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Abstract:

This study aimed to design and explain a comprehensive, indigenous, and operational model of professional ethics for managers in the
Organization of Guidance, Hajj, and Endowments of Afghanistan, compatible with the country’s religious, cultural, social, and organizational
context. This qualitative study employed thematic analysis based on Braun and Clarke’s six-phase approach. Participants were purposively
selected from senior and middle managers, Hajj and endowment affairs experts, members of endowment boards of trustees, and seminary
and university academics. Semi-structured interviews continued until theoretical saturation was achieved, resulting in the participation of 15
individuals. The interviews were recorded, transcribed verbatim, repeatedly reviewed, and systematically analyzed using MAXQDA 2020.
Themes were subsequently reviewed for internal coherence and consistency with the overall dataset, defined and named, and finally organized
into an integrated conceptual model of managerial professional ethics. The analysis indicated that professional ethics in the organization is
shaped by an “institutional contradiction.” Deeply rooted religious and cultural values, moral conscience, perceived accountability before
God, and strong societal expectations provide substantial potential for ethical managerial conduct; however, structural and managerial
deficiencies, ethnic and tribal favoritism, lack of transparency in reward and punishment systems, and inadequate monitoring and
accountability mechanisms impede the practical realization of this potential. The resulting model suggests that overcoming this contradiction
requires the simultaneous implementation of six categories of strategies: managerial, supervisory, supportive, educational, cultural, and
manager-level individual strategies. Effective implementation of these strategies may promote public trust, social capital, organizational
productivity, job satisfaction, and institutional credibility. Conversely, persistence of the existing conditions is associated with institutional
distrust, systemic and group-based corruption, employee burnout, normalization of unethical conduct, and waste of public resources.
Professional ethics in the Organization of Guidance, Hajj, and Endowments of Afghanistan cannot be institutionalized solely by strengthening
managers’ individual ethical beliefs; rather, simultaneous reforms in managerial structures, monitoring and accountability systems, supportive
mechanisms, and organizational culture are required to transform religious and cultural values from symbolic principles into sustainable
organizational practices.
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Extended Summary

Introduction

Professional ethics constitutes a fundamental component of organizational legitimacy, managerial effectiveness, public trust,
and institutional sustainability. It extends beyond individual morality and encompasses a system of values, standards,
responsibilities, and behavioral expectations that guides professional conduct and managerial decision-making. Core elements
such as responsibility, honesty, justice, respect, trustworthiness, and appropriate workplace behavior provide a foundation for
ethical professional practice and contribute to teamwork, organizational credibility, and stakeholder confidence (Vicom et al.,
2026). Contemporary approaches further emphasize that professional ethics should be manifested in actual organizational

practices rather than remaining confined to formal codes or normative statements; ethical conduct must therefore be examined
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in relation to organizational structures, institutional pressures, and practical dilemmas (Maslen et al., 2026). From a broader
perspective, organizational ethics also requires critical attention to the relationship between ethical ideals, institutional power,
accountability, and actual organizational practices (Rhodes, 2023).

Managers occupy a particularly important position because their decisions influence resource allocation, employee
evaluation, organizational priorities, and the behavioral norms communicated throughout the institution. Ethical leadership can
encourage ethical employee behavior by promoting organizational justice and an ethical climate (Al Halbusi et al., 2024), while
leader integrity contributes to ethical leadership by strengthening the behavioral mechanisms underlying ethically responsible
action (Mohi Ud Din & Zhang, 2023). Ethical leadership has accordingly emerged as an important framework for understanding
how managers function as moral role models and influence organizational conduct (Hoang et al., 2023). Ethical leadership also
interacts with organizational culture and social responsibility in shaping organizational outcomes (Alkhadra et al., 2023). Since
organizational culture determines shared interpretations, expectations, and accepted behavioral patterns, ethical conduct cannot
be separated from the cultural and structural environments in which managers operate (Driskill & Mirivel, 2025).

Professional ethics is also connected with moral decision-making. Managers frequently encounter conflicts involving
organizational interests, regulations, stakeholder expectations, personal considerations, and broader moral values. Ethical
judgment therefore requires both cognitive and emotional capacities (Li, 2023), while moral decision-making tendencies can
also develop through social and intergenerational processes (Chen et al., 2024). At the organizational level, ethical management
is increasingly understood as contributing not only to compliance but also to human excellence, responsible relationships, and
institutional development (Melé, 2025). Experiences that strengthen managers’ sense of moral ownership and engagement may
likewise foster ethical leadership, particularly when the organizational climate supports ethical values (Lu et al., 2025).

Evidence from different organizational contexts supports the multidimensional character of professional ethics.
Organizational spirituality and positive leadership have been identified as predictors of professional ethics (Azizi, 2025), while
studies of educational managers have demonstrated virtue-oriented, religion-oriented, organization-oriented, and people-
oriented understandings of ethical management (Omar et al., 2024). Religious sources also provide extensive foundations for
managerial professional ethics (Jafari Rad et al., 2021), with Islamic managerial teachings emphasizing characteristics such as
tolerance, good conduct, trustworthiness, service, and respect for employees’ dignity (Mohammadi et al., 2021). Professional
ethics has additionally been associated with organizational intellectual capital (Hatami Ghoushchi et al., 2022), the
implementation of public-sector policymaking (Mahyaei, 2025), and managers’ social responsibility (Nasab et al., 2026).
Recent qualitative evidence further indicates that professional ethics is dynamic and context-dependent, developing in
interaction with personal identity, professional experience, changing roles, and ethical exemplars (Sam & Simmons Berwise,
2026). These considerations are particularly relevant to Afghanistan’s Organization of Guidance, Hajj, and Endowments,
whose religious-cultural mission, public responsibilities, ethnic diversity, and post-crisis administrative environment create a
distinctive context for managerial ethics. Accordingly, this study aimed to design and explain a comprehensive, indigenous,
and operational model of professional ethics for managers in the Organization of Guidance, Hajj, and Endowments of
Afghanistan.

Methods and Materials

The study employed a qualitative research design using thematic analysis based on a six-phase analytical process. This

approach was selected because managerial professional ethics in the Organization of Guidance, Hajj, and Endowments is a
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multidimensional and context-dependent phenomenon influenced by religious, cultural, social, administrative, and political
conditions. The qualitative design allowed the experiences, perceptions, and interpretations of individuals with direct
knowledge of the organization to be examined in depth.

Participants were selected through purposive, judgmental sampling. Eligibility was based on having relevant professional
knowledge, organizational experience, or expertise concerning ethical and managerial issues within the Organization of
Guidance, Hajj, and Endowments of Afghanistan. The final sample consisted of 15 participants, including senior and middle
managers, experienced Hajj and endowment affairs personnel, members of endowment boards of trustees, and university and
seminary academics with expertise in management, theology, law, sociology, educational sciences, psychology, and Islamic
studies. Semi-structured interviews continued until theoretical saturation, when additional interviews no longer generated
substantively new concepts or categories.

All interviews were recorded, transcribed verbatim, and checked against the recordings to enhance accuracy. The transcripts
were read repeatedly by the researchers to establish familiarity with the data and identify preliminary analytic ideas. Open
coding was then conducted inductively, with meaningful statements and concepts labeled without imposing predetermined
categories. Data management and systematic coding were performed using MAXQDA 2020. The initial codes were
subsequently compared, combined, and classified into conceptually related categories. Themes were reviewed for internal
coherence and consistency with the entire dataset, and some were merged, eliminated, or divided where necessary. The final
themes were defined and named using both analytical interpretations and terminology derived from participants’ accounts. The
resulting relationships among contextual conditions, causal factors, intervening conditions, strategies, and consequences were
integrated into the final professional ethics model.

Findings

Open coding generated 509 initial conceptual codes. Further analysis organized these codes into three principal axial
categories: religious and cultural values as the foundation of ethics, structural and managerial weaknesses, and weaknesses in
the monitoring and accountability system. Selective analysis subsequently identified “institutional contradiction: a divided
ethical ecosystem in the Organization of Guidance, Hajj, and Endowments of Afghanistan” as the central phenomenon
integrating the findings.

The first axial category demonstrated that deeply rooted religious and cultural values constituted an important potential
foundation for professional ethics. Frequently identified elements included rooted religious values (frequency = 6),
accountability before God (5), managers’ and employees’ religious beliefs (5), moral conscience (5), internal beliefs (5),
religious culture (3), societal expectations of religious authorities (4), respect for clients (6), and justice (12). Justice was
therefore among the most prominent behavioral manifestations of the desired ethical system. Participants perceived religious
commitment, moral conscience, trusteeship, and societal expectations as important internal and external mechanisms capable
of supporting ethical managerial behavior.

The second category revealed major structural and managerial barriers. Ethnic and tribal relationships emerged prominently
(frequency = 8), alongside lack of transparency in reward and punishment systems (5), subjective decision-making (5), failure
to punish unethical conduct (3), deficiencies in managerial selection, ambiguity in decision-making, hierarchical centralization,
suppression of ethical initiative, and inadequate performance evaluation. These findings indicated that appointments and

promotions were sometimes perceived as being influenced more strongly by political, ethnic, or relational considerations than
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by professional and ethical competence. Such practices weakened perceptions of fairness and reduced the organizational
benefits associated with ethical conduct.

The third axial category concerned deficiencies in monitoring and accountability. Lack of effective supervision and absence
of accountability mechanisms each appeared repeatedly, together with weaknesses in internal control, insufficient feedback,
and limited protection for those reporting misconduct. Participants nevertheless identified continuous monitoring, independent
disciplinary committees, multilayered supervision, surprise inspections, and broader feedback mechanisms as potentially
corrective elements.

The selective theme of institutional contradiction captured the simultaneous presence of two opposing forces. The
organization possessed substantial religious and cultural resources capable of supporting professional ethics, yet structural
weaknesses, ethnic favoritism, centralization, ineffective monitoring, and limited accountability prevented these values from
being translated consistently into practice. Contextual conditions included deeply rooted religious-cultural values, hierarchical
organizational structures, ethnic and tribal culture, and Afghanistan’s unstable social and political environment. Causal
conditions involved internal ethical beliefs, structural deficiencies, environmental pressures, and supervisory weaknesses.
Intervening conditions included job insecurity, fear of reporting misconduct, political instability, economic pressure, and
insufficient institutional independence; religious beliefs, public expectations, social pressure, and traditions of consultation
operated as potential facilitating factors.

Existing organizational responses included silence, normalization of minor misconduct, and prioritization of political
survival. In contrast, six categories of improvement strategies were derived: managerial strategies, including an independent
ethics office and ethics-based recruitment and evaluation; supervisory strategies, including independent disciplinary
mechanisms and multilayered monitoring; supportive strategies emphasizing whistleblower protection and job security;
educational strategies involving mandatory pre-appointment ethics training and case-based learning; cultural strategies
addressing ethnic favoritism, nepotism, and excessive tenure in sensitive positions; and individual strategies involving self-
monitoring, public accountability, and personal ethical reflection.

The model also identified both positive and negative consequences. Effective professional ethics was associated with
increased public trust, stronger social capital, higher productivity, improved job satisfaction and motivation, and greater
organizational credibility. Conversely, persistent unethical practices were associated with weakened public trust, institutional
distrust, systemic and group-based corruption, employee burnout, normalization of misconduct, and waste of public resources.

Discussion and Conclusion

The findings demonstrate that professional ethics in the Organization of Guidance, Hajj, and Endowments cannot be
explained solely by the moral characteristics of individual managers. The organization possesses a substantial normative
foundation derived from religious beliefs, moral conscience, concepts of trusteeship and justice, and strong societal
expectations regarding the conduct of religious institutions. Nevertheless, these ethical resources do not automatically produce
ethical organizational behavior. Their practical influence depends on whether organizational structures, managerial processes,
monitoring systems, and accountability mechanisms reinforce or undermine them.

The central concept of institutional contradiction provides an integrated explanation of this situation. A visible normative
layer emphasizes religion, justice, responsibility, and trustworthiness, whereas an operational layer may be shaped by ethnic
relations, subjective appointments, unclear reward systems, weak supervision, and fear of reporting misconduct. The

coexistence of these layers creates a divided ethical ecosystem in which formal values may retain symbolic importance without
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consistently determining managerial behavior. Thus, strengthening personal religiosity or providing general ethical instruction
alone would be insufficient to resolve the problem.

The proposed model consequently emphasizes coordinated intervention at multiple levels. Ethical recruitment and
promotion, transparent evaluation, independent monitoring, whistleblower protection, practical ethics education, anti-nepotism
measures, and managerial self-regulation should operate as mutually reinforcing components. In a religious and public
organization, these mechanisms are especially important because unethical managerial conduct can damage not only internal
organizational performance but also public confidence in an institution responsible for highly sensitive religious and social
functions.

In conclusion, sustainable professional ethics in the Organization of Guidance, Hajj, and Endowments of Afghanistan
requires transforming religious and cultural values from symbolic commitments into institutionalized managerial practices.
This transformation depends on aligning individual ethical commitment with fair organizational structures, transparent
decision-making, effective supervision, credible accountability, supportive reporting mechanisms, and context-sensitive ethical
education. The model developed in this study therefore provides an indigenous and operational framework for reducing the gap
between professed ethical principles and actual managerial practice and for strengthening public trust, organizational

legitimacy, social capital, and institutional effectiveness.
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