some behaviours fell so far short of its values. Personally, I 
believe one of the biggest lessons of the past year has been the 
need for any organisation to discuss, affirm and institutionalise 
a rigorous set of values based on an explicit statement of 
purpose.10  

 
I think she is right. We need a ‘rigorous set of values.’ When one looks 
at the various corporate scandals that hit the news, the question 
always arises, ‘How was that allowed to happen?’ Many wonder how 
management could have behaved in such a manner. 
 
When we look at an organisation’s values, what do we find? More 
often than not the organisation’s values comprise a collection of good 
and well-meaning words and ideas that are concocted in a public 
relations environment and then marketed to employees in the hope 
that they will influence behaviour. 
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Realistically, organisations will never be able to manage their 
behaviour by marketing a collection of feel-good statements and/or 
the signing off of codes and/or conduct, and/or ticking the boxes in 
the corporate governance schedules. These are all good things but 
they do not have what it takes to influence the behaviour of men and 
women who have to make decisions.  
 
Building organisational values in this way does not produce a rigorous 
set of values.  While much can and must be done to ensure that values 
are inculcated into the organisation, the existence of insufficient 
values would represent a fatal flaw to embedding values. This is not 
to say that the way values are expounded isn’t appropriate, or a good 
thing, rather it is that the current methodology is more like arriving at 
a gunfight armed with a penknife. It is that more weaponry is needed. 
 
While the idea that values are able to drive decisions is readily 
accepted, the idea of expanding basic core values into a rigorous set 
of values is not current ‘best practice’. When one looks at how to 
establish an organisation’s values, one finds that the process is 
almost always a process of reductionism. The assumption is that the 
organisation’s values can be reduced down to a few words or 
sentences; and that these can be used to guide the decisions of the 
organisation; decisions that result in the behaviour that is lived out. 
The idea of a rigorous set of values seems to be the opposite of this.  
 
But, what does a ‘rigorous set of values’ look like? Jordan Peterson 
provides us with good insight when he says: 
 

People who live by the same code are rendered mutually 
predictable to one another. They act in keeping with each other’s 
expectations and desires. They can cooperate. They can even 
compete peacefully, because everyone knows what to expect 
from everyone else. A shared belief system, partly psychological, 
partly acted out, simplifies everyone – in their own eyes, and in 
the eyes of others.11  

 
Peterson points to the need for a ‘code’ or a ‘shared belief system’ to 
sustain consistent conduct, both of which speak to the idea of having 
rigorous values as has been outlined above. But what does this look 
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like? And how does a set of rigorous values connect practically to the 
daily life of the organisation?  
 
It seems to me that the organisation’s founders can assist us. For in 
a way, the founders represent a contradiction. For during the tenure of 
the founders, most often values are not written and marketed, and yet 
it is a time when values are best known, understood and accepted, 
and that conduct is at its clearest. The answer lies in the personality 
of the founders. Normally, there are only a small number of individuals 
who are considered to be the founders of an organisation. These 
founders exert influence by raising the core question: ‘What would the 
founder do’? 
 
Since a founder’s action would be a function of how his or her mind 
and heart operated, this core question ends up raising other questions, 
like: ‘How would the founder approach this problem? In weighing up 
the options, what would his primary considerations be?’ Individuals 
want to get into the founder’s mind and heart, and they know that if 
they inculcate the mind and heart of the founder in themselves, they 
will be safe since their actions will imitate those of the founder.  
 
The problem is that the values of the founders are not simplistic, they 
are complex and rigorous, and are located deep within the mind and 
heart of the founders. The values of the founder are ultimately a 
reflection of his or her personality and character. 
 
When a founder leaves, all that remains is a memory - not so much of 
the values of the founder - but more the personality, or mind and heart 
of the Founder: that is, the psychological DNA of the founder.  
 
Consequently, if the desire is to bring into effect consistent conduct 
and purpose, then surely the need is more for a methodology that 
provides for and promotes consistent corporate DNA at the point of 
decision, rather than only an appeal to core values.  
 
 
 
Linking rigorous values to trust 
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We noted earlier the supremacy of trust and that trust is the very 
heartbeat of the workplace. Trust keeps the entire social-economic 
show together, and the well-being of the organisation and the well-
being of its people depend upon the level of trust in the organisation 
at any given time. The need to maintain trust drives the need for 
consistent conduct. 
 
The link between values and trust exists not in the idea of values itself, 
but rather in the expected and desired outcome from the correct 
implementation of values. Consistent values lead to consistent 
conduct which leads to a consistent culture and an organisation that 
can be trusted. Looking through the lens of the Trustor’s propensity to 
trust, consistent conduct informs the propensity for benevolence. 
Inconsistent and insufficient values put the organisation on a 
trajectory towards a culture that is difficult to trust; they reduce the 
propensity to trust the organisation.  
 
We need rigorous values to underpin trust.  If the application of values 
is sub-optimal or in some way ineffective, then the risk of a breakdown 
in trust in the organisation increases. Since the act of managing trust 
is managing risk, managing trust must ensure the creation and 
effective management of values in the organisation. As we have seen, 
this requires that the organisation rethink the way it creates and 
implements values by providing a set of rigorous values.  
 
This is linked to the need for holistic thinking that is then applied by all 
in the act of decision-making in the organisation. We need to move 
from ‘ascribing to a set of insufficient values’ to having ‘a way of 
thinking’ that is consistent with the organisation’s values. Since we all 
act according to the way we think, consistency of thinking in an 
organisation will increase the certainty of appropriate conduct. And if 
the conduct produced by such thinking is good, then this will positively 
impact the propensity for benevolence, which positively impacts trust.  
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FAIRNESS 
 
Mayer’s Benevolence Propensity Factor requires that the organisation 
takes the management of trust seriously. To impact trust, trust must 
occupy centre stage in our understanding of good decision-making. 
Decisions that promote and sustain the trust levels of the organisation 
(and for that matter the individual) are - at once - good because of 
outcomes, good because the organisation takes on the character of 
trustworthiness, and good because being trustworthy is consistent 
with general good moral rules; e.g. it fits well within the golden rule, 
and allows for familiar expressions such as ‘do the right thing.’ In other 
words, it helps to foster a propensity to trust.  
 
Introducing fairness 
 
There was a moment during the 2011/12 Occupy Wall Street (OWS) 
movement when something so simple became so clear to me. OWS 
defined itself as ‘a people-powered movement’ that began on 
September 17, 2011, in Liberty Square in Manhattan’s Financial 
District, and spread to over 100 cities in the United States, inspiring 
actions in over 1,500 cities globally.12 At face value, the OWS 
movement claimed a sense of general abandonment by society’s 
leaders, something they claimed had driven supporters to lose faith in 
the economic system in the broadest sense. They had low levels of 
trust towards big business and corporates, specifically bankers, and 
towards politicians in general because they were perceived to be (by 
and large) controlled by big business. There was a sense that the vast 
majority had been abused by a small powerful minority and so had not 
got a fair share. 
 
What was OWS really about? Where was it going? A BBC Hardtalk 
interview between Steven Sackur and a Mr Teighberg, the OWS leader 
from Zuccotti Park on BBC News on Friday 9 December, explored this. 
Here is an extract from the interview12, 13: 
 

Teichberg: There are a few unifying themes between what these 
movements are fighting for. And these are actually positive – it’s 
not actually a rebellion against capitalism, or against institutions 
of some sort, just like for the sake of rebellion. It’s actually an 
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idea that society should be based on some fundamental 
humanistic principles, like equality. I mean it sounds like a radical 
concept but it’s actually very, very basic and human. 

 
Sackur: Well never mind that it sounds like a radical concept; it 
sounds like a very vague concept. And a lot of people have said... 
that the problem here is the message you’re delivering isn’t very 
clear. It’s clear what you’re against. You don’t like the modern 
form of US-based and western-based capitalism. But it isn’t 
actually clear what you want. What are your actual specific 
demands and proposals? 

 
Teichberg: Well, the main thing that we wanted – and I think that 
we achieved that to a large degree – was, when we first went 
into Zuccotti [Park] was that we wanted to start like an 
international conversation about the future of our planet. 

 
Sackur: You can’t have a long-lasting and significant political 
movement, can you, just based on the idea that ‘people need to 
have a conversation? 

 
Teichberg was struggling with a problem we all struggle with. We have 
many thoughts on the problems but few real solutions: or - in the case 
of Teichberg - not much in the way of a proposal for an alternate vision 
for society. This is the difference between ‘what we are for’ and ‘what 
we are against’. We are often clear on what we are against but vague 
in respect of what we are for.  
 
As the interview came to an end, Sacker appeared to understand 
Teichberg’s deeper motivations, with Teichberg ending with, ‘You see, 
this is the thing. All we wanted to do was have a debate. I want a 
society that is much more fair, yes.’ 
 
What Teichberg was after was a fairer workplace environment. 
Unfortunately for Teichberg, the chosen OWS slogan, ‘We are the 99%’ 
did not express this. It was nice and catchy but ultimately reduced 
everything to money.  Understandably, on 25 October 2011, CBS News 
noted: ‘The Occupy Wall Street movement has, for the most part, been 
formed around the idea that wealth distribution in America is unfair, 
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and that the economic system is skewed to reward the already 
wealthy with the highest gains’.14 
 
But for Teichberg, it seems the itch being scratched was primarily a 
moral one. This ‘itch’ was referred to in January 2011 by British Prime 
Minister David Cameron at the World Economic Forum in Davos. 
Cameron was quoted in the London Telegraph on 5 November 2011 
as saying:  
 

there is a growing concern worldwide, among financiers, 
businesspeople, politicians, church leaders and academics alike, 
to place the market within a moral framework.15  

 
While the OWS movement has come and gone, the everyday itch for 
fairness in the workplace remains and is still part of everyday 
conversations in coffee shops, at the gym, at home, and anywhere 
else where society gathers. The question is whether Teighberg’s 
almost accidental final comment is linked to trust, and if so, is it a 
suitable moral framework for the workplace. I think it is. 
 
Fairness and trust 
 
What is fairness? The Oxford Online Dictionary defines it as ‘Impartial 
and just treatment or behaviour without favouritism or discrimination. 
Fairness is about how we treat ‘the other’. Think of the words included 
in the definition. Favouritism involves things that I must do or be, and 
things that I must not do or be. I must be impartial and just. I must not 
act with favouritism or discrimination.  
 
We can see that fairness is not something that operates on its own. 
Like a judge who has a legal matter before him, fairness needs a 
subject over which it presides. It needs individuals and parties who are 
connected to the subject and who will be impacted by the decision 
and it needs a context in which the matter is rooted. The practical 
issues of life bring the need for fairness into the open, and the 
workplace is full of these matters. 
 
Consider the many subjects in and around your place of work where 
there is an issue of some kind and where the desire and need is for 
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the demonstration of fairness. This desire for fairness means that 
fairness is highly suited as a primary building block for decision-
making. It is by no means the case that ‘to be fair is to be weak’, as 
some seem to think. Fairness is not about compromise or pleasing 
everyone. It is to walk a road of principle, such that if reasons were 
needed, these could be provided without fear or accusation of bias. I 
once heard a CEO use the phrase ‘firm but fair’ in describing this. 
Fairness demands firm adherence to principles and unbiased 
interpretation of facts and context. 
 
We started the discussion on decision-making by highlighting the 
universal existence of trust and the role that trust plays in society; both 
in the workplace and in our private lives. This is because the basic idea 
behind trust is simply about one party delivering or making whole a 
promise to another party. The link between fairness and trust lies in 
the practical problems that arise when we deliver on a promise. These 
practical problems sometimes revolve around communication 
difficulties. This difficulty can be found in interpretive aspects. 
 
• In the language used: Sometimes the Trustor does not 

understand the type of language used, for example, in the 
conditions of a warranty, a medication product, or in a financial 
report. Things can get more complicated when words have 
different meanings in different contexts and cultures. 

 
• When the approximate nature of the language meets the 

subjective expectation: Because language is often approximate 
in nature it is difficult to neatly define the promise or the 
expectation. The definition of a ‘well-made shirt’ can vary 
depending on where you are in the world, who it is purchasing 
the shirt, and so forth. The definitions of ‘good working 
conditions, ‘market-beating returns’, etc. are all, in the end, 
vague. This difficulty is often exacerbated when the delivery is 
subjective. What constitutes ‘a very good cup of coffee?’ The 
answer is that it depends on who you ask. But it is even more 
complicated than that, as it may also depend on where the 
coffee is purchased. For me, the definition of ‘a very good cup of 
coffee’ differs if I am at Harrods in London or at a roadside petrol 
station in the middle of nowhere at 3 am in the morning. 
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In addition, there can be practical problems that arise due to 
unforeseen circumstances. All too often, promises are made that are 
dependent upon delivery by third parties. A builder may promise to 
build a wall in three weeks, but this promise assumes the timeous 
supply of bricks. The builder who has undertaken to build the wall also 
assumes that the transport company will collect and deliver the bricks 
on time and that the materials used will be of the quality agreed on. 
The breakdown of the truck impacts the building of the wall and may 
result in the failure of the promise being made whole, despite no actual 
fault on the part of the builder. 
 
As a result, with both the promise and the delivery comes risk. And 
when things go wrong, when there is a misunderstanding of what the 
promise really was, or when it is clear that there is a breakdown 
between the promise and the delivery, what we turn to in order to 
soothe the circumstances, (the ideal we point to in order to defend our 
position or rationalise and defuse the moment), is fairness. 
 
Why fairness? Simply because the acceptance that the Trustee 
operated fairly at all times removes the sour taste of the non-delivery 
of the promise. The Trustor will be more satisfied if he or she is aware 
that the non-delivery occurred despite the Trustee’s actions being at 
all times fair and in the interests of the Trustor. And that irrespective 
of the precise contract terms, the organisation did all it could 
reasonably have been expected to do to deliver on the promise it 
made. There is a satisfactory explanation that ensures that the 
reputation of the Trustee remains intact.  
 
Fairness as an antidote to trust downgrades 
 
Consider the following:  
 

Judgments of fairness can have profound implications for both 
social and economic systems. When individuals perceive 
outcomes to be fair, they experience satisfaction and are likely 
to be supportive of both the outcome and the parties involved. 
However, when individuals perceive outcomes to violate 
fairness, they are likely to experience anger and retaliate. 
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Reactions to perceived violations of fairness include rejecting 
valuable offers, increased absenteeism, stealing, and 
vandalism.16 

 
The appeal to fairness is based on the simple idea that everyone ought 
to act in a reasonably fair manner towards others; and because of this, 
we expect others to act in a reasonably fair manner towards us. This 
is why being fair sustains and builds relationships of trust while being 
unfair breaks down those relationships and polarizes into camps 
those involved. 
 
Fairness acts as an antidote to a trust downgrade, and in some 
circumstances, increases levels of trust. This is because in fairness 
there is impartiality, justness, equity, and mutual respect; not only in 
relation to individuals but also in understanding and acknowledging 
the context of non-delivery. 
 
Fairness builds trust 
 
Fairness has the effect of building trust, to the point where those 
impacted by the decision say that while they may not understand all 
the ins and outs, and even though they feel uncomfortable, they trust 
the decision because they trust the decision-makers. They know that 
the decision-makers will have properly considered all things; they will 
have gathered all knowledge on the facts, and above all, would have 
been fair in coming to their decision. We know the decision-makers to 
be fair. 
 
This application of fairness in the workplace is not so much a formula 
as it is a goal and an ideal that gets wrestled out of the subject matter 
and context, and finds itself in a defined decision. It is the relentless 
commitment to finding contextually and scrupulously fair solutions.  
 
My business partner and I used to call it “finding the ‘and’”, a statement 
inspired by the book ‘Built to Last’ by Jim Collins and Jerry Porras17, 
and the immense wisdom behind finding the ‘and’ in chapter 3 on the 
‘me’ and the ‘we’ tension. In the book, they use the phrase, ‘the tyranny 
of the ‘or’ versus the genius of the ‘and’, a statement that identifies 
how the great organisations of the world would seek to achieve ‘A’ and 
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‘B’ rather than ‘A’ or ‘B’, but never at the expense of diluting ‘A’ or ‘B’. 
We used to refer to this idea as - ‘Finding the ‘And’. 
 
In the same way, fairness is not about compromise but about working 
hard to ensure that decisions do not result in an unfairness that has 
the potential to negatively impact or undermine any area of trust. It’s 
about seeking holistic decisions. By this I mean our decisions should 
fit into the well-trodden world of good virtues, they should be 
consistent with those deeply understood laws of behaviour and they 
should have acceptable and defendable consequences. This means 
that being fair is not so much about compromise but about working 
hard to ensure that decisions can be rationally defended as being as 
fair as possible in respect of all outcomes. This can be extremely 
tough especially when we are ‘placed between a rock as a hard place.” 
 
When we put it like this, the power of being fair is clear. It is something 
we all desire when we are the subject of a decision. Truth enables the 
identification of the promise and the delivery. Integrity is about the 
truth behind the delivery of the promise. Fairness is the safety net for 
a trust downgrade, and the opportunity to grow trust levels: it is also a 
forum for the conversation around trust and integrity, and the place 
where the messiness of life is dealt with in a robust manner. 
 
It stands that the obligation for fairness goes beyond one to one; it 
includes the ‘one to many’ in a way that pierces the so-called corporate 
veil. It goes to the construction of society as a whole in a similar way 
that good sailing conditions are good for sailing ships: good 
conditions that allow all or almost all ships to sail wherever it is that 
they are trying to reach. In such an environment, there is sufficient 
wind for good sailing, but not so much wind that there are waves that 
cause boats to be damaged and even sink.  
 
Also, ships need good waters. All ships sail better when the quality of 
the water is not interrupted by sand sandbanks and islands, or even 
man-made objects like sea mines, loose containers and so forth. 
These types of obstacles are not that much of a problem for those 
who know about them or have the equipment to manage their way 
around them; but for those who are not empowered, these obstacles 
could easily mean the difference between reaching their goals or not. 
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Reasonable fairness 
 
The kind of fairness proposed is reasonable fairness. That the trustor 
looks at the trustee, recognises that their expectations will not or have 
not been met, and then act in a  reasonable and fair manner.  
 
Fairness is never less than reasonable but can go beyond the 
reasonable. The test of reasonableness is well known and understood, 
and has been defined as a “standard of care that a prudent person 
would observe under a given set of conditions.”18 The application of 
such a standard in a decision would include: 
 
• Care: that the proposed decision includes a sense of care 

towards the context of other parties 
 

• Appropriateness: that the proposed decision can be held as 
appropriate to the other parties and the situation 
 

• Circumstances: that the proposed decision can be held as 
reasonably fair were it that the other parties had full knowledge 
of all related circumstances  
 

• Transparency: that the proposed decision can be held as 
reasonably fair were it that the other parties had full knowledge 
of all the relevant facts  
 

• Methodology: that the methodology used in the decision-making 
process can be held as reasonably fair to the other parties 

 
The purpose of fairness is to enable the continuance of a trusting 
relationship between parties. This means that the parties need to be 
reasonably fair and not subjectively fair. Both parties need to apply the 
test of reasonableness to fairness, recognising that fairness often 
‘needs to act as an arbitrator, that fairness does not mean that one 
party can demand that the other party is a doormat to their view on 
life. I can recall a number of times when I know that I have been 
reasonable and fair, sometimes more than reasonably fair, and yet the 
trust levels were not responding – the relationship was still strained. 
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It is as though the extent to which I had been reasonably fair had been 
entirely disregarded. This highlights that a reasonably fair action by 
the one-party must be met with a reasonably fair response by the 
other party. With reference to the example of building a wall, the house 
owner needs to act in a reasonably fair manner to the builder's 
explanation. 
 
Something that is clear from the above is that reasonableness starts 
with the question, “what do we think” and not “what do we feel”. By 
feelings, I do not mean those extremely deep inclinations like intuition, 
but rather those feelings that are reactive, egocentric and emotional 
in nature. While there may be a lot of feelings attached to a matter, 
reasonableness is not discovered through feeling, but through 
thinking; through an assessment based on the above criteria. 
Reactive, egocentric and emotional feelings are generally self-centred, 
while reasonableness seeks the bigger view. Referring to the earlier 
example, I may feel extremely upset by the inconvenience of the wall 
not being built, but reason keeps me sane as it recognises fairness in 
the actions of the builder. Facts inform these feelings, and we must 
allow the facts to speak. 
 
This is not to say that there may well be times when a party comes to 
the point that the risk associated with dealing with the other party is 
too high, and so walks away from the relationship. If you can imagine 
a duck swimming upstream. To those on the outside, the duck simply 
does what is expected. Only the duck knows the effort being expended 
below the water. So it is in the area of promise and delivery. Even if 
one acts in a reasonably fair manner, this does not guarantee a 
continued good relationship. We all want to do business with those 
who simply deliver, who very seldom find themselves needing to 
provide a reasonably fair answer. 
 
Fairness across culture 
 
Wherever you look at moral teachings across all societies, you find the 
idea of fairness. It is at the heart of the so-called golden rule: ‘do to 
others as you would have them do to you’ and appears in different 
forms across cultures with some existing before one thousand years 
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BC, as well as Immanuel Kant’s categorical imperative: ‘do to others 
as you would have them do to everyone else.’  
 
CS Lewis describes how fairness reveals itself to us in everyday life:  
 

Everyone has heard people quarrelling. Sometimes it sounds 
funny and sometimes it sounds merely unpleasant; but however 
it sounds, I believe we can learn something very important from 
listening to the kind of things they say. They say things like this: 
‘How'd you like it if anyone did the same to you?’ — ‘That's my 
seat, I was there first’—‘Leave him alone, he isn't doing you any 
harm’— ‘Why should you shove in first?’—‘Give me a bit of your 
orange, I gave you a bit of mine’—‘Come on, you promised.’ 
People say things like that every day: educated people as well as 
uneducated, and children as well as grown-ups. 
 
‘It looks, in fact, very much as if both parties had in mind some 
kind of Law or Rule of fair play or decent behaviour or morality 
or whatever you like to call it, about which they really agreed. And 
they have. If they had not, they might, of course, fight like 
animals, but they could not quarrel in the human sense of the 
word. Quarrelling means trying to show that the other man is in 
the wrong!  
 
‘I know that some people say the idea of a Law of Nature or 
decent behaviour known to all men is unsound because different 
civilizations and different ages have had quite different 
moralities. But this is not true. There have been differences 
between their moralities, but these have never amounted to 
anything like a total difference. If anyone will take the trouble to 
compare the moral teaching of, say, the ancient Egyptians, 
Babylonians, Hindus, Chinese, Greeks and Romans, what will 
really strike him will be how very alike they are to each other and 
to our own. 
 
‘But the most remarkable thing is this. Whenever you find a man 
who says he does not believe in a real Right and Wrong, you will 
find the same man going back on this a moment later. He may 
break his promise to you, but if you try breaking one to him he 
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will be complaining "It's not fair" before you can say Jack 
Robinson.19 

 
Fairness is at the heart of natural moral law. Fairness is broad enough 
to cater for the diversity of decision-making and yet specific enough 
to be a practical arbitrator; fairness is big enough and suitable for 
attaining balance. It is not that fairness is an exact science, or that it 
means exactly the same thing in every culture, but rather that in every 
culture, a similar appeal to fairness always exists. This universal 
appeal to fairness means that founding decisions on fairness will 
provide us with a natural defence against trust downgrades and 
enable consistency in conduct. 
 
So the ability of fairness appears, in a practical sense, to transcend 
culture. This is not to say that a fair action is the same in every culture; 
this is clearly not so. But rather, to recognise that in every culture, there 
is an action that can be argued to be ‘reasonably fair’. This places an 
onus on the organisation to understand the culture/s in which it 
operates, to listen to the culture or to be sensitive to cultural 
differences, and to clearly communicate and defend the 
reasonableness of actions, and why they should be considered fair. 
 
Fairness in society 
 
Most of us are well aware of the tremendous social justice issues that 
exist across all levels of society and across the world today. And we 
will also be aware of the role individuals and organisations can and 
should play in countering these issues. That said, we must avoid 
thinking that social justice issues only exist beyond the organisation, 
and are primarily about some or other extraordinary activity by the 
organisation - an activity that is not part of day-to-day operations. The 
poor are not a ‘project’ for us to ‘work on’ in our individual and/or 
organisational capacity. We can’t just tick the social justice box and 
believe that all is done. This is because the vast amounts of social 
wrongs that need to be addressed arise precisely because of a lack of 
workplace fairness at some point. The application of fairness through 
daily decisions in the life of the organisation will, by definition, naturally 
reduce suffering and inequality, and in so doing, reduce the practical 
need for social justice. This will have a positive impact on the general 
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propensity to trust in society, something that increases confidence 
and with it, economic activity. 
 
Restoring trust 
 
What it takes to restore trust is a subject all on its own, but there are 
pointers. It seems to me that the essence of restoring trust is to 
understand the aforementioned Mayer model of trust. Being 
trustworthy is a journey that never stops over time; it is not an event. 
And this means that trust can be restored by simply being trustworthy, 
by demonstrating the existence of the three propensities for trust; 
namely, ability, history and benevolence.  
 
To rebuild a relationship of trust is a commitment, especially where 
there have been acts of distrust or even betrayal. The onus is on the 
Trustee to demonstrate sincere trustworthiness and consistent 
fairness. This requires an open recognition of the past promises that 
were not kept, a commitment to future promises, and then the keeping 
of future promises plus a little.  
 
Where there is a systemic breakdown, where ‘everyone distrusts 
everyone’, the same principle applies, only that a little more faith is 
involved. Each person needs to demonstrate their commitment to 
trust, which means they may need to be trustworthy notwithstanding 
that some of their fellow workers are not trustworthy. In these 
circumstances, being trustworthy is an act that breaks the cultural 
mould, and so is an act of leadership. The likelihood that ordinary 
employees on their own will lead to change is slim. Individuals will 
struggle to lead with trustworthiness and fairness where the 
leadership is untrustworthy, simply because being trustworthy is built 
on being fair and consistent in actions. For this reason, the restoration 
of trust must necessarily be visibly led by the organisation’s 
leadership. 
 
Bear in mind that there are times when trust cannot be restored when 
the level of distrust or betrayal to too high. Where a million acts of 
being trustworthy will not move the level of trust needle. But these are 
rare. The greater the breakdown of trust, generally, the longer it takes 
to restore an environment of trust. But most times, by one act at a 
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time, trust can be rebuilt into a productive working relationship. This 
does not mean that events that caused the breakdown will be 
forgotten, or even that the offended party will be forgiven. Forgiveness 
and the loss of memory are sometimes provided by the Trustor to the 
Trustee and when it happens, it should be treasured, as it is a gift. 
 
Fairness and the benevolence factor 
 
A commitment to fairness is comforting to the Trustors. They know 
that even when things do not all work out, they are comforted by the 
knowledge that they will be treated in a fair way and this knowledge 
increases their propensity to trust the organisation, and so engage 
with the organisation. In all, if trust is the heartbeat of workplace 
activity, and if managing trust is the primary task of senior 
management, then fairness is something that is core to all workplace 
decision-making. 
 
In conclusion, it is clear to me that Trust and fairness in the workplace 
are connected as they are in all of life. Trust defines how we as 
humans relate to one another, while fairness is a practical mechanism 
for maximising the benefits of trust. The two work together, and we 
need them both to operate consistently at the heart of workplace 
activity. In other words, ‘Trustworthy Fairness’ provides a foundation 
for building meaningful and productive workplace life. 
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PART 2: KATANOE AT DECISION-TIME  
 
The above discussion shows how one can look at ethics in the 
workplace through “the lens of trust at decision-time”, because trust 
is something that everyone everywhere deeply understands and 
connects to, and so can be used as a guide to practical ethics in 
decision making.   

APPROACHING DECISION-TIME  
 
Have you ever looked back at a decision you made, and thought, ‘What 
was I thinking?’ One can unpack the process of decision-making, but 
it is ultimately only about understanding a problem, situation or need 
for a decision, weighing up the possible alternatives in respect of 
outcomes, and choosing one of them. Sometimes decision-making is 
easy, sometimes it is excruciatingly difficult. Some decisions are 
made upon clear facts, while others require an assessment of future 
impacts. Sometimes there are lessons from the past that can be used, 
and at other times, the circumstances are quite different and it seems 
that one is living beyond a new frontier.  
 
Building on trust 
 
While there are many ways to make decisions and many theories 
behind decision-making, in some way, all decision making requires 
decision makers do the following in some form or another:  
 
• Define the parameters of the decision that needs to be made. 

  
• Obtain true knowledge (facts, data, information, etc.) about all 

things connected to the decision.  
 

• Identify the assumptions that need to be made because of gaps 
in knowledge surrounding the decision. 

 
• Understand how the different pieces of knowledge relate to each 

other, and how a change in one assumption will impact another.  
 

• Conclude with a decision recommendation.  
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When engaging in this decision process and deciding on a 
recommendation, it is important to recognise the existence of 
different types of ethical approaches that all decision-makers bring 
into the decision-making process. As every horse has hair, so every 
person has some or other kind of ethical approach or worldview.  
 
 

 
 
The above diagram shows the different ethical decision-making 
approaches typically encountered in a workplace.20 Briefly, and in the 
most basic sense, these decision-making approaches can be 
understood as follows: 
 
• Virtue approach: This is where our actions are guided towards 

an aspirational ideal; towards something which is deemed to be 
good, something which we call ‘virtues’. After ongoing 
commitment to these ideals, they become part of our personal 
identity. These could include authenticity, beauty, courage, 
temperance, etc. 
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• Rule-bound approach: This is where our actions are guided by 
the rightfulness or wrongfulness of the action, as determined by 
one or another rule, definition or imperative that seeks to define 
right and wrong. The most commonly known rule is the Golden 
mean (‘do unto others as you want them to do to you’) which has 
been around since at least 3 000BC. Jesus gave two 
commandments upon which all actions should hang, and more 
recently, Immanuel Kant proposed that you and I should all act 
as we would want all others to act. Other examples include the 
Jewish Ten Commandments and the Buddhist Eightfold Path, 
and there are localised rules like the Scouts’ code, the Rotary 
laws, and the like. Whatever the source, the idea behind the rules 
is that we use them to influence the decisions we make, that they 
help us to frame what it means to ‘do the right thing’. 

 
• Consequential approach: This is where our actions are guided by 

desired outcomes. Where we do what works in order to achieve 
an outcome. If, for example, the goal is to maximise annual 
profit, then our actions will be guided by this goal. At times, 
where there are ethical questions around the method of 
achieving the end, the importance of the end is regarded as 
justifying the means. 
 

• The Relativist approach holds the morals and ethics of his or her 
particular beliefs, that an action is right or wrong depending on 
the relative context of each person. The same action may be 
morally right for one person but be morally wrong for another. 
An expression connected to this idea would be best practice; 
which feeds off and is defended by others managing similar 
instances.  
 

• The Social Justice approach: this approach is not to be confused 
with practical commitments and investments by an organisation 
into corporate social investment initiatives and projects, which 
generally have as their goal the practical upliftment of 
communities and individuals in disadvantaged communities. 
Rather, the Social Justice approach is driven by a belief that 
society is essentially divided into two groups (the oppressed and 
the privileged), then insists on righting the wrongs that the 
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privileged group have systematically enacted against various 
oppressed groups. The project of restoring society is enacted by 
insisting on economic equity between all groupings, by ensuring 
that all environments are inclusive where no one is offended, and 
by ensuring complete diversity of all groups across all aspects 
of social life. This approach has elements of consequentialism, 
as it seeks to achieve its goals across all spheres of society. It 
also claims the ‘virtue’ of providing justice to oppressed groups 
at the expense of the privileged group and insists on the 
installation of various rules to enforce inclusivity and diversity 
across all spheres of society. The Social Justice approach goes 
beyond being an ethical approach to being a worldview.  

 
The above diagram is useful and it clearly identifies the different ways 
in which different individuals approach decisions. It is critical to have 
a basic understanding of these approaches to identify which 
approaches are being used at any moment in time by different 
individuals around the table. As one would expect, the different 
approaches also explain some of the politics that pop up during 
decision-making discussions, as different individuals (knowingly or 
unknowingly) argue for different approaches. 
 
While there are circumstances in which each of the decision 
approaches is valid, it is highly unlikely that any one of the above 
approaches will be valid for all decisions in the workplace. None of the 
ethical approaches is sufficient enough to serve all decisions, to deal 
with establishing and protecting the right relationships with people 
and organisations that are connected and impacted by a decision. 
While all the approaches have their place, none of these is, on their 
own, broad enough to serve as a ‘catch-all lubrication’ to the 
transactions that flow from decisions. The workplace is simply too 
complex for any one approach to suffice throughout.  
 
In a way, looking through the lens of trust goes beyond any one of the 
above approaches, as not only can trust be used as an ethical 
approach for all workplace decisions, but being trustworthy is big 
enough to accommodate all these different patterns of ethics. Being 
trustworthy:  
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• a can be viewed as a virtue, 
• is implicit and integral to the all widely accepted rules, 
• is itself a good end, for which adjusting our means is justified.  

 
Being trustworthy is something that goes beyond merely doing things, 
thinking things or feeling things. When being trustworthy becomes 
something that we are when it is part of who we are, after which it 
becomes foundational to all activity- this applies equally to both the 
individual and the organisation. Whether or not an organisation talks 
about trust, thinks about trust or even feels the importance of trust, it 
cannot build a reputation of trust until it is trustworthy, no matter the 
circumstance or situation.  
 
This enables trust to act as a suitable lens through which to view 
ethics at decision-time.  
 
Deeper attitudes 
 
Every one of us has a collection of deeper attitudes that drive our 
thought processes or influence them in some way. This set of deeper 
attitudes is nicely outlined by Richard Weaver: 
 

When we affirm that philosophy begins with wonder, we are 
affirming in effect that sentiment is anterior to reason. We do not 
undertake to reason about anything until we have been drawn to 
it by affective interest. In the cultural life of man, therefore, the 
fact of paramount importance about anyone is his attitude to the 
world. How frequently it is brought to our attention that nothing 
good can be done if the will is wrong! Not without cause has the 
devil been called the prince of lawyers, and not by accident are 
Shakespeare’s villains good reasoners. If the disposition is 
wrong, reason increases the maleficence; if the disposition is 
right, reason orders and furthers the good. We have no authority 
to argue anything of a social or political nature unless we have 
shown by our primary volition that we approve some aspects of 
the existing world. The position is arbitrary in the sense that here 
is a proposition behind which there stands no prior. We begin our 
other affirmations after a categorical statement that life and the 
world are to be cherished.21 
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This quote clearly reveals our tendency to use basic reasoning 
processes not necessarily to come to the best decision, but rather to 
prop up and express our deeper attitudes; attitudes that are not 
themselves a function of reasoning, and rather attitudes connected to 
our worldviews. We take these attitudes as ‘givens’, and we defend 
them using reasoning in decision-making.  
 
While one can debate the origin of these deeper attitudes, what is 
probably more important to our context is to highlight how some of 
the deeper attitudes might impact trust in the workplace. 
 
 
• Survival of the fittest: this idea has its roots in natural evolution, 

and (for many) the reduction of life eventually to ‘a survival of the 
fittest attitude. This view allows one to ignore issues of trust and 
claims of systemic brokenness, and rather use a position of 
dominance to some end for as long as possible. An example of 
this attitude filtering into decisions is the concept of ‘growth for 
growth’s sake’ (as opposed to growth for other good reasons), 
which is normally founded on the idea that with size one 
dominates, and that dominance is strength, and strength is good 
because is a means to survive. It is not that dominance is 
necessarily wrong, but rather the behaviour engaged in to 
achieve and keep dominance.  

 
• Pre-eminence of empirical data: this idea has links to empiricism 

and logical positivism, the theory of knowledge which asserts 
that ‘only statements verifiable through empirical observation 
are cognitively meaningful’. This would seem to be what is 
behind the idea that ‘what cannot be counted does not really 
count’, that since quantitative data is our only form of certainty, 
strategy and decisions must be driven by quantitative data 
alone, at the expense of qualitative data and intuition. The 
problem is not so much the idea that we should use data, but 
rather the quality, sufficiency and interpretation of the data. Also, 
one must be careful when using data, as simplistic use of data 
can hide assumptions and deeper intentions. Furthermore, 
sound moral principles like fairness and the impact of trust are 
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thought of as being soft data and so are easily discounted (in the 
face of hard data) as being less authoritative.  
 

• Do what works: this idea has links to pragmatism – where the 
outcome is all that matters, as the ends justify means. It goes 
beyond using the data you like and ignoring or hiding the data 
that does not suit the desired outcome. In a world where 
knowledge is often believed to be founded in the personal 
feelings/experience of an individual or grouping, there is a 
danger that personal feelings/experience can be held to have the 
same value as sound reasoning, where 2 + 2 can be deemed to 
equal 5 if it suits the desired outcome. This came home to me 
when it dawned on me that more and more I was being asked 
“what do you feel” about a matter rather than “what do you think” 
about a matter.  In the end, preference is given to something to 
the desired outcome at the expense of moral considerations or 
sound reasoning. 
 

• Short-termism: this idea has links to postmodernity, which 
assumes there are no meta-stories, and so can be found 
encouraging an attitude of ‘live for the now’, where only today (or 
this quarter’s results) matters - tomorrow (next year’s results) is 
someone else’s problem. Long-term consequence is secondary 
– short-term gain is primary. Make the money and collect the 
bonus while you can. This is often based on performance 
measures that are linked to short-term deliverables. 
 

• All is Utility: this idea holds that the value of a person is based on 
their utility as determined by the market. The individual is a 
resource like all other resources, and so, is a factor of production, 
and no more, irrespective of what our values say. This is human 
RESOURCES and not HUMAN resources. At its worst, all is a 
utility to the organisation, and the organisation is also a utility to 
the management’s and employees’ self-determined ends. At 
issue is who can use who most effectively. 
 

• The reality of limited accountability: this idea has links to the 
rejection of universal morals and belief in no ultimate personal 
accountability – the rule is as follows: ‘the only thing that is 



Katanoe: Organisational Ethics through the Lens of Trust by JH Rens                                                                                                                           

 63 

wrong is to get caught’. And there are ways to hedge around the 
impact of getting caught, for even ‘if you are caught’, the system 
often protects the individual, and it is the shareholders/citizens 
that pay. As everyone knows, whistle-blowers always get 
nobbled.  
 

Faced with these strong ideological streams, it is no wonder that one 
of the biggest casualties has been the concept and spirit of ‘servant 
leadership’, something that is intrinsic to the fiduciary duties of 
directors, drives the management of conflicts of interest, is at the 
heart of the true ‘civil servant, and (of course) has the greatest 
potential to build trust. The loss of the ideal of ‘working as faithful 
agents for the other’ surely plays a big role in current corporate and 
political failure, and social scepticism; that is the breakdown in trust 
across society. 
 
Consider what could happen if someone hypothetically  combined the 
above ideas:  
 
“you can choose to dominate as much as you can, defend your actions 
with data, remind everyone how it’s ok because it works and that no 
one is really hurt (based on a suitable definition of hurt) and milk the 
system. You can always blame previous management and may be 
able to dodge any accountability. For sure, you will be blamed by your 
successor; but so what, the money will be in the bank by then!” 
 
Leaders that operate organisations off the above ideas in an 
unrestrained manner may succeed in the short term but will struggle 
to maintain trust levels over the long term. 
 
Non-restricting ethics 
  
I often get the sense that many look at the business community and 
deep down believe that everyone is morally compromised; too greedy 
to pay decent wages, too power-hungry to participate in a free market, 
and too selfish to think beyond their own personal and company 
interests. I have heard it put in these terms – ‘all successful 
businessmen and women are by definition crooks; if they were not 
crooks, they would not be successful.’  
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While we may have our fair share of ‘crooks’, what is interesting is that 
this kind of view easily leads to the belief: “that because being ethical 
is, by definition, restrictive, that ethics restricts the ability to prosper.” 
But this is pure nonsense.  
 
Consider football, where possibly the greatest restrictor to the game 
is the size of the field on which it is played. But clearly, this does not 
restrict playing football; rather it enables the game of football to be 
played. Similarly in art, it is the size of the canvass that gives the 
context for the painter to freely express the art. Think of language, 
where grammar dictates how to use language in order to enable it to 
be extensively and expansively used and readily understood. It is not 
that rules are the enemy of freedom, but rather that in general good 
rules promote and enable freedom to flourish, while bad rules do not.  
 
In the same way, any attempt to introduce rigorous values should not 
be a collection of ‘not to do’s’ even though it does restrict some 
activities; but rather, it is a collection of positive aspirations, a 
collection of positive ideals; with the realisation that if more people 
‘play the game this way’, the greater will be the stability of the 
economic environment, which in turn will increase potential for 
economic activity.  
 
In this sense, trust is a positive expression of ethics, with ethics 
producing the flourishing of organisations and individuals, and at the 
same time helps to reduce the risk of trust breakdowns. 
 
Trust at Decision-Time 
 
The diagram below (as shown before) demonstrates how it is that 
every organisation can build culture and manages trust at decision-
time, that it is at decision-time that ethical attitudes naturally flow into 
the organisation. 
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The idea of having a framework is not to add to decision complexity, 
but rather to place a standard set of questions on the table at decision-
time, questions that simply ask for decision group members to 
consider potential changes in trust levels from the proposed decision. 
In effect, by asking these questions ‘in the moment of decision’, the 
decision group is applying its mind to the ethical implications of the 
decision. Placing the right questions on the table at decision-time will, 
over time, encourage the establishment of a trust culture in the 
organisation. 
 
The framework maps the areas of trustworthiness that the 
organisation is exposed to through a series of considerations, that are 
then consulted during the making of decisions. Practically, the 
reaction to these trust considerations, over time, builds a picture of 
the nature of the organisation and how it contends (‘what we are’). 
Conversely, operational decisions are (by definition) aligned to the 
organisation’s purpose (it’s Why), goals, strategies, practices and 
processes. They are decisions around ‘playing the game’ and are a 
reflection of what the organisation does (‘what we do’).  
 
The idea is that while these operational decisions are being 
formulated, they are checked against or filtered through the expected 
impacts on trust levels connected to the organisation.  
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INTEGRATED THINKING  
 
The idea behind creating a framework is to map the different areas of 
an organisation’s operations that have the potential of impacting trust 
levels; that is identifying those things that one should consider or think 
about when assessing how a decision might impact trust levels. 
 
The framework starts with a set of core considerations, which are then 
fleshed out or expanded into a complete set of generic ‘in-principle’ 
considerations. What is important is that the considerations represent 
areas or categories of exposure to changes in trust levels, that may 
arise in respect of each specific decision.  
 
Building the Katanoe Trust Framework 
 
The Katanoe Trust Framework provides a structure and rationale in 
any decision environment, along with an ethical ideal that assists one 
towards the appropriate decision. The benefit is simply that decisions 
made using consistent considerations and decision ethics will 
produce consistent behaviour, which in turn will lower unnecessary 
risk; and in doing so will be a defence against a reduction in trust-level. 
 
The founding relationships can be seen in an analogy given by CS 
Lewis about ships:  
 

‘You can get the idea plain if you think of us as a fleet of ships 
sailing in formation,’ Lewis says. ‘The voyage will be a success 
only, in the first place, if the ships do not collide and get in one 
another's way; and, secondly, if each ship is seaworthy and has 
her engines in good order. As a matter of fact, you cannot have 
either of these two things without the other. If the ships keep on 
having collisions, they will not remain seaworthy very long. On 
the other hand, if their steering gears are out of order they will 
not be able to avoid collisions. But there is one thing we have not 
yet taken into account. We have not asked where the fleet is 
trying to get to. And however well the fleet sailed, its voyage 
would be a failure if it were meant to reach New York and 
actually arrived at Calcutta. Morality, then, seems to be 
concerned with three things.  Firstly, with fair play and harmony 
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between individuals. Secondly, with what might be called tidying 
up or harmonising the things inside each individual. Thirdly, with 
the general purpose of human life as a whole: what man was 
made for: what course the whole fleet ought to be on’.22  
 

Decision-making is a matter of balancing the outcomes of things. In 
the analogy of the fleet of ships, each one of us is likened to a ship, 
and the ideal that Lewis has, (and with which we would all agree), is 
that sinking and drowning is bad, and sailing towards a good purpose 
is good. Lewis identifies three core qualities which are required to 
flourish: to sail into ‘good purpose’ the ships must be seaworthy, they 
must have a course in mind, and they must not bump into each other. 
The latter relies not only on the ship’s captain and crew being able to 
control his ship but also on the sailing conditions. All good sailing is 
dependent upon good sailing conditions and even the best captain on 
the most seaworthy ship does not sail well on sand banks, in 
hurricanes and other bad conditions. This can be depicted as follows: 
 

 
        

I think this is how we naturally, even subconsciously, approach ethics 
at decision-time. We all face these issues, and we all understand the 
need for balanced decisions. We can use this picture to imagine how 
we sail as individuals and how we sail as organisations. For the 
individual, this can be visualised in the diagram below:  
 



Katanoe: Organisational Ethics through the Lens of Trust by JH Rens                                                                                                                           

 68 

 
 
When we make decisions, we practically refer to three core 
considerations: the flourishing of others, our own personal flourishing 
and our own purpose. We ask ourselves simple questions about these 
three things and balance the interests in these three things through 
our deeper attitudes and moral codes. In this way, these three core 
considerations at decision-time effectively reflect or demonstrate our 
personal ethics. 
 
Application to the organisation  
 
When applied to organisations, the essential idea is that everyone in 
the organisation maintains trust with fairness, thinks about outcomes 
(and the trust-level consequences) before they act and ensures 
alignment of actions with the organisation’s purpose. Since doing this 
becomes more complex as one climbs up the ladder, there is a need 
to expand and clarify the framework to ensure that those who manage 
and look after the organisation understand that the organisation as a 
collective does not unfairly or unnecessarily bump into other 
individuals and organisations, while still operating optimally in 
accordance with its purpose.  
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The above diagram of the organisation sets a platform for the 
development of a framework. It has three core considerations that are 
all held together and balanced out between each other with 
trustworthy-fairness.  
 
The three core considerations are grouped as follows: 
 
• Societal flourishing beyond the organisation: this core 

consideration has regard for ideals connected to communal 
flourishing beyond the organisation. 
  

• People flourishing in the organisation: this core consideration 
has regard for ideals connected to the flourishing of people who 
are directly connected to the organisation.  

 
• Organisations flourishing as an entity: this core consideration 

has regard for ideals connected to the flourishing of the 
organisation itself.  

 
The purpose of the trustworthy-fairness ideal is to adjudicate between 
the three core considerations, where the impact of each consideration 
is assessed from a trust perspective, such that the decision 
represents an optimal balance of the three core considerations. In the 
Framework, trustworthy-fairness is always expressed from a 
company perspective, where the individual is acting in the capacity of 
an agent of the company with a duty of care to the company. The idea 
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of trustworthy fairness is used because - as noted earlier - trust is of 
primary importance to the organisation. Attaining trust requires that 
we are trustworthy, and being trustworthy is underpinned by 
reasonable fairness. Fairness is an ideal that we naturally appeal to in 
our daily lives. The thick arrows speak to the wrestle between 
trustworthiness and each of the core considerations. 
 
The answer to the question ‘How do I act?’ is simple: ‘by being 
uncompromisingly fair on behalf of the organisation, in respect of 
trust, and each of the three core considerations.’ That is, to be fair in 
respect of the organisation’s own flourishing, the purpose and activity 
of the organisation and the society that exists beyond the 
organisation. These core considerations need to be accounted for and 
held in a fair balance in the organisation’s decision-making. Any 
decision that is truly fair has the best chance of maintaining the level 
of trust in the organisation, and in so doing will have the highest ability 
to mitigate risk. 
 
Core considerations 
 
The first core consideration, societal flourishing, concerns an attempt 
to contribute to communal flourishing. It speaks to the organisation’s 
relationship with individuals and organisations that are beyond it – 
external stakeholders. It extends to include any direct and indirect 
impact on societal structures and is built off the fact that no 
organisation is an island. This recognition reaches beyond simply ‘not 
bumping into other ships’ to societal flourishing, and playing a positive 
role in general communal sailing conditions. 
 
The second core consideration concerns the optimising of people 
flourishing in the organisation. It speaks to the state and condition of 
all the individuals that are part of the organisation itself (including 
stakeholders who may be represented by intermediaries). All play their 
part in the organisation’s collective ability to function optimally and 
properly, which must be in a good and proper condition to sail the seas 
and move towards completing a purpose.  
 
The third core consideration and activity of the organisation concerns 
optimising the operations of the organisation according to its 
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purpose. It speaks to the objectives of the organisation and its 
practical operational aspects. This includes the organisation’s 
purpose, its different goals, along with the strategies that it 
implements in order to achieve the goals. It also speaks to the many 
processes and practices that are implemented to give effect to the 
purpose, goals and strategies.  
 
Expanding the core considerations 
 
The core considerations of the Framework essentially provide three 
headings under which is placed a set of expanded considerations and 
comprise a collection of considerations that organisations need to 
take into account when making decisions.  
 
The expansion of the considerations happens on two levels. Initially, 
each consideration is expanded with three sub-considerations, 
comprising areas of life in the organisations that apply to the core 
consideration (see below diagram).  
 

 
  
Thereafter, each sub-consideration can be further amplified by three 
considerations to provide a comprehensive framework of 
considerations, against which decisions can be interrogated for any 
impact on trust levels (details of each of these further considerations 
are included Katanoe Scorecard). 
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The thick arrows speak to the fairness struggle between 
trustworthiness and each of the expanded core considerations, and 
the thin lines show the expansion of the core considerations to include 
their sub-considerations, which provide further definition to each 
consideration. The idea is that the expanded considerations set a 
platform for each organisation to contextualise and give language to 
their framework. 
 
Using the Framework  
 
The purpose of the Katanoe Trust Framework is to raise values-based 
questions at decision-time. It provides a formal place in the decision 
process to ask questions concerning values. Why is the use of 
questions so important and useful? Questions open things up. They 
open up the individual’s assumptions. They open up sound thinking. 
They open up motives. They open up consequences. They open up 
“what is behind our behaviour.” And because these questions are 
contextual, so will they vary depending upon the circumstances. 
 
The framework establishes a simple and natural structure to guide 
what we need to think, how we decide things, and what we then do. 
What happens is that the fairness of each proposed decision is 
subjected to (and interrogated by) the need to be trustworthy and the 
three core considerations. From the perspective of the organisation, 
we simply ask questions - how does the suggested decision impact:  
 

1) trust in the organisation,   
2) the people in the organisation, the activities of the organisation, 

and  
3) the community beyond the organisation?  

 
Is the suggested decision fair in all of these considerations? Can we 
reasonably alter the decision in order to achieve a higher level of 
fairness in respect of these considerations?  
 
Practically, it can be described as a ‘wrestle’ for fairness, a process by 
which we arrive at decisions that are as fair as possible to the 
demands and obligations located in the three components.  
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The fairness struggle is towards an outcome that best responds to 
being trustworthy and all three core considerations, (Viz.: contributing 
to societal flourishing: optimising of human flourishing in the 
organisation and optimising the operations and purpose of the 
organisation), and not one at the expense of another, unless 
absolutely unavoidable. By asking these questions in the context of 
these assumptions, we are able to extract a sense of how any 
suggested decision may impact them.  
 
In so doing, we can assess the extent to which the ‘genius of the and’ 
has been achieved. Where we see that the impact of a suggested 
decision is such that it exerts an undue or unacceptable level of 
unfairness or opens up undue or unacceptable risk in respect of trust, 
we should look for it to be reviewed, tweaked, reformulated, mitigated 
or even replaced with a completely different proposal. This process is 
repeated, and the matter is grappled with until the suggested decision 
is fair to all considerations, or as close as one might possibly get. 
There is no shortcut to this to achieving fairness and trust.  
 
This ‘struggle’ is shown in the diagram below: 
 
 

 
 
 
The initial proposed decision is clarified by highlighting the 
considerations impacted and a list of the assumptions that are 
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included in the proposed decision. The impact of the initial proposed 
decision is then measured. If outcomes are not optimal, then the 
proposed decision is revised and the process is repeated until the best 
possible decision is reached. 
  
When you think about it, this is how good decisions are made. In this 
sense, the framework is not something new, rather is about 
formalising integrated thinking and outcomes based decision-making.   
 
The wrestle is for an ‘and’, where all trust-level outcomes are optimal, 
or as best as is possible for the organisation – defined as a decision 
that is both in the organisation’s interests AND best mitigates any 
claim that may be made against the trustworthiness and fairness of 
the organisation; where decision-makers are intentionally cognisant 
the impact of the decision on the organisation being trustworthy and 
fair to itself and the world in which it exists.  
 
The chance of achieving good decisions is much higher when it is 
preceded by a robust discussion around truth and the reality of things. 
This reveals a core presupposition to this process, which is that truth 
is discoverable by all who seek it, and that good decisions arise from 
optimising the impact of the outcomes of the decision. This is 
because no individual or group of individuals have a monopoly on 
knowing the truth and, as we all know, reality is the thing that we all 
bump into when we deny it or seek to avoid it.  
 
In the end, when implemented well, the benefit of the above process 
is that there is a higher chance of avoiding the “what were you 
thinking?” questions that can arise after the event.  
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THE KATANOE PROMISE 
 
 
Introduction  
 
The Katanoe Promise is a practical tool for using the Katanoe Trust 
Framework in the organisation. The Katanoe Promise is an approach 
that seeks to embed the essential ideas that sit behind the Framework 
into the organisation, in a way that is simple, easy to communicate 
and implement, difficult to hijack, and with little to no paperwork.   
 
Developing the promise starts with setting out an awareness of the 
essence of the Framework in the minds of everyone in the 
organisation, in a language that can then applied across the 
organisation. The aim of the promise is to help align the approach of 
all decision-making at all levels across the organisation.  
 
The promise is built on four basic things. That: 
 
a) trust is primary,  
b) fairness supports trust levels,  
c) decisions have outcomes that matter and impact trust levels, and  
d) maintaining focus on key tasks and responsibilities is needed.  
 
 
The Katanoe Promise 
 
In the normal course of events, creating an awareness program is 
nothing new. All organisations do this for many different things, such 
as conveying organisation values, health and safety awareness, etc. 
The big challenge to awareness programs is that over time, the 
message is drowned out by the hard reality of daily operational life. In 
the end, the message finds itself slipping off the radar screen. This is 
especially true when attempting to introduce values or ethics into the 
daily life of the organisation. While the list of core values are hung on 
the wall next to the lift button, in truth, they do not carry lasting impact.  
 
To achieve better integration of Katanoe into the organisation, there is 
the need to move from awareness to commitment. To move from an 
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awareness of something, to a personal commitment that is baked into 
the organisation at employment level.  
 
The Katanoe Promise is a mutual promise, a promise that every 
individual in the organisation makes to everyone else in the 
organisation, starting with the CEO and board moving down 
to the ‘lowest positioned’ employee.  
 
Everyone in the organisation makes the same promise to everyone 
else in the organisation, and everyone can held accountable for 
complying with the promise made. 
 
 
The Katanoe Promise is:  
 

"Because trust is primary and everything else is secondary, I 
promise to:  

1. underpin trust levels with those inside and outside the 
organisation with fairness,  

2. think about outcomes of decisions before I act,  
3. personally stay on track, and 
4. act in accordance with the organisation’s ethics, values and 

strategy 

 
Some obvious benefits: 
 
• Mutuality: everyone is committed to everyone else on the same 

terms; 
 

Measurement: the health of the integrity (being trustworthy) in 
the organisation or any part thereof can be measured and 
monitored over time using the Katanoe Promise Su 

• rvey;  
 

Accountability: the promise provides a platform 
for constructive conversations about trustworthiness during 
performance and other re 
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• views; 
 

Baked in commitment: embedding the promise into 
employment contracts means that everyone can be called to 
account for their trustworthiness, and be required to justify 
actions. There is an onus to think and take responsibility for ac 

• tions. 
 
The effect of the implementation of the promise is to promote team 
and personal accountability. It expands everyone’s commitment to 
their job-descriptions, to include an overriding duty of care to be 
trustworthy.   
 
The inclusion of the Framework across the organisation, from board 
level down will demonstration  the leaders' and board’s commitment 
to the promise, and their preparedness to be accountable.  
 
Embedding the Katanoe Promise enables the thinking behind the 
Framework to be felt throughout the organisation. If the embedment 
of the Katanoe Promise is sufficiently successful, then the outcome 
will be a consistent way of thinking in the organisation, that will lead 
to better decisions and increased levels of trust in all relationships 
connected to the organisation. In this way, the deployment of the 
Katanoe Framework and the Katanoe Promise can be core tools for 
managing trust in the organisation.  
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THE KATANOE SCORECARD  
 
To unlock the use of the Framework at  executive and board levels, 
there is the Katanoe Trust Scorecard (‘Scorecard’). This Scorecard 
should be used as an ‘in the moment’ tool to assist in understanding 
the impact and outcomes of the recommended decision. For 
decisions that are to be escalated to the board or senior management 
committees for confirmation and approval, this record of anticipated 
outcomes can/should be included in the board pack.  
 
The measurement of a decision by those preparing the board 
recommendation is quick. It takes the form of recording the 
anticipated impact of the proposed decision on the organisation and 
its stakeholders, which together with the assumptions made gives a 
clear visual overview of the recommended decision on a single page. 
This then can then be used by the board/senior management 
committee in evaluating the decision. The Scorecard is as follows:  
 
 
 

Decision:  
Decision 
timing  

  Can be 
delayed 

Good 
timing Urgent 

  
 
  

  

Proper Functioning of 
Entity - Expected impact 
on trust levels from 
decision iro: 

Assumptions 
included in the 

decision 

High 
positive 
impact 

Low 
positive 
impact 

Low 
negative 
impact 

High 
negative 
impact 

No 
impact 

          

  
Expansive activities: 

       

1 
efficiency within the 
organisation 

            

2 
the research and 
development capacity / 
output of the organisation             

3 
the growth opportunities 
available to the organisation 
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Sustainability: 

       

4 
the financial position of the 
organisation 

            

5 
the intellectual capital of the 
organisation 

            

6 
the manufacturing capital of 
the organisation 

            
  
  

 
       

  
Aesthetic reflection: 

       

7 
the working environment of 
the organisation 

            

8 
the look and feel of the 
products produced by the 
organisation             

9 
the communications and 
marketing materials 
produced by the organisation             

  

 

       

  

Internal Stakeholders & 
Team - Expected impact 
on trust levels from 
decision iro: 

Assumptions 
included in the 

decision 

High 
positive 
impact 

Low 
positive 
impact 

Low 
negative 
impact 

High 
negative 
impact 

No 
impact 

          

  
Human Resources: 

       

10 

the terms and conditions of 
employment connected to 
the decision in the 
organisation             

11 

the sense of purpose 
experienced by employees 
connected to the decision in 
the organisation             
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12 

the psychological safety 
experienced by employees 
connected to the decision in 
the organisation             

          

  
Financial Stakeholders: 

       

13 
the capital structure of the 
organisation 

            

14 
the risk propensity of the 
organisation 

            

15 
the return on investment 
expected by financial 
stakeholders             

          

  
Team Flourishing:  

       

16 
cohesion between employees 
within the organisation 

            

17 
showing good leadership to 
those within the organisation 

            

18 
the health & safety of 
employees within the 
organisation             

 
 

      

  

External Stakeholders & 
Society - Expected 
impact on trust levels 
from decision iro:  

Assumptions 
included in the 

decision 

High 
positive 
impact 

Low 
positive 
impact 

Low 
negative 
impact 

High 
negative 
impact 

No 
impact 

          

  
Nature (environment): 

       

19 
from any output connected 
to the decision  

            

20 
inputs into products 
connected to the decision  

            

21 
unlocking innovation and 
efficiencies to achieve a 
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lower impact on the 
environment 

  
 
  

 
         

  

Indirect Stakeholders 
(stakeholders indirectly 
connected to the 
organisation):        

22 
the social cohesion of 
stakeholders connected to 
the decision             

23 
the need for the provision of 
corporate social investment 
by the organisation or others 

            

24 

the level of economic 
mutuality across all 
stakeholders connected to 
the supply-chain              

          

  

Direct Stakeholders (suppliers 
of goods and services to the 
organisation):        

25 
the organisation's providers 
of debt (banks, rating 
agencies, etc.)             

26 

the organisation's customers 
& client's experience and 
perception of the 
organisation             

27 
the integrity and 
sustainability of the 
organisation's supply chain              

 

 

      

  

Trustworthy Fairness - 
Expected impact on trust 
levels from the 
organisation’s 
commitment to:  

 
High 

positive 
impact 

Low 
positive 
impact 

Low 
negative 
impact 

High 
negative 
impact 

No 
impact 

28 Its Values  
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29 Its Strategy 
            

30 
Fairness (acting in a way that 
can be defended as being 
holistically fair)             

31 

Its Purpose (why does the 
organisation exist & how is 
the organisation different to 
others)             

32 
Performance over Time 
(impact on the decision 
outcomes over time?) 

      
 
 
Consider the impact of the questions raised in the Scorecard: 
 
• Timing of the decision: The first question is about the 

importance of the decision; does it need to be made 
immediately, do we have all the necessary information. Because 
circumstances change from day to day, as do outcomes of 
decisions.   
 

• Assumptions to each consideration: the assumptions included 
in the decision are listed against each of the expanded 
considerations (in practice, these are likely to be recorded by way 
of notes attached to the Scorecard and referenced back to the 
consideration), and supported by relevant documentation where 
appropriate. What is critical in assessing a recommendation are 
its assumptions. A bad recommendation can be turned into a 
good one by simply adjusting the assumptions or by leaving 
something out. When using the Scorecard, it is critical to check 
that a) all assumptions are included, b) that the assumptions 
made are reasonable, and c) that the recommendation can 
withstand changes to the assumptions that may occur- the 
assumptions should be stress tested, and d) the impact of time 
on the assumptions.  
 

• Evidence supporting each consideration: Reference to any 
relevant supporting documentation etc. 
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• Impact of the decision on each consideration: The anticipated 

impact of the proposed decision on each of the expanded 
considerations is scored by scoring in the relevant column next 
to each consideration. Marking a consideration as ‘High +’ 
means that the decision is expected to produce a ‘high positive’ 
outcome. ‘Low+’ means ‘low positive’ outcome, ‘Low -’ means 
‘low negative’ outcome, ‘High -’ means ‘high negative’ outcome’. 
N/A means that the consideration is ‘not applicable’, in the sense 
that the decision is in no way connected to the consideration, 
and so does not need to be scored.  

 
• Impact on values: In effect, the considerations form a platform 

for generating rigorous values for the organisation. To provide 
clarity, each of the considerations can be contextualized to the 
organisation, which is expressed in a way that generates a clear 
understanding of what each consideration means in the life of 
the organisation. Since each of these statements will have a 
foundation in the core values of the organisation, the Scorecard 
practically amounts to a set of rigorous values that have a life in 
the decision-making process.  
 
 

• Impact on trustworthy-fairness factors: The anticipated impact 
of the proposed decision in respect of the trustworthy-fairness 
is scored.  
 

 
• Impact on core purpose & strategy factors: The anticipated 

impact of the proposed decision in respect of the company's 
stated purpose, or reason to exist, as well as its goals and 
strategies that are typically included in the organisation’s 
strategic plan. 
 

• Impact of proposed decision over time: The anticipated impact 
of the proposed decision over time; that is, will the impact of the 
proposed decision on the considerations change significantly 
over time. 
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• Gut-feel:  The Scorecard still allows each person to consider their 
“gut-feeling” or comfort level in respect of a recommended 
decision. Having a bad gut feeling is when a decision does not 
sit comfortably in us. The difficulty is that because our “gut-
feeling” is typically an instinctive reaction arising from the deeper 
attitudes that we hold and from our experience, it is not always 
reliable. Using the Scorecard allows everyone concerned to seek 
the reasons behind why they may be uncomfortable with a 
decision or even to remove a lack of comfort with new 
information that arises from open discussion around the 
considerations.   
 

It is important to note that the considerations are not scored with the 
idea of gaining the highest score. Nor are all the considerations always 
relevant to every decision. Rather, they are a series of considerations 
that arise from an interrogation of the decision against the expanded 
considerations with the intention of ensuring that the decision is as 
fair and trustworthy as possible. In an everyday practical sense, it 
means wrestling the consideration to the point that there are no red 
scores and as few orange scores as possible.  
 
Of course, there will be times when red scores do arise - in extreme 
circumstances and where there is a lack of viable, trustworthy 
alternates. In these instances, consideration needs to be given to 
mitigating actions/promises that can be adopted to remediate the 
“Red”/High-. 
 
It is interesting that by marking the expected impact of the decision 
with an ‘X’, one is able to record the thinking of the individual who is 
part of the decision-making. Naturally, not everyone will score the 
decision in the same way.  
 
Some practical benefits of using the Scorecard:  
 
• The Scorecard can be completed by management and included 

in the board pack. This provides non-executive directors with a 
clear understanding of management’s underlying thinking and 
assumptions about the recommendation proposed. So while it 
may marginally increase the time spent in preparing the 
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proposal, it should not increase the time spent discussing the 
decision.  
 

• Using the Scorecard has the effect of increasing reflection. It 
gives everyone time to pause, to ‘think’ about the impact of the 
decision being made, including where a consideration is ‘not 
applicable’.  
 
The considerations included in the Scorecard provide a formal 
opportunity for questions to be raised and for dissenting views 
to be expressed. This is useful where there is some or another 
political pressure in favour of a specific outcome. By showing 
the score of all the considerations in one place, the Scorecard 
enables everyone to zero in on one consideration without losing 
sight of both the bigger picture and the impact that changes to 
a recommended decision may have on other considerations.  
 

• The scoring of the considerations assists with records of 
decisions, as it provides a clear indication of what was in the 
minds of the decision makers, far more than formal minutes. It 
becomes part of the assessment process, where management 
can be asked to describe what they were thinking in respect of a 
specific decision. This increases awareness and carefulness in 
organisations.  
 

• The Scorecard puts values, trust and fairness into the centre of 
the decision process. 
 

• It provides a common approach to making decisions across the 
organisation. Over time, this is expected to increase the 
efficiency of the decision-making process.  

 
 
Exactly when and where the Scorecard is utilized is dependent upon 
each organisation. Typically, the Scorecards can be used in the 
preparation of the recommended decision where management 
provides the decision group with their scores or used in the meeting 
by the chairperson or individual members to guide individuals in their 
assessment of risk.  
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By way of example, consider the impact on trust levels in the 
management of surpluses or profit. Profit itself is a good thing. The 
question is, ‘what do we do with the profits?’ The Scorecard points to 
various considerations which could make a legitimate claim to the 
profits. One claim might be financial sustainability, as without profit, 
the organisation fails. Then, there is the research and development in 
the expansive considerations, which are needed for the organisation 
to stay ahead of the competition. Society and the environment are 
important as the organisation is dependent on the trust of much that 
is beyond it. Shareholders and financiers also have a claim as they 
risked their capital and have a claim to the upside, but of course, this 
claim should not imbalance the ship. And human resources also have 
a claim for fair reward, for effort, time and the opportunity cost of 
working for the organisation.  
 
In the end, the idea is simply that the act of reflecting on each of the 
framework’s considerations while making decisions is an act that 
becomes a habit in the life of each individual in the organisation. In 
this way, the considerations collect to form a holistic matrix of the 
organisation’s values that find their way into the decision process. 
Over time, the methodology can become common practice in the 
organisation, and becomes ‘the way it thinks’. In the end, this sets the 
culture, building the character of the organisation.    
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WORKING WITH THE KATANOE TRUST FRAMEWORK 
 
Contextualisation  
 
Earlier, we mentioned the line between in-principle considerations and 
the practical contextualisation of each of the expanded 
considerations. The framework represents this line, beyond which the 
in-principle considerations require contextualisation to the specific 
organisation. While each organisation is different in so many ways, it 
is able to connect itself to Katanoe simply by injecting itself into the 
expanded considerations, where each consideration is given a 
language that contextualizes it with the specific organisation; the type 
of the organisation, the position, purpose, strategy, culture, size, and 
output of the organisation, and so forth.  
 
Bear in mind that the Framework does not prescribe any 
organisational form or structure. It is not an attempt to regulate how 
any organisation should practically structure itself or its purpose. It 
exists only to assist and regularise how decisions are made in various 
structured and purposed environments, and that is all.  
 
Contextualising the framework also offers the opportunity for deeper 
reflection of each of the considerations by those connected to the 
company. Each contextualised consideration acts as a mirror to the 
individual of what is actually meant by the specific consideration and 
has the capacity of reminding or bringing clarity to what the 
organisation stands for. In this way, the contextualised consideration 
both challenges and offers direction to those who use the Scorecard.  
 
The process of contextualising the framework to the organisation may 
take time, but when complete, becomes a powerful statement of the 
mindset and purpose of the organisation. As an expansion of the 
organisation’s values, it is able to act as a rigorous set of corporate 
values. Yet, it is not a statement that is designed to sit on walls; rather, 
a process that is used in daily decision-making in the organisation, and 
so becomes part of the organisation’s DNA.  
 
In the end, the Framework provides the organisation with a 
methodology upon which to build an understanding of itself, to know 
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at a deeper level what it stands for, to regulate a way of ethical 
thinking, and a discipline for applying daily decisions that build 
consistent conduct. 
 
The Scorecard and trust 
 
Katanoe is about managing trust, and the Scorecard is about 
reconciling considerations under trust, and about maintaining trust 
across all areas of operations. This includes trust with: 
 
• shareholders, who are needed for capital;  
• purchasers of goods and services, who are needed for income;  
• providers of debt, to maintain facilities and achieve the best 

rates;  
• general stakeholders, to ensure being in good standing in 

society;  
• employees, to facilitate loyalty and morale that is key to 

achieving purpose and operational efficiency;  
• regulators, to ensure continued operations;  
• suppliers, who are needed to provide goods and services to the 

company;   
• team members who are upstream of the decision and 

downstream of the organisation to enable the org to stay on 
track;  

• etc.   
 
The above clearly demonstrates the relationship between trust at 
work and mutual interdependence. Inside the organisation, everyone 
relies on each other in some way to make and keep it healthy. At a 
higher level, in some way, all organisations, no matter their kind, rely 
on each other to make and keep society healthy. Common sense 
tells us that healthy and workable trust-levels across all areas of the 
organisation are essential to the prosperity of the organisation.  
 
A breakdown in any one area of operations can have a serious 
impact on the organisation, even if it is true that some impacts arise 
quicker than others. Added to this is that social media and the 
possibility of hacked communications means that nothing can be 
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assumed to be hidden- there is always a real possibility that hidden 
will be revealed. The act of hiding things has never been riskier. 
  
The more we are connected, the greater the pressure on maintaining 
trust levels across all aspects of the organisation. The implication of 
this is that actively and intentionally managing trust is simply non-
negotiable. Placing all considerations on the table at decision-time 
with trust at the centre, is a simple and practical way to keep trust 
centre stage.  
 
Integrated thinking  
 
The International Integrated Reporting Council in its <IR> Framework 
defines integrated thinking as follows: 

“Integrated thinking is the active consideration by an 
organization of the relationships between its various operating 
and functional units and the capitals that the organization uses 
or affects. Integrated thinking leads to integrated decision-
making and actions that consider the creation of value over the 
short, medium and long term.  

Integrated thinking takes into account the connectivity and 
interdependencies between the range of factors that affect an 
organization’s ability to create value over time, including:  

• The capitals that the organization uses or affects, and the 
critical interdependencies, including trade-offs, between 
them  

• The capacity of the organization to respond to key 
stakeholders’ reasonable and legitimate needs and 
interests  

• How the organization tailors its business model and 
strategy to respond to its external environment and the 
risks and opportunities it faces  

• The organization’s activities, performance (financial and 
other) and outcomes in terms of the capital – past, 
present and future.  
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The more that integrated thinking is embedded into an 
organization’s activities, the more naturally will the connectivity 
of information flow into management reporting, analysis and 
decision-making.” 23 

Katanoe Trust Scorecard is a way of introducing a “trust-centred 
integrated thinking” methodology, where each consideration in the 
Scorecard is an outcome, that is measured against the assumptions 
connected to the proposed decision and its impact on trust. The 
considerations include the six capitals, key stakeholders and the 
environment in which the organisation operates, and they 
continuously ask questions about outcomes. The simplicity of the 
framework means that it can be embedded into the organisation - all 
it takes is for the organisation to insist that its decision are made using 
Katanoe. By being active at decision-time, the contextualized 
principles behind the framework will automatically infiltrate into the 
organisation’s language, management reporting; and into its daily life.  
 
Organisations who wish to connect the Framework to the Six Capitals 
in Integrated Reporting can do so simply by extracting the 
assumptions and the scores for the considerations that are linked to 
the six capitals as follows: 
 
1) Financial Capital: a combination of 
• Providers of financial equity (see Internal Stakeholders & Team 

/Financial Stakeholders) 
• Providers of debt to the organisation (see External Stakeholders 

and Society /External Suppliers /Debt) 
• Value of an overall sustainable financial position (see Proper 

Organisation Functioning /Sustainability /Financials) 
 
2) Manufactured Capital:  
• Proper Organisation Functioning/Sustainability /Manufactured 

Capital 
 

3) Intellectual Capital: 
• Proper Organisation Functioning /Sustainability /Intellectual 

Capital 
 



Katanoe: Organisational Ethics through the Lens of Trust by JH Rens                                                                                                                           

 91 

4) Human Capital: a combination of  
• Internal Stakeholders & Team /Human Resources  
• Internal Stakeholders & Team /Team Flourishing  

 
5) Social and Relational Capital: a combination of  
• External Stakeholders and Society /Society  
• External Stakeholders and Society /External Suppliers  
• External Stakeholders and Society /External Supply Chain 

 
6) Nature Capital:  
• External Stakeholders and Society /Nature  

 
The Framework is a platform to implement the organisation’s 
integrated thinking into everyday decisions. Each trust-centred 
integrated decision culturally impacts the organisation, as the 
decision represents “integrating thinking in action”. This then naturally 
produces integrity between the daily life of the organisation and the 
integrated reports.  
 
In addition, the framework can (and should) be used in the 
formulation/updating of the organisation’s Strategic Plan, the action 
plan for the realisation of the organisation’s:  
 
• purpose, goals and strategy,  
• ‘vision and mission’ , 
• Why, What, How’ (or however else these critical aspects of an 

organisation are languaged),  
 
This provides the organisation with a practical daily expression of 
Integrated Thinking, and with this, the opportunity to build an 
Integrated Culture (that is a culture that is consistent with its 
integrated mindset) one decision at a time. 
 
Katanoe and the organisation’s values  
 
Katanoe Trust Scorecard is able to connect to the organisation’s 
values in a number of ways, as it provides: 
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• Values with a significant seat at the table of 
decisions: Assessing the impact on trust levels that arise from a 
decision connects the decision to the organisation’s values. As 
decision makers effectively bring values into 
the decision making process and the decision itself. This, at the 
very least, is an improvement to current practice. 
 

• A platform for individuals to ask value’s based questions: The 
simple inclusion of a Katanoe Scorecard in a recommendation 
opens up all considerations for discussion, including values 
orientated conversations. Even where the Katanoe Scorecard is 
not used, decisions makers are freed up  to appeal to the 
fairness of a decision recommendation or raise concerns in 
respect of the outcomes of a recommendation.  

 
• A set of rigorous values to being considered: the considerations 

included in the framework constitute a rigorous and sufficient 
set of contextualised questions that are connected to values. As 
noted earlier, there is a need for the organisation's values to be 
able to both withstand influences from outside the organisation 
and be sufficient for the various types of decisions that everyone 
in the organisation wrestle with on a daily basis.  

 
• A structure for conversations in the organisation: At a practical 

level, employing the framework will result in any proposed 
decision requiring a rationale or motivation that gives an account 
of the impact on trust levels. Since the drafting of these reports 
involves persons downstream of the decision makers, each of 
those involved will need to account for the framework’s 
considerations, as the success of proposals will depend thereon. 
In this way, employing the framework will provoke conversations 
in respect of the trust levels, beyond the formal environment 
in which the actual decisions are made.  

 
In the end, the framework provides the organisation with a rigorous 
and sufficient set of contextualised values, that are capable of 
withstanding influence from outside the organisation and of carrying 
the burden of all decisions related to the operations of the 
organisation.  
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It is possible to take it further and connect the considerations of the 
framework to the deeper attitudes/worldviews of the 
founders/leaders. In addition to expressing these in the 
contextualised description of the considerations, reference can also 
be made to their principles, sayings, heroes and stories. This is 
because the framework deals with many of the deeper questions that 
are core to the organisation, and are things that we all wrestle with. 
Our attitude to ourselves, our activities and others represent much of 
our attitude to life, and so influence our attitude at decision-time. This 
is something that would be part of the contextualisation process, 
where the framework is part of the connection between the founders 
and the organisation. 
 
The Framework should also be able to positively increases the overall 
understanding of the organisation’s values. It is probable that most 
organisations’ values are covered by the framework; both stated 
values and those values that are located in the organisation’s 
statements around its purpose.  
 
The real change arises from the introduction of the Framework as a 
point of presence in decisions. In effect, the inclusion of ethics in the 
decision process means that the values within the considerations are 
active when the decision framework is used in the daily life of the 
organisation. Managing decisions becomes the primary mechanism 
for managing values, conduct and even culture in the organisation, 
and has the effect of being able to push ‘values into culture’. The 
Oxford Dictionary defines culture as “The attitudes and behaviour 
characteristic of a particular social group”. Put simply. Culture is “the 
way things work around here.” Using the framework to keep a check 
of trust levels becomes ‘the way things are done.’  
 

As noted earlier, ideas have consequences, and how we think has a 
direct impact on our behaviour. The ability of the framework to 
impact corporate culture is based on the practical implementation of 
this framework by the senior leadership of the organisation.  The 
influence of using the framework by senior management informs 
and strongly influences organisational culture.  
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In this way, the deployment of Framework Decisions acts as a 
process to ensure the injection of values into the decisions of senior 
and executive management, and so opens the door to directly impact 
the organisation’s culture of those who report to these structures. 
Further indirect impact on the culture of the organisation will be felt 
as the structure of all decisions becomes more well-known and 
understood.  
 
 
Summary 
 
Katanoe Trust Framework is a matrix of integrated considerations 
that intend to encourage decision-group members to deeply consider 
things. As a consequence, a decision reached using the Framework 
has a better chance of giving a full account of itself as the best 
possible decision when all things are considered. 
 
The intention of the Katanoe Framework is to be a practical tool that 
promotes and facilitates consistent trust-based decisions by 
individuals in the workplace. It is rooted in trust and fairness, an idea 
that acts as a kind of arbiter. It subjects the proposed decision to a 
fixed matrix of considerations and promotes the idea of a wrestle 
towards a decision that can be defended as trustworthy and fair. In 
this way, any decision reached is more likely to be consistent with the 
organisation’s purpose, mission and values, and because it will have 
been built off fairness it can be expected to be sensitive to the trust 
levels of all those who are affected by the decision, or who become 
aware of the decision.  
 
The impact of implementing the Katanoe Framework and the Katanoe 
Promise into the organisation is something that will be felt in the 
culture of the organisation, as it creates a trust-based platform for the 
building of culture in the organisation.  
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FINAL THOUGHTS 
 
The purpose of this paper is to build a case for the organisation and 
its leadership to regard trust as primary and everything else 
secondary. If this proposition is accepted, then the following 
questions emerge: 
 

1. How is trust managed in the organisation? 
2. Who is responsible for the management of trust? 
3. Is there a deep understanding of the importance of trust when 

decisions are made?  
4. Has an analysis of the organisation’s culture been done to 

understand the importance of trust in the life of the 
organisation?  

5. What processes and procedures are in place to embed trust into 
the culture of the organisation?  

6. What processes and procedures have been in place to protect 
the organisation from trust downgrades? 
  

If these questions touch a nerve, such that there is the deep 
recognition that more needs to be done in your organisation, then 
Katanoe is something to deeply consider. 
 
Using Katanoe Framework is both simple and quite complex. It is 
simple because the integrated methodology behind the Framework is 
highly intuitive – it is the way we naturally make good decisions; it is 
complex because the matrix of considerations in the Framework is a 
bridge from the theoretical to the practical, as it: 
 
• Moves from a general appeal to consider a small collection of 

core values to a commitment to the organisation‘s broader 
worldview. With this change, the management of conduct is no 
longer dependent only on the interpretation of core value 
statements on the wall but rather on a contextualized decision 
methodology and framework. 
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• Moves from a simple appeal to values to a requirement that 
individuals think and make their decisions in a way that 
promotes what the organisation stands for, including 
stakeholders. Depending upon the implementation plan, this 
requirement may be hard-wired into the organisation’s workflow 
and processes. 
 

• Moves the emphasis of values or ethics from an ‘after the fact 
box ticking’ exercise to an ’in the moment’ application of 
methodology and values contained in a decision framework.  
 

• Moves from the emphasis of individual recognition of values, to 
a mutual promise, made by all to all, a promise that puts a 
positive onus on each individual in respect of their decision-
making, a promise that extends the relationship between 
everyone in the organisation beyond the contractual, a promise 
that when implemented produces a team.  
 

These differences are critical, as the appeal/obligation on the 
organisation’s members to understand and apply core values is 
replaced with the specific ‘in the moment’ decision model that is 
connected to a deeper and broader understanding of the 
organisation’s attitudes and values (the framework will almost 
certainly naturally include existing core values), and which assists 
everyone to ‘know what is important to the organisation.’ 
 
Yet implementing Katanoe is more a matter of thoroughness than it is 
complexity, and simply requires:  
 
• A conviction by senior leadership that because trust is primary 

and everything else is secondary, managing trust is a must.  
Building off this conviction, Katanoe can be a central part of the 
organisation’s strategy to manage trust and risks associated 
with trust downgrades. 
 

• That the Framework is contextualised to the organisation so that 
the considerations can be specifically connected to the 
operations of the organisation. This is essential to creating an 
‘organisational way of thinking’. 
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• The creation of an implementation plan is designed to naturally 

fit Katanoe into the operations. The idea is that Katanoe 
efficiently and effectively serves both the organisation itself and 
the individuals in the organisation without becoming an 
operational hindrance. 
 

Deploying the Katanoe is something that will take time and 
commitment and it is not possible to prescribe a one size fits all 
implementation plan. Developing the plan will require careful 
consideration and consultation.  
 
Katanoe is obviously not a silver bullet to managing conduct in an 
organisation. Even once embedded, there will be risk. However, since 
the Katanoe is a more intense and complete response to the 
challenges faced by management, adopting and implementing the 
Katanoe will develop a high commitment to risk mitigation in the 
organisation, and an improved and transparent quality of everyday 
decision-making. 
 
Invitation 
 
The invitation is for your organisation to connect to the idea of trust-
based decision making. Katanoe is good for your organisation and 
good for the communities connected to your organisation. This is 
because adopting and implementing the Katanoe will result in the 
ideas contained in the Katanoe Framework and the Katanoe Promise 
being pushed back into the community.  
 
Doing this will increase your organisation's capacity to be a force of 
good for society.  
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of the decision-making process, to be in the business of property with 
the associated risks and rewards, rather than in consulting.  To 
achieve this, he left East London in 1998 and joined a small listed 
property company in Cape Town. 
  
Later he co-founded Acucap Properties Limited and became 
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Johannesburg Stock Exchange in March 2002. As Acucap grew, so 
did his exposure and insight into decision making. This experience 
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with all kinds of companies, big and small, where the decision-making 
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bought by South Africa’s largest property company, Growthpoint 
Properties Limited. 
  
Since then, he has remained connected to and invested in the property 
industry and is also involved in a number of venture capital initiatives.  
  
Katanoe was largely born out of his exposure and experience at 
Acucap. Jonathan was intrigued by conversations and the driving 
principles behind what was often a wrestle towards both good board 
decisions and good decisions in the day-to-day life of the organisation. 
  
Decisions have consequences, and yet quite often it seemed that 
many decisions were made “in the moment” without careful 
consideration of all the factors involved or the consequences that 
might and often did naturally follow. In most cases, these 
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questionable decisions seemed to fall into the trap of being a choice 
of two polarised possibilities, when a careful “good wrestle” might 
have yielded a better outcome.  
  
The importance of optimising consequences was key to good 
decision-making, and when absent, was clearly visible. Jonathan 
sought over many years to find an authentic and practical decision-
making method that reflected the robust wrestle of outcomes that 
was evident in the hardest and best decision-making moments. A 
methodology that would ensure the sustainability of the organisation, 
and the flourishing, as much as possible, of everyone involved so as 
to ensure sustainable prosperity in and beyond the organisation. 
  
The Katanoe Framework and the Katanoe Promise are the product of 
this journey. It is a methodology that drives the organisation forward 
with a series of considerations that are built off a platform of trust.  
  
This Katanoe paper is the outcome of this struggle. In this paper 
Jonathan explains the thinking behind Katanoe and how Katanoe's 
thinking may be practically applied to build an expansive trust-based 
organisation. And, it is trust that holds it all together! 
 

_____________ 
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