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Florian Krause

Florian Krause is a senior researcher and lecturer at the Institute for
Business Ethics at the University of St. Gallen (IWE-HSG) and at the
Institute for Interdisciplinary Work Science at Leibniz University
Hannover (IAW-LUH). His research interests include how normative
orders emerge, solidify, and become effective in organisations — at the
intersection of phenomenological philosophy, organisational theory, and
business ethics. His work has been published in journals such as Business
Ethics Quarterly, Organization & Environment and the European

Management Journal.
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Where do we have perceptions of the good?

* "Ethics is the most general study of what is good!" (Wittgenstein 1989)

Individual Level
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Where do we have perceptions of the good?

* "Ethics is the most general study of what is good!" (Wittgenstein 1989)
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Where do we have perceptions of the good?

* "Ethics is the most general study of what is good!" (Wittgenstein 1989)

Individual Level Organisational Level Societal Level
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Organisational Level
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Experimental

Milgram (1963): «Behavioural Study of Obedience»

65% of the subjects administered - despite recognisable
resistance of the "learners" - maximum power surges. Not out
of sadism, but because they saw themselves as instruments of
higher authority. Subjects delegate responsibility to the system.

Elliott (1968): «Blue Eyes/Brown Eyes»

Arbitrary group assignment changed the entire normative
perception of the children within hours. What was
previously considered unjust became the necessary order.
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Organisational Level

What happens to the individual or to
its judgement when it becomes part of
an (organisational) ,,we"?
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Empirical

Individuals act in organisations contrary to their private convictions —
without recognisable dissonance. Agentic State: Responsibility is
delegated to the system; the individual defines himself as a

conscientious executor.
Cooper & Marder, 2023; Mota & Morrison, 2023

Finding as a question to the theory

The We obviously seems to be more than a coordinating
orchestra (Mortimer, 2025). An affective occupation of the
self takes place: whoever "plays along" changes not only his
behaviour but also his entire moral ontology.
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* What is the "we"
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Methodological Individualism
(Veldsquez, 1983)

* What is the "we™
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Only individuals act

Actions are based on the intentions of individuals
Companies do not have autonomous intentions
Pressure alone does not explain a shift of responsibility.

X Does not explain why the | changes in the we and possibly
does not even notice this.

Florian Krause, 10. St.Galler Diversity & Inclusion Week - 2026



Collective intentionality, methodical holism
(French, 1979)

* What is the "we"!

*  We-intentions: There are certain intentions that can only be
mutually developed between actors; a we-intention to do
something together.

*  Organisations as moral persons through Corporate Internal
Decision Structures.

*  Decision-making structures in the company are not the sum of
individual actors. A decision can hardly be traced back to one
person.

X The individual disappears behind the structure - paradoxically
legitimises exactly the thoughtlessness that Arendt criticises.
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Further approaches

* What is the "we™
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Moral Disengagement
(Bandura, 1999)

Cognitive strategies that silence the conscience — euphemistic
naming, shift of responsibility, dehumanisation.

X Assumes an intact conscience that outstarts itself.
Explains evasion, not transformation.

Deflationary Approach
(Mortimer, 2025)

* Organisation does not arise from mystical "we-intentions" - but
from the way in which an action is carried out

* Musician in an orchestra: Everyone plays their role and adapts to
the others

* Collective = cooperative adaptation of individual behaviour

X Stays on the behavioural level - does not explain why group
membership can restructure the individual conscience
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In case of doubt: First of all, back to the phenomenon

* What is the "we"
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Martin Heidegger
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Hannah Arendt
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Hannah Arendt: The Thesis of Thoughtlessness

“I'only fulfilled my duty."

Adolf Eichmann, Jerusalem 1961

No sadism.
No remorse.
No discernable malice.

A "normal" bureaucrat - the cruellest contribution
to the history of horror.

Hannah Arendt (1963)
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Hannah Arendt: The Thesis of Thoughtlessness

-
T

Thinking as an inner dialogue

Arendt distinguishes thought from mere knowledge: Only
thinking - a quiet, open self-talk - can form a conscience and

condition against evil.
Arendt, 1978 — «The Life of the Mind»; Formosa, 2008

Eichmann’s «Official language» (Amtssprache)

Clichés, phrases, phrases - not as a disguise, but as an
expression of a structure of non-thinking. The inability to
speak was related to the inability to think.

Arendt, 1963; Stonebridge, 2024

Result: The Banality of Evil

Evil does not arise from demonic malice, but from
thoughtless execution of bureaucratic norms.
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Hannah Arendt: Die These der Gedankenlosigkeit

2 Arendt describes thoughtlessness precisely, but not the
mechanism through which external structures penetrate

into the interior. Herndndez & Araos, 2024

2 "Structural distancing" replaces moral judgement with
functional rationality - but why doesn't the individual notice

is?
this? Shymko & Frémeaux, 2022

Arendt: "He just didn't think."

2{ This moves the problem, but does not solve it.
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In case of doubt: First of all, back to the phenomenon

* What is the "we"
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Edith Stein

Gerda Walther

Martin Heidegger

Hannah Arendt



Gerda Walther: The Ontology of the We

Gerda Walther

S
¥ Universitit St.Gallen

Institut filr Wirtschaftsethik

Zur Ontologie der fozialen Gemeinichaften

(mit einem Anbang zur Phdnomenologie der fozialen Gemein{chaften).

25 Zur Ontologie der fozialen Gemeinfchaften. 25

Nehmen wir etwa an, eine Anzabl Kinder fingierten fich im
Spiel eine giitige Fee und bauten ihr einen Tempel, in dem fie ihr
in wobhlorganifierctem Spiel huldigten. Sie bildeten eine »Gemein.
{chaft der Diener diefer Fee«. Hier ift das intentionale Objekt diefes
gemeinfamen Lebens (alfo des Lebens »im Dienfte der Fee«) durch-
aus kein realer Gegenftand und wird audh nicht als folcher vermeint,
denn die Kinder wiffen im Grunde fehr wobl, daf ihre Fee nicht rea.
liter exiftiert, fondern fie tun nur fo. Real ift hier nur das Vechalten
der Kinder »im Dienft der Fee«. Dennoch kdnnen hier die Kinder
»im Dienfte diefer Fee« vergemeinfchaftet fein, trojdem fie in keiner
vealen Beziehung zu ibhr ftehen. Es widre gewifl eine Gemeinfchaft
eigener Art, aber doch immerhin eine Gemeinfchaft. Fragen wir
uns, was denn nun hier diefer Gemeinfchaft zugrunde liegt?

Zuniddhft und ausfchlaggebend haben wir hier vor uns eine ge-
meinfame, d. h. zundchft eine bei allen vorhandene intentionale
Beziehung auf ein beftimmtes Objekt?), hier die Fee.
Das vermeinte Objekt diefer Beziepung ift das gleiche und jedes
Mitglied meint, daB es das gleiche fei, das die anderen audh ver-
meinen, aber es braucht nicht veal zu fein.’) Real find hier nur
die intentionalen Erlebniffe der Kinder, in denen fie die Fee »meinen«,
und das Verhalten der (vealen) Kinder, das aus diefen rvealen Er-
lebniffen und ibrer Intention hervorgeht, nicht aber ift darum das
intendierte Objekt felbft (die Fee) veal und ebenfowenig fteht diefes
Objekt (die Fee) darum noch in einer anderen realen Beziehung —
aufler dem Vermeint.werden in einem realen Erlebnis — zu den
Kindern. Es liegt alfo wirklich weder ein vealer Gegenftand noch
eine reale Beziehung (aufier der realen Intention) von realen Gegen-
ftinden zu den Mitgliedern bier vor.

Florian Krause, 10. St.Galler Diversity & Inclusion Week - 2026
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Gerda Walther: The Ontology of the We [

* A group of children invent an imaginary fairy.

* They know she doesn't exist — but they build altars, perform rituals, and
follow rules to serve her.

* Something real is created: a community with common norms, roles, actions
and a sense of belonging.

* The fairy is a "fictional object" (legal fiction). Their strength does not stem
from their existence, but from a common intentionality.

* The fairy may be different for each member of the servant.

* The we is not based on coordination, but on inner agreement

* The organisation as a "fairy" - a fictional object that becomes real through
common intentionality and actions.

Ontological sedimentation

Gerda Walther
1897 — 1977 (Walther, 1923).

The we permeates the ego - through repeated, affective unification
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Sedimentation into the |

Current o Habitual
Repetition
Agreement Agreement

The agreement is not The continuous flow of the

Conscious, affectively getting dellb.erately renewed, but agreement sediments into the

involved in a common goal - _ continued as a'ma'tter of _ self. The we becomes the

e.g. at the kick-off. course. Orgaplsatlonal norms backgl'"ound stream of the
become routine. experiences of the ego.
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Ontological
Saturation

The | speaks as part of the we.
Moral dissonance does not
arise in the first place.




Synthesis: Ontological Sedimentation

The We does not occupy the I from the outside — it is thought by the I itself, through repeated
affective agreement. Conscience then speaks in the voice of the We."

Walther, 1923; Arendt, 1963; Zahavi, 2025; Martela, 2026

The banality is occupied — not empty

Arendt's "thoughtlessness" seems incomplete: the we has replaced the inner dialogue
partner.

Not generally an information problem

Moral blindness in organisations is not a knowledge deficit — it is an ontological problem of
internal distance.

Not generally a problem of oppression

The individual does not feel dissonance — not because it suppresses it (Bandura), but because
the normative horizon has already been reorganised.

25



Ultimately, from this perspective, the I remains the only guardian of the
community by maintaining the field of tension between itself and the we
within itself, so that the banality of everyday life does not slip into the
banality of euvil.

Such reflection seems necessary if organisations — which make

civilisation as we know it possible — are not to destroy the very humanity
that created them.

26



Against thoughtlessness: Practical Strategies & Key Takeaways

If moral blindness is an ontological problem, ethical codes alone cannot help.

Re-actualisation of the agreement Protection of the I-We distance Institutionalised veto channels
Habitual agreement should be made Organisations that demand total Dissent should be habitualised - not only
aware of regularly. Formats beyond identification ("We are a family"), formally allowed. The real possibility can
information transfer: circles of reflection accelerate the penetration. Institutionalise diminish the self's complete completion
that explicitly address conflicts of norms. role distance as a structural protection by the organisational we.

principle.
Scharding & Warren, 2023; Walther, 1923 Goffman, 1961: «role distance»; Walther, 1923 Beadle & Knight, 2012; Mota & Morrison, 2023
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Upcoming @CCDI

, HSG Diversity Benchmarking 2027

:  Registration and more info here

‘ «Aiming Higher - Karriereentwicklung flir Assistenzarztinneny
Next edition starts March 2027, further information here, information events here,
partner hospital interested in taking part are welcome to contact gudrun.sander@unisg.ch

@® «Elevate Nursing — unternehmerisch denken und handeln.»
Next edition starts March 2027, further information here, information events here,
anyone interested is welcome to contact elevatenursing@unisg.ch

All our offers can also be found at ccdi.unisg.ch/en/ and updates on upcoming events on our LinkedIn page.
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https://ccdi.unisg.ch/en/
https://ccdi.unisg.ch/en/
https://ccdi.unisg.ch/en/
https://www.linkedin.com/company/competence-center-for-diversity-disability-inclusion
https://ccdi.unisg.ch/en/services/hsg-diversity-benchmarking/
https://op.unisg.ch/weiterbildung/fuehrung-entwicklung/aiming-higher-karriereentwicklung-fuer-assistenzaerztinnen/
https://op.unisg.ch/weiterbildung/fuehrung-entwicklung/aiming-higher-karriereentwicklung-fuer-assistenzaerztinnen/#events
mailto:gudrun.sander@unisg.ch
https://ccdi.unisg.ch/de/elevate-nursing/
https://ccdi.unisg.ch/de/elevate-nursing/events-elevate-nursing/
mailto:elevatenursing@unisg.ch

11th St.Gallen Diversity & Inclusion Week
13 — 17 September 2027

On-site Day
Tuesday, 14 September 2027
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Note: The sponsors of the D&l Week are in no way responsible for the content presented by the University of St.Gallen.

Universitit St.Gallen
IIDM - HSG, CCDI
Dufourstrasse 40a

9000 St.Gallen

Schweiz
gudrun.sander@unisg.ch
inclusion-tagung.ch
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