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Corporate Nietzsche: Assessing Prospects of Success for Managers
with Master and Slave Moralities

Purpose. Nietzschean proponents classify people into seemingly two distinct groups: those possessing ‘Master'
moralities and those with 'Slave' moralities. Each type of person is characterized to have certain qualities, traits, ide-
ologies, and methods of dealing with everyday situations. This paper attributes these moralities to the personnel
working in the corporate sector of Pakistan to observe their prospects of success. Originality. A specialized survey
instrument was designed to gauge different Morality Types of the study subjects by calculating a Morality Quotient.
The respondents were then categorized into three categories possessing, Slave, Master and Neutral or Mixed traits.
These traits are then contrasted to the position(s) held by the subjects to see which morality type was more prevalent
in higher management levels and whether the association was significant. Conclusions. Our results prove to be con-
tradictory to common wisdom and shows that despite the leadership-like qualities of those with Master moralities,
the proportion of those with Slave moralities was significantly higher at senior management levels of the corporate
sector in Pakistan. Moreover, a trend of declining Master morality traits is observed with the rise in managerial lev-
el. In addition, an association between work experience and Morality type was also observed indicating adaptability
of cross morality traits with increasing job experience. These findings are in line with the increasing focus on demo-
cratic and adaptable leadership instead of autocratic leadership styles in contemporary organizations.

Keywords: leadership; master morality; Pakistan; prospects; slave morality

Introduction

The objective of any organization is not just to stay alive, but also to maintain its exist-
ence by raising its performance. Organizations such as fast-moving consumer group (FMCG)
organizations, pharmaceutical companies, educational institutes and banks have leading posi-
tions in the corporate sector due to astute leadership vision and teams that have vital roles in
the productivity of the organization and its subsequent revenue. Although it is commonly be-
lieved that leadership generates the fundamental link between organizational success and the
employees’ output (Bass & Avolio, 1994; B. Bass & R. Bass, 2008; Judge & llies, 2002;
Judge & Piccolo, 2004; Keller, 2006; McGrath & MacMillan, 2000; Purcell, Kinnie,
Hutchinson, Rayton, & Swart, 2003; Teece, Pisano, & Shuen, 1997; Yukl, 2010), it does not
matter that only those who have strong positions at higher levels have positive and accepting
mentalities. The first-line managers and middle managers may also display good leadership
and possess leadership traits.

It is the traits of leaders with which this research paper links the concepts visualised by
German philosopher Friedrich Nietzsche (1844-1900). Nietzsche’s concept of Master- and
Slave- morality has been the subject of a great deal of research — and debate. He provided a
view about society by demarcating it into two classes: a militarily and politically powerful,
dominant group of "masters” who have control over the other, subordinate groups of "slaves”
(Nietzsche & Kaufmann, 1989; Nietzsche & Smith, 1998). Master morality is the feature of
strong-minded or -willed people who lead and accomplish great achievements. This is stated
in the supremacy of qualities such as bravery, broad-mindedness, realism, and trust. Nie-
tzsche shared his view that slave mortality resulted from a counterpoint to the morality of the
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strong-minded and success-oriented master, and that the slave morality is doubtful and con-
servative: it commends usefulness, social equality, political correctness, fairness, and con-
sensus.

Degrees of this master and slave relationship can be seen in some leadership styles when the
moral dimensions of charismatic leadership are observed. It is not necessary that the master-and-
slaves-morality relationship is always paralleled in the current state, nor that it is seen in every
leadership action. Charismatic leadership assumes a robust leader who directs visions, mission,
goals, and objectives for the organization or group of people, who will be entirely devoted to the
achievement of the leader’s goals (Bass & Avolio, 1994; B. Bass & R. Bass, 2008). Where an
organization runs along with traditional hierarchical management, there are observable parallels
with the master-slave relationship. The management of the organization may not have complete
ownership of their employee force, but they believe an absolute right to form a strategy, and
they presume a strict devotion to the organization strategy and its execution. Furthermore, they
assume an absolute right to cope the time and action of the workers, as a minimum while they
are at work (e.g., firm control of labouring hours and monitoring of the electronic activity of
labours). In effect, modern management theory and practice has accepted — however accidental-
ly — the viewpoint that at work, the employer owns the employee’s time and so, in effect, owns
the employee for that time.

Purpose

Nietzsche’s concept of master and slave moralities has allocated certain qualities and charac-
teristics to each morality group. The problem is that it is unknown if these allocated qualities and
characteristics determine which level an employee occupies in a corporate organization in Paki-
stani society? To the best of our knowledge, we could not find any established evidence on
whether these morality-wise qualities are sought after for certain positions and shunned for oth-
ers. Thus, we endeavour to fill this gap and investigate the distribution of these qualities, to un-
derstand the type of moralities that people at senior management level may possess.

In addition, we aim to determine if the people at senior management positions in organiza-
tions are more likely to have Master morality or Slave morality traits; as compared to junior-
level managers. Furthermore, the study aims to assess whether morality type has any association
with the work experience of personnel in the corporate sector. The following hypotheses in par-
ticular were tested for the latter case:

Hypothesis 1
Null: Type of Morality is associated with years of experience
Alternate: Type of Morality is not associated with years of experience

Hypothesis 2
Null: There is no association between type of Morality and level of management
Alternate: There is an association between type of Morality and level of management

Statement of basic materials

Friedrich Nietzsche proposed that Master and Slave moralities have different principles;
kind-heartedness, humbleness, and consideration are related to Slave morality however master
morality principles are arrogance, power, and nobleness. However, this morality system does
not take human emotion into account. The soul of master morality is superiority; other fre-
quently represented traits include progressiveness, bravery, straightforwardness, and a perfect
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logic of one’s self-confidence (Nietzsche, 1885; Nietzsche & Smith, 1998). Slave morality
does not object at employing one’s own will but it is usually a response to stimuli from some-
one with a Master morality; slaves have a cautious, reactionary outlook. Slaves are not inter-
ested in pursuing those with Master moralities in an effort to overtake them; they are general-
ly concerned with doing what is best for the collective whole (Nietzsche, 1885; Nietzsche &
Smith, 1998).

However, studies that tested the distribution of moralities in modern-day workspace could not
be found; assumptions had to be made from existing literature on the effect of different manage-
rial traits on the outcomes of the organization. For the purposes of this study, the qualities of per-
sons with Master and Slaves moralities were gleaned from the relevant works of Nietzsche,
namely, Beyond Good & Evil (first published in 1886) and On the Genealogy of Morality (first
published in 1887). The extracted traits and characteristics of both moralities are presented in
Table 1 below.

Table 1

Traits of Master & Slave Moralities

Master Morality Traits Slave Morality Traits

Self-confidence Humble
Arrogance Merciful
Untiring Religious
Passionate Self-Doubt
Nobility Agreeableness
Pride Pessimism
Proactive Forgiveness
Lack of restraint Sympathetic

Lack of reflection

Obsession with equality

Domineering Obsession with freedom
Foot of ladder Reactive

Strong-willed Cowardly

Optimistic Utilitarian-minded

Rule makers/breakers Unadventurous
Risk-taker Hesitant

Unsympathetic

Know their worth (Self-esteem)

Machiavellian

Self-Motivated

Instrumentalist relationship with
others (cannot love for long)

Total commitment to will of power
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In many organizations and companies, a trend has been observed: a gradual shift from auto-
cratic leadership to democratic leadership, or at least flexible leadership styles. The era of simply
giving orders and expecting those to be fulfilled are past. Leaders now need influence rather than
the power of their positions; to be able to influence, leaders need to earn respect and trust; to earn
that trust, communication and empathy is needed. The leader must also be able to appreciate and
understand diverse cultures (Stephenson, 2011).

While Master morality leaders and Slave morality leaders are not the same classification of
leaders as the 'classic leader-first' type and a 'servant-leader' respectively, the two divisions can
be taken as parallels. According to Greenleaf (2007), the leader-first type of leader is the oppo-
site of a servant-leader; the servant leader being one who shares power, develops and trains oth-
ers, and keeps of needs of subordinates ahead of his own. This is similar to people with Slave
moralities, while the leader-first type of leaders more closely mirrors persons with Master moral-
ities. In between the leader-first and servant-leaders are persons who contain varying degrees and
shades of both types. This study applies that same principle to the concept of Master and Slave
moralities: that they are the extreme ends, with a variety of people who cannot be cleanly classi-
fied falling in between (Greenleaf, 2007). This category is named as morality with mixed-trait in
the research.

A cross-sectional mixed method design was adopted for this research. The target population
was managers in corporate sector, chosen because of the high level of attainable career growth.
Managers from large academic institutes, pharmaceutical companies, banks and FMCG compa-
nies were selected. Sample size was determined using the WHO STEPS Sample Size Calculator
and came out to be 385. Multilevel sampling was performed: the selection of corporate organiza-
tions was done on the basis of convenience, then, purposive sampling was used to evenly select
managers at the top, middle and bottom level of the organizations. Managers whose job changes
were too rapid had multiple position changes within a 6-month period, or had held a managerial
role for less than a year, were excluded.

A specialized Morality type determination questionnaire was developed after extensively
consulting available literature on the subject and extracting the traits to be determined and how
best to determine those traits without revealing the questionnaire’s intent. The instrument was
then validated with several experts’ reviews accordingly. The questionnaire comprised of two
sections, the Demographics and Morality Quotient (MQ) Estimator. The second section com-
prised of two sets of statements, 'S’ series, which focused on Slave morality traits and 'M' se-
ries, focusing on Master morality traits of the respondents. The traits were assessed using a 5-
point Likert scale. M series statements were reverse coded and ‘Morality Quotient' (MQ) was
determined by summing up the responses of each respondent, where the largest quotient is 130.
It was estimated that the MQ will lie between 52 to 104, due to the tendency of respondents to
avoid strong agreements or disagreements. Thus, the Morality type was determined based on
the scale provided in Table 2. The scale as shown in the Table places the respondents into one
of three categories: Master Morality, Slave Morality, or "Mixed", which suggests the mixture
of traits from both the moralities. Analysis was performed via Microsoft Excel and SPSS ver-
sion 22.0.
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Table 2

Morality Type Determination Scale

S. Morality Type MQ range
1 | Slave Morality 26t0 74

2 | Mixed-trait Morality 7510 80

3 | Master Morality 81 to 130

Out of the 385 respondents, 82 (21.3 %) were categorized as having Master moralities,
167 (43.4 %) were labelled Neutrals and 136 (35.3 %) displayed Slave moralities. 22.9 % (63) of
the 275 males had Master moralities, 48.7 % (134) were Neutral and 28.4 % (78) had Slave mo-
ralities; out of the total 110 female respondents, 17.3 % (19) had Master moralities, 30 % (33)
were Neutral and 52.7 % (58) had Slave moralities. In females, the most common morality was
observed to be the Slave morality, whereas, males are observed to be of neutral morality. It, thus,
can be implied that the mixture of traits from both the types of morality can be observed in cor-
porate males in Pakistan, whereas females tend to acquire traits of Slave morality.

The study showed that out of the 204 respondents who had work experience of fewer than
5 years, 56 (27.5 %) had Master Moralities, 85 (41.7 %) were Neutral and 63 (30.9 %) had Slave
Moralities, while from the 104 employees with work experience of 5 to 10 years, 12 (11.5 %)
had Master Moralities, 48 (46.2 %) were Neutral and 44 (42.3 %) had Slave Moralities. Moreo-
ver, out of 77 respondents with a work experience of more than 10 years, 14 (18.2 %) had Master
Moralities, 34 (44.2 %) were neutral and 29 (37.7 %) had Slave Moralities.

A Chi-Square test was run to test if type of Morality is associated with years of experience
and the Pearson Chi-Square value turned out to be 11.656 with a p-value of 0.02; hence there is a
significant association between the type of Morality a person possesses and the years of experi-
ence that person has in a corporate sector. This can be seen in Table 3 below.

Table 3

Chi-Square Table: Association between Morality and Years of Experience

Value df Asymp. Sig. (2-sided)
Pearson Chi-Square 11.656° 4 .020
Likelihood Ratio 12.267 4 015
Linear-by-Linear Association 5.085 1 024
N of Valid Cases 385

When it came to the distribution of moralities according to managerial level, the follow-
ing are the results of the study. Out of the 135 respondents at the top level, 14 (10.4 %) re-
spondents had Master moralities, 59 (43.7 %) were Neutral while 62 (45.9 %) had Slave mo-
ralities. From the 185 people at the middle management tier, Master morality possessors
were 48 (25.9 %), the Neutrals numbered 80 (43.2 %) and there were 57 (30.8 %) Slave Mo-
rality personnel. At the first-line level the number of employees who had a Master morality
numbered 20 (30.8 %), the Neutrals numbered 28 (43.1 %) and Slave moralities were 17
(26.2 %).
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Personnel with Neutral or morality with mixed traits comprised the largest proportion of em-
ployees at the first-line and middle management levels; at the senior level, the most populous
percentage belonged to those with Slave moralities. Moreover, a trend of declining Master mo-
rality traits is observed with the rise in managerial level. This is diagrammatically represented in
Figure 1 below.

Figure 1

Distribution of Moralities according to managerial level
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To test if these associations are significant, the Chi-squared test was applied to test the hy-
pothesis: There is an association between type of Morality and level of management. Table 4
displays the results.

Table 4

Chi-square test: Association between Morality Type and Managerial Level

Value df Asymp. Sig. (2-sided)
Pearson Chi-Square 19.098° 4 .001
Likelihood Ratio 20.254 4 .000
Linear-by-Linear Association 16.526 1 .000
N of Valid Cases 385

Thus, according to these results, the association between type of morality and management
level is highly significant with Pearson Chi-square of approximately 19.1.

Given that the formulated questionnaire is not a golden standard to adequately classify per-
sons into a category of morality, it should be noted that 43.4 % of the respondents — nearly two-
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fifth — could not be cleanly classified as having predominantly Slave morality traits or Master
morality traits. We can assume there is a third category, which can be assumed to contain a mix-
ture of traits from both the morality types. There have been criticisms of Nietzsche’s work, with
some philosophers arguing that his claims are merely impressions and his own constructs and not
referenced or unsupported by scholars (Lacewing, 2009), so it is plausible that results from re-
search studies would differ from Nietzsche’s vision.

While Master morality leaders and Slave morality leaders are not the same classification of
leaders as a classic leader-first type and a servant-leader respectively, the two divisions can be tak-
en as parallels. According to Greenleaf (2007), the leader-first type of leader is the opposite of a
servant-leader; the servant leader being one who shares power, develops and trains others, and
keeps of needs of subordinates ahead of his own. As according to Greenleaf (2007), there are indi-
viduals who fall between the two types of the classic leader-first and servant-leader types, contain-
ing various degrees and shades of both the types. This study applies that same principle to the con-
cept of Master and Slave moralities: that they are the extreme ends, with a variety of people who
cannot be cleanly classified falling in between. This is reflected in the results of the study, with
nearly two-fifths of the sample not falling explicitly into either category (Greenleaf, 2007).

It was observed that Slave morality was common in the females working in corporate sector
which can be an outcome of cultural influence, whereas, male personnel commonly exhibited
Neutral or morality with mixed traits in the corporate sector. The data is skewed in this case, as
men predominantly comprise the workforce in Pakistan and are more likely to be found in mana-
gerial positions.

The study showed that the respondents with less than 5 years of experience are almost evenly
distributed between the two types of morality with 31 % exhibiting Slave Morality and 28 % ex-
hibiting Master Morality, however, approximately 42 % of the respondents with the same level
of experience fall in the neutral zone or mixed-trait morality. It is further observed that two-fifth
of the respondents with experience of 5 to 10 years exhibit Slave Morality, while merely 11 % of
the respondents with the same level of experience fall in Master morality and 46 % of them ex-
hibit a mixture of traits from both the moralities. The respondents with more than 10 years of ex-
perience have around 38 % of individuals who exhibit Slave Morality, while 18 % exhibit Mas-
ter morality and the rest fall in the neutral zone. The findings indicate that around two out of eve-
ry five personnel working in the corporate sector tend to exhibit traits from both the types of mo-
rality, therefore, it is difficult to place them in either category. Moreover, it was observed that the
as the experience brackets shift upward, personnel tend to exhibit Slave Morality traits and the
personnel falling in the middle bracket of experience i.e. 5 to 10 years, are more prone to deviate
from the traits of Master Morality but some of them revert back to this type as can be seen by
sudden increase in percentage due to upward shift in this bracket.

The distribution of moralities according to management level yielded intriguing results. The
most populous percentage at the Senior level belonged to those with slave moralities, whereas,
personnel with Neutral or morality with mixed traits comprised the largest proportion of employ-
ees at the first-line and middle management levels. This is despite the traits of Master moralities
matching with the traits of leadership considered classic; this researcher assumed that more mas-
ter morality personnel would be found at higher tiers of the organizations, but that was not the
case. The Neutrals outnumbered those with Master moralities at all levels except senior man-
agement. The association between proportions of moralities present per level and level of man-
agement is found significant with chi-square as well.
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A possible explanation for the above findings is that Master-morality persons tend to shift
away from stagnation and are less likely to stay at top-level management for prolonged periods
of time; a long-term research study would need to be performed to gauge this. The more likely
reason is presented thus: these findings reflect the increasing focus on democratic and adaptable
leadership instead of autocratic leadership styles in contemporary organizations. Employee feed-
back, constant cycling and improvements, and empowered work teams are buzzwords in Total
Quality Management circles, and it reflects on the fact that the focus is shifting away from auto-
cratic leadership to democratic and adaptive leadership. The era of simply giving orders and ex-
pecting those to be fulfilled are past. Leaders now need influence rather than the power of their
positions; to be able to influence, leaders need to earn respect and trust; to earn that trust, com-
munication and empathy is needed. The leader must also be able to appreciate and understand
diverse cultures (Stephenson, 2011).

These traits are at odds with Nietzsche’s concept of Master morality, whose defining trait was
aloofness over the thoughts and opinions of others. Slave morality persons are more sympathetic
and concerned with the opinions of others, a trait echoed in democratic leaders and the industry
trends, which is a possible cause for the proliferation of Slave-morality persons at higher man-
agement levels.

Originality

A specialized survey instrument was designed to gauge different Morality Types of the study
subjects by calculating a Morality Quotient. The respondents were then categorized into three
categories possessing, Slave, Master and Neutral or Mixed traits. These traits are then contrasted
to the position(s) held by the subjects to see which morality type was more prevalent in higher
management levels and whether the association was significant.

Conclusions

As displayed by the results of this study, personnel working in Pakistan’s corporate sector are
not cleanly divided into those with Master moralities and those with Slave moralities; two-fifth
of the respondents displayed signs of a third, as-yet unrecognized category which can be sug-
gested as morality type with mixture of traits from both the extremes. In addition, persons with
Master moralities were expected to be predominant at the top tiers of the organizations but that
was not the case; Slave moralities were more commonly found. Moreover, a trend of declining
Master morality traits was observed with the rise in managerial level. Furthermore, an associa-
tion between work experience and Morality type was observed as well indicating adaptability of
cross morality traits with increasing job experience. This could be reflective of the changing
trends in leadership, with an increasing focus on those newly sought leadership qualities that are
found in those who exhibit Slave morality characteristics.
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Kopnoparusumii Hine: oninka nepcnekTuB ycmixy MeHeIKepiB
3 YIPABJIHCHKOI0 TA PA0CHKOK MOPAJLIIO

Merta. [IpuxunpHuky Hinme moainsioTs jroJel Ha OBl TPYIH: THX, XTO Mae MOpab "Tocrnoaaps”, Ta THX, XTO
Mae Mopanb ''paba’. KokHOMy TuIy NpuTamMaHHI XapakTepHI pHCH, SIKOCTi, ijeoiorii ta Habip 3acoOiB s
BUPIIIEHHS MOBCIKICHHUX 1pobieM. [Ipe3eHToBaHa aBTOpamMu CTATTsl CTAaBUThH COO1 32 METY OCMHUCIIHMTH 3a3HaveHi
MOpaJibHi SKOCTI NEPCOHANTy Cy4acHOI'0 KOPHOpaTHBHOTO cekropa [lakucrany, mob criocrepiraTté 3a NepcreKTHBa-
MU iX pocty. HaykoBa HoBu3HA. Bynu miaroToBieHi crenianbHi METOIWKH OMUTYBAaHHS BiIIIOBIAHO 10 po3polite-
HUX €THYHHX TECTIB IS PECIIOHACHTIB i3 METOIO BUSBIICHHS iX MOpalbHUX sKOcTell. PeconnenTn Oynu moxineHi
Ha TPH KaTeropii: mijerii, KepiBHUKH Ta 3MimIaHi rpynu. [IopiBHIHHS TPOX KaTeTOpiil MpOTECTOBaHUX a0 MOX-
JUBICTh BUSABUTH IIE€BHI THITM MOPAJBHOI CBIJOMOCTI pecoHACHTIB. BucHoBku. Hamri pesynbraTi cymepedars 3a-
TaTBHONIPUHHATIH OyMIIi ¥ TEMOHCTPYIOTh, IO JIAEPCHKi SKOCTI KEPiBHUKA HE 3aBKIU BHIII MOPAIBHHUX SKOCTEH
mieraux. 3HaYHa YacTHHA JIFoAed 3 THHoorii "pabiB”, sk mijrernux, Oyia B MOpalbHOMY IDIaHI 3HAYHO BHUIIOIO
tunoiorii "rocroaapis”, ToOTO KepiBHUKIB KOPHOPAaTHBHOrO cekropa. CrocTepiraeThes MeBHa TEHACHIS 10 3HH-
KEHHsI MOpaJIbHUX SIKOCTEeH KEpiBHUKIB MPH MiJBUILEHHI IX CTAaTyCy Ta HOcaj] B YIpaBiiHCBKiH iepapxii. Taki pe-
3yJIBTAaTH CBiUaTh PO MOCUIICHY YBary J10 I€MOKPATUYHOTO JIiZIEPCTBA, K IPUXOJUTh Ha 3MiHY aBTOKPaTHYHOMY
CTHJIIO YIIPaBJIiHHS B Cy4acHHX OpraHi3amisx.

Kniouosi crosa: ninepctBo; Mopaib rocrnojapis; [lakucran; nepcnekTuB; MOpajb padiB
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