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    For a day in Your courts is better than a thousand outside.


    I would rather stand at the threshold of the house of my God


    Than dwell in the tents of wickedness.


    For the LORD God is a sun and shield;


    The LORD gives grace and glory;


    No good thing does He withhold from those who walk uprightly. (Ps 84:10-11)

  


  As an undergraduate student, I found that the course in Christian ethics was the most difficult and least interesting of all required subjects that I completed. In retrospect, if I had been given a choice, I probably would not have enrolled in the course. At the time I lacked the vision to see how practical such a course can be.


  Some of the theories were confusing. I had no idea how to reconcile the contradictions or resolve the paradoxes that seemed to plague the discussions of complicated ethical issues. The cases discussed (abortion, euthanasia, lying to protect your family from an evil home invader) seemed to be remote from the world I expected to enter after graduation. No one that I knew ever had an abortion. As far as I knew, it just was not done in our small community. Growing up in Clarkston, Washington, a small town in Asotin County, I had never heard of anyone who had to defend his or her home against an invader.


  Now, many years later, having had the benefit of twenty-five years of experience in leadership in the marketplace in both nonprofit and for-profit organizations, and a dozen years teaching management, strategy, organization theory and business ethics, I find the subject to be one of the most interesting of all that I encounter. Given the scriptural perspective, it has become for me the most compelling. More than any other course in the business school curriculum, it is business ethics that offers the potential to challenge us to the core of who we are.


  In my other courses in management theory and practice I find more and more that these essentially involve teaching ethics through a different lens. Above all else, for good or for ill, managers are the ethical leaders in their organ­izations and society as a whole.


  An outgrowth of my continued study following the publication of Management: A Faith-Based Perspective, this text, Business Ethics in Biblical Perspective, attempts to let scriptural thinking represent itself in the conversations about business ethics. It is designed for faith-based colleges and universities that want to offer a business ethics course from a biblical perspective and in doing so engage in a guided conversation about right and wrong in the marketplace.1


  The book is built on the premise that, while the Bible is the absolute objective authority on ethical matters, it is the members of the faith community who must interpret the Bible through dialogue together under changing historical, social and technological conditions.


  Traditionally religious leaders and scholars have taken the lead in this conversation. Other community leaders participate from the point of view of government organizations, nonprofit agencies and for-profit firms. Accordingly, this book is intended to contribute to the faith community conversation on business ethics. Its contribution lies primarily in two areas:


  
    	An exposition of a dozen biblical story themes that guide thinking and action in the world of business. These themes form the structure of the faith community’s conversation from a biblical perspective.


    	An application of the biblical ethics process which involves the community as much as it does the individual.

  


  Most business ethics and social responsibility textbooks approach their subjects from the perspective of Western philosophy, law, economics or management. These books either ignore or gloss over religious values and teachings. Most books on ethics appear hesitant to mention specific religions or the Bible. Yet, religion is considered one of the most important cultural influences in Western society. Even if people do not have in-depth knowledge of what the Bible says, religion remains important for social behaviors.


  From the perspective of the Christian college and university, leaders and students desire to experience transformed lives. Studying religion and attending religious services play an important part in this. But who says that the only settings in which personal transformation can occur are located in the college chapel, church or the religion classroom? Isn’t it possible that the study of business and business ethics can also contribute to this? If faith comes by hearing the word of Christ,2 isn’t it possible that the study of business can present opportunities to hear the Word and thereby experience faith for the marketplace? Should the problem of biblical illiteracy be given to religion faculty, pastors and priests to correct? Framed in more blunt terms, on what basis should the Christian business classroom abdicate its role (some would say responsibility) in teaching the biblical foundations for business? This book offers an understanding of such a deep foundation.


  Features of This Book


  After all is said about theological foundations for business, ultimately it is what we do in the marketplace that matters, not just what we think about or how we feel. Thus, this book is not merely a book about theology or theory. It is a book that considers moral action guided by scriptural assumptions and scriptural thinking. The section “Down to the Nitty-Gritty” in the various chapters encourages students to engage in community dialogue as part of ethical actions. The collection of interwoven Scripture themes that form the intellectual engine of the book distinguishes it from other substitutes. The opening scenarios of chapters and the end-of-book cases combine with the end-of-chapter exercises and discussion vignettes to total more than eighty different business situations that can be evaluated individually and in small groups using the Bible story themes as guides.


  Because of its focus on biblical themes, something that most other books and articles do not employ, this book makes liberal use of passages from both the Old Testament and the New Testament. Accordingly, this book does not consider the Old Testament irrelevant. The contrast that some Christians prefer to make between the two Testaments of the Bible is not made in this book. For example, the Old Testament is not merely about law and the New Testament is not merely about grace. The Old Testament says as much about God’s grace as does the New Testament. The New Testament speaks more about the law of God than some people realize. We see that the authors of the New Testament books quote extensively from Old Testament writings. Jesus was familiar with the Old Testament. He quoted from it, regarded his own work in terms of its message and considered it God’s Word. The New Testament way of thinking builds substantially on Old Testament ideas. Thus, the Old Testament is necessary when trying to understand the message about Jesus given in the New Testament. Accordingly, in this endeavor we see a wonderful unity in diversity among Scripture writers.


  Most other books merely introduce the various contemporary approaches to business ethics. Little space is devoted to evaluating the pros and cons of these approaches. Little if any space is devoted to critical thinking about these approaches especially as they may or may not align with scriptural thinking. Accordingly, this book will use the biblical themes as a lens through which to evaluate contemporary ethical approaches.


  Other books on business ethics devote little if any space to the issues of the ethics of buying and consuming products, the community setting for the ethics process, the fundamental tensions in the ethics process and in the environment of business, and the economic implications of the Ten Commandments. Accordingly, this book will advance the conversation about ethics in the market by addressing these issues.


  This book presents scores of ethical situations to consider in light of the biblical themes and contemporary ethical models. It is designed to introduce you, the reader, to the main elements of biblical story thinking so that you can participate in the community dialogue about these and other situations. Some of the work is done for you to show how the biblical story thinking is applied to some situations. Other situations presented do not provide the solution for you. The process of deciding what is right or wrong in the marketplace we call the ethics process. Ultimately, this is a community process as much as it is a cognitive process of individual reflection that leads to decisions and actions.


  The style guide for this project is the Chicago Manual of Style. This will be of interest to some readers who have particular expectations for spelling of words related to religious belief. For example, words that refer directly to God and Jesus are always capitalized, but pronouns that refer to God or Jesus (he, him) are not. This is consistent with the convention used by most English translations of the Bible. The words Bible and Scripture are always capitalized, but the words biblical and scriptural are not. When passages of the Bible are quoted, the New American Standard Version is used except where otherwise noted.


  Part I The Fundamentals (chaps. 1–4) provides an introduction to the big issues at stake. This section presents the heart of the intellectual and faith-based engine of the book. The benefits of an ethical approach to business are presented. Four levels of application are introduced: individual, organizational, industry/profession and the larger economic system. The nature of the ethical, social and legal environment of business is explored in terms of fundamental tensions present there. Spread over two chapters, the biblical themes are introduced as the biblically ideal patterns of marketplace thinking and action.


  Part II Contemporary Approaches (chaps. 5–13) evaluates common approaches to ethical decision making by evaluating each in terms of the pros and cons and then through the lens of biblical story themes. Some secular approaches have deep Judeo-Christian roots (e.g., justice and rights); others are prima facie at odds with scriptural thinking (e.g., egoism, relativism). The desire in this section is to be fair to Scripture and to contemporary thinking. This requires integrity to acknowledge where Scripture aligns with some elements of the contemporary thinking that is otherwise clearly at odds with the Bible. The following contemporary ethical approaches are evaluated in the light of scriptural themes:


  
    	egoism


    	relativism


    	common sense


    	social contract


    	utilitarianism


    	universalism


    	agency


    	justice and rights


    	virtues and character

  


  Part III Contemporary Issues (chaps. 14–18) focuses on the application of ethics to the traditional business disciplines at the individual, organizational and industry/professional levels. Accordingly, this section presents several contemporary ethical issues that can be found in various settings of the marketplace:


  
    	consumer ethics seen from the perspectives of the individual, the organization, the industry and the economic system


    	management


    	accounting and finance


    	marketing


    	global business

  


  As with the previous section the big issues are considered in the light of the biblical story themes.


  Part IV Widening the Perspective (chaps. 19–21) concludes the book by exploring through the lens of biblical story themes the application of ethical decision making and accountability in the larger context of the environment of business, including the physical environment and political-economic systems. In this section the book addresses the topic of corporate responsibility. The morality of the larger economic system also is evaluated. The final chapter challenges readers to work intentionally toward developing a stronger, biblical-theme-based moral imagination for use in responding to pressure-packed situations.


  Part V Appendixes and Case Studies contains additional material that readers may find useful. This part presents several appendixes and seventeen case studies designed for discussion, interesting debate topics that represent some of the directions that community conversations about business ethics take, an outline of the ten principles for a flourishing marketplace (the Ten Commandments), the underlying purpose of business as seen through the lens of biblical story themes, a short Bible reference section that contains support for each of the biblical story themes employed in the book and biblical story theme summary tables that can be used for study and review, and a Q & A Bible study on the topic of prosperity.


  Collateral Resources


  I wrote several practical teaching resources as collateral materials for instructors to use in preparation and delivery in Christian colleges and universities. These include the following:


  
    	instructor’s manual containing suggestions for in-class activities and assignments designed to add interest to class periods, supplemental information on various topics covered here and a sample course syllabus


    	chapter outlines that can be used in traditional lecture formats that contain additional Scripture passages and more in-class discussion questions


    	test item files containing multiple-choice questions and essay questions useful for assessments


    	PowerPoint slide sets (one per chapter)
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    General Introduction
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    Fig. I.1. The biblical story themes.


    Scripture Passage


    
      How blessed is the man who does not walk in the counsel of the wicked,


      Nor stand in the path of sinners,


      Nor sit in the seat of scoffers!


      But his delight is in the law of the Lord,


      And in His law he meditates day and night.


      He will be like a tree firmly planted by streams of water,


      Which yields its fruit in its season,


      And its leaf does not wither;


      And in whatever he does, he prospers. (Ps 1:1-3)1

    


    Chapter Overview


    In this chapter we introduce the concept of biblical story themes that are guides to ethical thinking and action in the marketplace. In particular, we will


    
      	contrast the contemporary view on the ethics process with a biblical perspective


      	consider the biblical idea of the heart and how this is related to making decisions regarding right and wrong


      	introduce the biblical model of the ethics process as seen from the point of view of the person


      	consider the biblical model of the ethics process from the point of view of the community


      	begin practicing the intrapersonal process and the interpersonal process


      	introduce the value of biblical themes and how they were selected

    


    Main Topics


    
      Contemporary Business Ethics Process and Content


      The Perspective of This Book


      Biblical Perspective on Faith


      Ethics and the Heart


      The Personal Perspective


      The Community (Social Group) Perspective


      Down to the Nitty-Gritty


      The Current Crisis


      The Value of Biblical Story Themes


      How the Themes Were Selected

    


    Key Terms


    biblical ethics process, community perspective, faith, heart, interpersonal, intrapersonal, personal perspective, story themes


    Opening Scenarios


    In this book we will consider scores of scenarios from the world of business. These will provide us with many opportunities to think and talk about business from a biblical perspective. Some situations in business are relatively simple. We know what is right and wrong. Other situations are more complicated. Let’s start with two short scenarios that illustrate this point.


    Scenario A. A group of persons skilled in the creation and use of technology install secret video cameras at automatic teller machines (ATMs) and gasoline fuel pumps for the purpose of recording account information and PINs that customers use to access funds in their bank accounts.2 They combine this with the technology to create fake bank cards which are then used to take money from the bank accounts of unsuspecting bank customers. Is what these sophisticated operators are doing wrong?


    Scenario B. You move into a new apartment. The first night you are there you open your laptop computer and, wonder of wonders, your computer detects an unsecured WiFi available nearby. The WiFi is called JasonC. The signal strength is medium in your living room. But if you sit in a chair facing the wall between the stove and the refrigerator, the WiFi signal strength goes up. The next morning on your way out to work you meet one of the other tenants in the apartment building. He introduces himself to you as Jason C. You immediately think about the name of the unsecured WiFi you found last night. You decide not to say anything about the WiFi signal to Jason right now. Is it wrong to use Jason’s unsecured WiFi signal to access the Internet without permission?


    What to do in Scenario A is what we might call straightforward. Most people will say that it is clearly and utterly wrong to use someone else’s bank account information. Furthermore, it is wrong to create fake bank cards and use these to steal from other people’s bank accounts.


    What to do in Scenario B is not quite as simple to determine compared with Scenario A. It is a little more complicated, though you might have an initial feeling about what is right or wrong. First is the issue of what is being stolen, if anything. Has Jason lost anything of value as a result of your use of his WiFi connection? Has the Internet provider lost anything of value (lost revenue)? Then there is the issue of who has the responsibility to protect access to the Internet. If Jason or the Internet service provider does not secure his Internet connection, does this give you permission to jump on his router and surf the web without permission? Is this an issue of invasion of privacy or theft, or both or neither? If you jump on his WiFi connection but do not hack into Jason’s system, are you invading his privacy? Does it matter whether you live with Jason sharing a room in his apartment or live next door to Jason in a different apartment? Would it matter if you are merely logging on to check email once in a while versus using Jason’s connection to run an e-business out of your apartment? What is the central issue? Is this an ethics issue, or is it merely a question of neighborhood courtesy?


    While you contemplate the questions relating to Scenario B, consider this: Deciding what to do in these two scenarios depends on your perspective. Thus, it is with the issue of perspective that we start this book.


    Contemporary Business Ethics Process and Content


    With some exceptions the contemporary business ethics process is often seen through intra­personal, rational or cognitive dimensions.3 The process begins when a person encounters a situation in which an ethical choice must be made or when ethical issues are present that require a social response. The person first tries to understand the moral standards that can be used to think through the issues. Moral standards are viewed as personal and person-specific. To resolve the fact that there are personal differences in the moral standards, the person will employ the following process steps:


    
      	
Recognize the moral impact. Consequentialism or perceptions of social expectations form the basis for the analysis at this and later stages of the process. At this point the person considers the benefits and harms, the rights and the wrongs that result from a particular action. The expected reactions of others may be considered.


      	
State the moral problem in such a way that it persuades others to see the ethical issues in the same way. This step is often implied, but how and when the attempt to persuade is seldom discussed.


      	
Determine the economic outcomes balancing the net good outcomes with the net bad outcomes in order to achieve the optimum result. Here the utilitarian posture, which we will explore later, is hard to miss.


      	
Consider the legal requirements. Laws are formal and specific expressions of social expectations. In addition, society expects its citizens to obey the law. At this step the legal requirements are rationally analyzed.


      	
Evaluate the ethical duties. At this point the person will consider some of the content that has traditionally formed the smorgasbord of duties from which to choose as the situation seems to indicate. Included in this list may be religious beliefs which are placed alongside virtues, utilitarianism, the duty to use reason and avoid contradictions, justice and rights. As with the other steps in the process, this is dominated by rational, cognitive activity accomplished by the person.

    


    A few observations can be made about this. First, popular contemporary approaches, for most business ethics thinkers, are dominated by the rational, cognitive activity of the person. The social context is not wholly ignored; however, it tends to be de-emphasized in favor of the individual, cognitive activity. At times, this cognitive activity engages others through dialogue or debate and in so doing becomes somewhat political. It is cognitive in that the analysis and decision making occurs primarily in the mind of each person. It becomes political when, as each person follows the analytical steps, he or she realizes that differences of opinion exist. Each attempts to persuade the others of the validity of his or her point of view. This persuasion is seen as primarily a meeting of rational minds but each, at least potentially, that comes from a different starting point. From such dialogue a way through the differences is then negotiated. It is with this typical contemporary individual, cognitive approach that this book is in contrast.


    Second, not all contemporary approaches are this cut and dried as portrayed here in the steps of the process. Some contemporary approaches emphasize virtues. Others, such as egoism, emphasize what the person desires to achieve placing this above other concerns. Others, such as relativism and the social contract, emphasize social expectations. Even when the various approaches are considered, the rational, cognitive dimensions tend to dominate.


    The Perspective of This Book


    The goal of the book is to help you understand a biblical perspective so that you can make an informed decision as to what degree this perspective is plausible, defensible and practical in the contemporary market. A related goal is to provide a setting in which you can think carefully about your preferred ethical approach and in the process make a commitment of the heart to an approach which you believe to be best.


    Another goal is to provide a framework that you can begin practicing now. This is not just a book about theory. It helps you take the first steps of practice in a social setting.


    Some of the ethical issues that companies and their managers face are relatively straightforward. What is right or wrong may seem obvious. With few exceptions the ethical approaches described in the book will all lead to the same conclusion: Do not lie, cheat or steal! However, as you will see, some of the ethical dilemmas that businesses face are more complicated. It is with these more complicated problems and dilemmas where the ethical perspective you believe is best will be tested.


    Some ethical decision-making approaches are easier than others. Some focus on a limited set of issues because the definition of what constitutes justice or rights is simple. As we will see, for example, egoism tends to focus on the interests of the person. Utilitarianism attempts to counteract the shortcomings of egoism by placing all relevant stakeholders in the same status with respect to morals.


    We use the term process to refer to the intrapersonal (within the person) and interpersonal (between persons) activities which lead to a decision for action or the action itself. A process can be thought of as a sequence of action steps that a person takes to accomplish a task. When faced with an ethical choice, the task is to decide and act on the question, What is the right thing to do in this situation? You will be given, through reasoning and discussions with others, a chance to test these approaches on more complicated ethical questions. You should know that a biblical perspective is not necessarily simple. It may be one of the more comprehensive approaches to ethics. It is capable of being applied to a wide variety of situations. Because of this, in some situations the biblical theme approach may require more work than so-called secular, contemporary approaches.


    Accordingly this is a book that will guide you in developing critical thinking about the various ethical approaches and how to apply them. Given the theme of this book, some readers may take exception to this suggestion. If you are a Christian and your idea of faith leads you to say something like, “If God said it, I believe it; that’s good enough for me,” then a suggestion of developing critical thinking to evaluate the biblical approach to ethics may be offensive. The premise of the book should not be forgotten here: A biblical perspective is offered as the comprehensive, authoritative standard of ethics yet one that has the potential to be applied to a wide variety of marketplace situations.


    That being said, the natural response of any reader is to think about the plausibility of such a claim. In the process, you will not avoid thinking about the plausibility of your own preferred approach to deciding right and wrong in business. You may find that some of the ideas you have previously held are not biblical. What will you do when you encounter this?


    An additional premise is that both Christians and non-Christians take ethical actions and make decisions that can be considered ethical. Christians do not have a monopoly on all things right and wrong. There are some points of alignment between the biblical perspective and some so-called secular approaches to ethics used by non-Christians. Accordingly, this book does not advocate that all non-Christian ways of thinking and acting in the market are wrong.


    Another premise of this book is that faith does not do away with the need for the Christian to think. Instead, faith informs reason; it is the foundation for reason. Faith should not destroy cognitive function. Said another way, biblical faith does not do away with the need to ask questions and think carefully especially about issues of faith. On the contrary, biblical faith may spark the Christian to ask more questions that need consideration.


    The recommendation to contrast a biblical perspective with contemporary secular approaches was addressed in the Bible itself. The Bible writers were aware that the primary readers (or hearers) of the Bible story were living, buying, selling, working and playing among people who did not accept biblical ideals. Collectively, they present the Bible story itself as an authoritative and plausible alternative to competing worldviews of the days when the various books were written or the narratives recorded took place.


    More than 230 times the Bible makes explicit reference to “other gods.” The God presented in the Bible story is implicitly compared with the philosophies that embrace the idea of many divine beings. The Scripture passage at the beginning of this chapter is just one illustration among others throughout the Bible (in both Old and New Testaments) where the ways of God are compared with the various ways of people who do not follow God. But nowhere in the Bible are we told to not think about what God says.


    Indeed, the entire biblical record is designed for just the opposite! It is as though the Bible writers as a group are saying to us, Here is the story about God and his ways. Now consider this long and carefully with your whole being before you reject it in favor of something else! Furthermore, don’t just think about it. Open your whole heart and being to the possibility of embracing the God who is the Author of this way. This is not just about using pure reason alone. Talk about it to other people. So, on the one hand, it is about a enjoying a relationship, but relationships involve the whole person in action with others, not just the powers of logic hidden in one person’s mind. On the other hand, relationships do not short-circuit rational thinking. Using your whole being with all of its capabilities and faculties, body, mind, spirit, emotions, social awareness, perceptions and economic awareness, learn to accept the gift of faithfulness in a relationship with God and with others in the marketplace even when it is not always crystal clear what should be done.


    Biblical Perspective on Faith


    The biblical perspective on business ethics sheds light on the meaning of faith itself. Just as the apostle James wrote to the early Christian church, faith that is not evident in action is not only useless; it is dead!4 This suggests that belief that is not brought in to action is not truly faith. Biblical faith is not mere belief or mental assent to the proposition that God exists or belief in the truthfulness of what the Bible says when it talks about God or belief in Jesus as your personal Savior. This is a part but not the whole. Biblical faith is more!


    Biblical faith is not a feeling of certainty that you have correct beliefs. Thus, biblical faith is not a mere sense of psychological certainty which you use to remove all questions, even the difficult ones. Rather, biblical faith involves living a life that is committed to a relationship with God and his way of living even when we do not feel especially close to him and especially when we still have questions. You may encounter a few ambiguous ethical and social situations for which the one “correct answer” is not plain to see. But this does not remove our responsibility to do our best, with the help of the community around us, to make decisions that are faithful.


    Like the biblical story themes explored in this book, faith is action-oriented, not just psychological or emotional affection. It involves committed faithfulness of your whole being in a social context. In addition, true faith is not just an individualistic way of personal thinking; it is commitment lived in community where the great biblical story themes are shown in action. Accordingly, faith is not merely what you say; it is what you do with others that shows in action what you say. This level of commitment is not something that humans can produce of their own will. What an amazing gift of God faithfulness is.


    
      
        Faith: faithfulness in action

      

    


    All Christians are called to be witnesses of God. However, there are times and places in the business world where it may be inappropriate to openly talk about religious faith. In such situations every Christian can still speak on behalf of the character of God, drawing attention to the amazing principles of a flourishing life. When you promote these principles, advocate on behalf of them in your organization and integrate them into your own habits, you are telling about Jesus Christ just as surely as when you mention his name.


    
      
        When you promote these principles, advocate on behalf of them in your organization and integrate them into your own habits, you are telling about Jesus Christ just as surely as when you mention his name.

      

    


    To start the task of critical thinking about the biblical story perspective, let us consider the biblical portrayal of an important process. As you read, reflect and talk with others about the issues raised in this book you may find yourself coming back to this again and again. In fact, it is the biblical portrayal of the process which is one of the central contributions of this book to the field of business ethics.


    Ethics and the Heart


    That the scriptural approach to business ethics involves more than the use of pure reason alone is addressed in the Bible. The biblical process of making decisions regarding ethics, social justice and social responsibility is rooted in the concept of the heart and its care by a person and by a community of like-minded faithful people.


    The heart is the seat of decision making, judgment and moral commitments. It is in the heart that a person deals with personal and perceptual biases, battles the tendency toward self-deception, considers how to relate to other people, evaluates the behavior of others in the community and considers what is right and wrong and provides the courage to act on what the person believes to be right.


    The heart, representing the whole person, is the center of the ethical process seen from the perspective of one person in community. The ancient Hebrew idea of the heart means the “inner person” signifying, in part, that all of life’s experiences in their totality are embraced by, controlled by and enjoyed in the heart. It is as if a real, whole person and this person’s awareness of the entire community resides in the heart directing, evaluating, deciding, acting and responding to the person’s actions as well as the actions of others. Ethical action by one person springs from a heart that is transformed under the power of God and in dialogue with a faith community of persons who are open to being transformed as a community.


    Notice how the following Scripture emphasizes the whole person in a social context:


    Hear, O Israel! The LORD is our God, the LORD is one! You shall love the LORD your God with all your heart and with all your soul and with all your might. These words, which I am commanding you today, shall be on your heart. You shall teach them diligently to your sons and shall talk of them when you sit in your house and when you walk by the way and when you lie down and when you rise up. (Deut 6:4-7; see also Ex 18:20; Deut 5:33)5


    This idea that the whole person engages in a response to God and to the community was also expressed by Jesus Christ:


    And He said to him, “‘You shall love the LORD your God with all your heart, and with all your soul, and with all your mind.’” (Mt 22:37; see Mk 12:30-33; Lk 10:27)


    Certainly an intrapersonal, cognitive or introspective dimension is important. Humans have an amazing capacity to discern, judge, evaluate, reason, critique, compare and contrast. But the biblical metaphor of the heart communicates that the whole person is involved with ethical decisions and action. The heart is the spring of action.


    Further, the heart is located in the person, but it takes into consideration the hearts of other persons in the community. With the whole heart each person is responsible for taking a leadership posture with respect to right and wrong. The whole person is involved in interpreting the statements of God’s will. The whole person bears the responsibility for action.


    The biblical perspective is that the faithful follower of God will keep the heart. Keeping the heart means allowing God to write on the heart the principles of his character designed for us to imitate for our own well-being:


    
      Watch over your heart with all diligence,


      For from it flow the springs of life. (Prov 4:23; see also Prov 4:4; 28:26; Deut 4:9)

      



      How blessed is the man who does not walk in the counsel of the wicked,


      Nor stand in the path of sinners,


      Nor sit in the seat of scoffers!


      But his delight is in the law of the LORD,


      And in His law he meditates day and night. (Ps 1:1-2)

      



      The law of the LORD is perfect, restoring the soul;


      The testimony of the LORD is sure, making wise the simple.


      The precepts of the LORD are right, rejoicing the heart;


      The commandment of the LORD is pure, enlightening the eyes. (Ps 19:7-8)

      



      The law of his God is in his heart;


      His steps do not slip. (Ps 37:31)

      



      Your word I have treasured in my heart,


      That I may not sin against You. (Ps 119:11)

      



      I shall run the way of Your commandments,


      For You will enlarge my heart. (Ps 119:32)

      



      Your testimonies also are my delight;


      They are my counselors. (Ps 119:24; see also Prov 2:1-12)

    


    These concepts from the Old Testament are consistent with what is found in the New Testament. Jesus taught that it is out of the heart actions in social context come (Mt 12:35; 15:19; Mk 7:21). It is the heart on which God will write his Law to transform us (Heb 10:16).


    The Bible story portrays the wise person as one who is diligent in keeping his or her heart because it cannot always be trusted if left merely to human devising. In contrast, in the Bible fools are foolish because they trust their own hearts as they are, they do not care for the heart using the principles of God’s commandments and they do not get counsel from Scripture or from other trusted community leaders who are on the pathway to following God’s principles for well-being.


    The biblical metaphor of the heart refers to the location of several elements of human experience:


    
      	fundamental beliefs


      	cognitive reasoning


      	judgments and evaluations


      	decisions


      	virtues


      	will


      	memory of personal experiences with other people


      	perceptions of others in the community


      	personal biases


      	awareness of interpersonal relationships


      	commitments to God and to others


      	intuitions


      	conscience


      	human spirit


      	emotions6


    


    The Personal Perspective


    In biblical perspective, while it is the person’s responsibility to watch over the heart diligently, ultimately the faithful heart and all it contains for good comes from and is developed by God. It is worth repeating: Not only is the initial acceptance of God, in Jesus Christ, part of the gift of faith. The transformation of the heart toward the actions of faithfulness also is a gift! Accordingly, the person who desires to keep his or her heart commits this choice of allowing God to work on the heart to transform it. This is the ongoing work of faith (faithfulness). It is God who puts his law in the heart;7 it is God who enlarges the moral capacity of the heart such that, to use scriptural imagery, the person walks and even runs along the way outlined by God.


    Keeping the heart is also achieved through a process of continual reflection on God’s Word while living life in community. The foundation for this lies in three areas. First, the explicit biblical directions for action should be followed when the issues are clear. These explicit directions must be allowed into the heart. Second, biblical narratives provide us with examples of lessons that can be drawn for our actions. These stories illustrate the principles in action and the social impact of certain themes. Third, biblical story themes embody both the explicit biblical guidance and the lessons from narratives. These themes carry the essential messages of the narratives and the explicit teachings. It is these biblical story themes that are in focus in this book.


    When difficult situations are encountered, listening to others in the community who are also following God becomes an important part of keeping the heart.8 These wise persons promote a flourishing life in the community by providing counsel that has passed through their reflection of the themes from God’s Word. This brings them joy and provides you with wisdom. “A wise man will hear and increase in learning, and a man of understanding will acquire wise counsel” (Prov 1:5).9 “Deceit is in the heart of those who devise evil, but counselors of peace have joy” (Prov 12:20).


    Action begins in the heart. Thus, ultimately it is out of the heart, bathed in God’s Word and tested through dialogue with trusted wise persons, that ethical actions flow.10 But action involves other dimensions of the person, too. This biblical ethics process can be illustrated by figure I.2, which portrays the ethics process as seen from the point of view of a person. As we will see, a biblical perspective on ethics includes the personal (individual) perspective. But it also goes beyond this to embrace a process undertaken in the entire community.


    
      [image: ]

      Fig. I.2. The biblical ethics process from a personal perspective.

    


    The Community (Social Group) Perspective


    While personal responsibility is part of the context of the biblical narratives, pure individualism is not.11 Ethical decisions and actions are individual, but this does not mean that the personal perspective is the only viewpoint of Scripture. In spite of this, some Christians approach the ethics process as if it is primarily an individual matter.


    
      
        ETHICS


        
          	thinking and doing


          	“the heart” and “the walk”

        

      

    


    While the heart is the metaphor which focuses on the personal perspective, it is the metaphor of walking or “the way” or journey which conveys the community perspective of the ethics process.12 Walking involves more than thinking. It requires action in a community. It means going out among other people, communing with them, engaging them in conversations about life and life activities. It also means taking actions in their presence (after thoughtful consideration) which show who you are and what you stand for. When combined with the personal perspective, as a process ethics becomes both thinking and doing in a community. In this way the action side of ethics is not rash, thoughtless action. Rather, it is action based on thoughtful awareness of how other persons in community see the matter.


    The following ideas show that the process of discerning right from wrong in the marketplace cannot be purely an individual matter in complicated situations. First, all ethics involves behavior in a social context. If in a social context, at merely a glance we are compelled to ask, how can the ethics process be purely a personal matter? In truth, it cannot.


    Second, the person contemplating a certain action has a biased point of view representing a particular interest based in personal needs and personal experiences. Other persons (we can call them stakeholders) may have different points of view representing different interests and life experiences. Whenever two sets of stakeholders have competing interests, we get an ethical problem. Finding a way through this problem requires a conversation among the stakeholders who have different interests. An example of competing interests can be found in some buyer-seller relationships, employer-employee relationships and company-society relationships.


    Third, the rightness or wrongness of certain marketplace actions is not immediately apparent. Some marketplace actions have both desirable and undesirable consequences. Some decisions may require the decision maker to choose between the better of two good things or the lesser of two bad things. The most complicated ethical dilemmas may require both types of choices. Assuming that more than the decision maker is affected by the action, other people may have an opinion about the decision.


    Fourth, shaping public policy (laws and regulations) based on ethical principles to minimize the risks of unethical behavior requires a conversation among lawmakers and interest groups who represent the various points of view on the ethical issues at stake. Shaping international regulations, laws and policies will require a much more complicated, lengthy discussion.


    
      
        INTERPERSONAL AND INTRAPERSONAL


        
          	
Interpersonal: a process that occurs in the context of one or more relationships between persons through conversations


          	
Intrapersonal: a process that occurs inside a person’s thinking or self; cognitive, rational, emotional

        

      

    


    Finally, history reveals that group conversations do take place about ethical matters. Although Christians point to the same biblical record as the foundation for their belief and practice, we can see that down through history Christian thinkers who wish to be faithful to that biblical record have had different points of view or points of emphasis when compared with thinkers who lived at different times and places. One might even see the roughly two thousand years of Christian dialogue on ethical matters as being a very slow conversation about difficult ethical matters.


    Wisdom for ethics is not limited to what a person in isolation from the community is able to learn. It is a person-in-community process and a collective community process of getting and using wisdom.13 Through conversations about social behaviors faith community members develop a shared belief regarding the origin of ethical principles (i.e., God). This is the community’s way of voicing a belief in existence of absolute, objective standards of conduct. Further, it is the community’s way of positioning this absolute standard outside the persons and the community as a whole while being managed in the community through the participation of persons. In terms of the thesis of this book, it is the collection of biblical story themes which form the content of community dialogue on ethical matters. These themes are the architecture of the narratives which are formed when community members act (see fig. I.3).


    
      [image: ]

      Fig. I.3. The biblical ethics process from a community perspective.

    


    Community members accept the Ten Commandments as the fundamental ethical principles that must be followed. But some actions, at least on the surface, need a thorough exploration of how biblical principles should be applied. This requires members of the community to have conversations founded on the same starting point: the principles that foster a life-giving relationship with God and with each other. This is a community process of testing ideas, reflection, debate, decision making, observing results and further reflection. Thus, ethics is as much a community, interpersonal relational process as it is a cognitive, intrapersonal cognitive process.


    
      
        You shall teach them diligently to your sons and shall talk of them when you sit in your house and when you walk by the way and when you lie down and when you rise up. (Deut 6:7)

      

    


    We see examples of the interpersonal process at work in Scripture. Abraham and Lot have a conversation about what to do regarding the conflict that had arisen over scarce resources for their animals. This was an important economic issue. Through this conversation Abraham takes a leadership position by recommending that a geographic division be made between the two families.14


    The experience of the exodus, in part, removes Israel from a situation in which their community conversations about ethics were not allowed to a place where it is allowed and encouraged.15 The people took full advantage of this newfound freedom to talk.16 In these stories we learn that all persons affected by a situation can become parties to the conversation that takes place regarding what is right and wrong.


    The verse from Deuteronomy 6:7 highlighted above refers to the interpersonal dimension. Ethical principles are to be a matter of social conversation not only within the family but also in society as people went about their business walking “by the way.” Moses instituted an organizational restructuring so that leaders among the people who were considered wise in the ways of God would share in the process of giving advice and mediating between disputing parties. “You shall select out of all the people able men who fear God, men of truth, those who hate dishonest gain; and you shall place these over them as leaders of thousands, of hundreds, of fifties and of tens” (Ex 18:21).


    Moses warned the people against discontinuing communal dialogue. “You shall not do at all what we are doing here today, every man doing whatever is right in his own eyes” (Deut 12:8). Later, under the judges, Israel learned the hard lesson what happens when people stop taking counsel.17 Still later Solomon warned, “The way of a fool is right in his own eyes, but a wise man is he who listens to counsel” (Prov 12:15).


    Other Bible writers emphasize the importance of counselors. Solomon mentions the importance of seeking counsel from wise people.18 The king is responsible for advocating on behalf of the poor and anyone who cannot speak for himself or herself.19 When the civil rulers do not participate in this community conversation about the poor, prophets rise up to rebuke them. The prophet Isaiah foretells the time when God would restore the flourishing life to his people. The presence of counselors was an important step in the process: “Then I will restore your judges as at the first, and your counselors as at the beginning; after that you will be called the city of righteousness, a faithful city” (Is 1:26). Isaiah identified the coming Messiah as a counselor who would come among the people.20 In contrast to the wise counselors available to help the person who wishes to be faithful to God, the Bible describes the presence of wicked counselors who advise foolish courses of action.21 Isaiah comments that when the people are taken into captivity, God would remove from them the counselors.22 Removing the very thing that is needed in complicated ethical decisions is indeed a drastic punishment!


    From a practical point of view, simple ethical questions are answered directly by the law of God: Don’t kill. Don’t steal. Don’t tell lies. Don’t cheat.23 The more complicated ethical dilemmas need more thorough exploration of how biblical principles should be applied. A more thorough exploration means that it is more likely that community persons are brought into the conversation.24 In turn, this means that someone will need to take the lead or share the lead in the conversations. It is in community where decisions are made about the difficult problems, not that every difficult problem needs to be shouted from the town square. Instead, a small group of persons can gather in private around the one tasked with making a difficult decision. The story that emerges from such conversations, and the resulting actions, become evidence of how important is community (even the small-group variety). Furthermore, this story that emerges becomes an important social foundation for the obligations that are shared.


    Walking in the community having conversations involves testing ideas, reflection, debate, decision making, observing results and further reflection.25 It involves putting relationships on the line when injustices occur. It is the relationships themselves that are at stake when ethical issues arise. To nurture and protect the relationship, someone must lead in the conversation. The prophets and Jesus Christ all discerned the validity of what others in the community were putting forward as guidance based on their understanding of God’s law. They were not silent; instead, they participated in the community dialogue regarding right and wrong actions.26 Thus, there is no mechanical process by which we carry with us an outline or list which we apply in a decision-tree fashion for the complex issues.


    Such dialogue forms an ongoing broader conversation in and around the community regarding shared concerns.27 It involves judges at the city gates,28 the king on the throne,29 prophets speaking out and parents teaching their children.30 The process is suited for all social settings in an environment that is continually changing in terms of technology, politics, science, commerce, religion, philosophy, art, music, literature, and every other human endeavor or expression. The process is a form of communion, not only with each other but also ultimately with God. Our walk is not only a journey among humans; it is also a walk that takes place in the presence of God as a person holds on to another person as they walk together.31


    Ultimately ethics is not just what we think. It is about what we do in a social setting. Accordingly, when we face a complex ethical dilemma and in sorting it out we engage others in the conversation, this becomes the first thing to do in the process. It can be the action step which provides us the wisdom, political support and perhaps courage needed for the other actions which follow. In some cases, this simple action of starting a conversation with others may be the most important action one can take in the ethics process. It is the action step which makes possible the telling of stories which, in turn, communicate character and make possible the transformation of character in others.


    To summarize what we have observed thus far, the biblical perspective on deciding what is right and wrong in the marketplace is both an intrapersonal process of our heart and an interpersonal process during our walk in a social context. To the extent to which persons engage in conversations about right and wrong, the communal process occurs at the same time as the personal process. The communal process involves community leaders. In Bible times these were judges, counselors, prophets, teachers, civil leaders, priests and heads of households.


    
      
        Initiating a conversation with others about a complex ethical issue is the first action step in ethics.

      

    


    In the personal process simple ethical questions can be answered directly by the basic principles in the Bible. Community leaders participate in conversation with different points of view and when the issues are complicated. To simulate this first action step, the section “Down to the Nitty-Gritty” is offered for the purpose of practicing the process.


    Down to the Nitty-Gritty


    This section of the book will reappear in all but the last chapter. It is modeled after the two interrelated aspects of the ethics process described above. This is where you are given a chance to practice. To spark intrapersonal reflection and the interpersonal community conversation, a few questions will be asked in this feature relating to the practical dimensions of the chapter topic. Here is the first example (see table I.1).


    The Current Crisis


    There is a crisis of business ethics among contemporary businesses and their managers. In spite of calls for reform at all levels including changing what is taught in business schools, it does not appear that the trend will change any time soon. In any given week, we hear stories about people who do unethical things in business. These appear in the local and national news media. Just read the Wall Street Journal or any business weekly magazine and you will see examples.


    
      Table I.1. The ethics process: intrapersonal and interpersonal.


      
        
          	Keeping Your Heart:

          An Intrapersonal Process

          	Walking in the Community:

          An Interpersonal Process
        


        
          	
            
              	What commitment have you made in your heart to be faithful to God?


              	How do you feel about the two-part process (intrapersonal and interpersonal) when deciding what is right and wrong?


              	Think about Scenario A at the beginning of the chapter. What makes the actions of the ATM thieves wrong?


              	Think about Scenario B at the beginning of the chapter: Is it wrong to use Jason’s unsecured WiFi signal to access the Internet without his permission? If so, why?

            

          

          	
            
              	Has your circle of friends made the same commitment in their hearts to be faithful to God? If not, on what basis do you continue to associate with them? Can you be friends with someone who does not share your level of commitment to God?


              	When was the last time you and other people got involved in a conversation about something that was right or wrong? What was the topic? Who took a leadership role in the conversation? What, if anything, was the outcome of the conversation?


              	Think about Scenario A at the beginning of the chapter. In what way, if at all, would it benefit you to talk with someone else about what is right or wrong in this case?


              	Think about Scenario B at the beginning of the chapter. With whom might you talk about this to more clearly know what is the right thing to do? Get in a group now and discuss this scenario. What is the outcome of that conversation?

            

          
        

      

    


    It has become such a problem that calls for renewed focus on business ethics and business reforms have come from many sectors of society including leaders in business. The calls have become more intense, and for good reason. People in business, customers, media, government, indeed most groups of people in society have experienced an erosion of trust in business primarily because of the scandals, the gross wrongdoing and the blatant disregard for standards of right and wrong. Employees see these things from the inside of their organizations and are disheartened and discouraged.


    Business school graduates enter a marketplace in which sensitivities toward ethical scandals have never been higher. Yet, this same marketplace is riddled with persons and organizations that will stretch the ethical boundaries to the edges of what society is willing to tolerate. Young business professionals entering the workforce may be encouraged to take a relativist or egoist approach all in the name of supporting laudable organizational or personal goals.


    Just as there is a crisis in business ethics, so too there is a crisis among Christians regarding what is right and wrong. Some Christians, seemingly without thinking, have embraced secular approaches to business ethics. In some cases, they have embraced approaches to ethics that are opposed to the biblical foundation of Christian faith and practice.


    Carefully evaluating the commonly accepted secular ways of thinking will give readers a chance to recognize in themselves some of the same patterns of thinking. In this process, the flaws of secular approaches can be evaluated and readers can come to clarify what they believe and why.


    This brings us to the engine of this book: The biblical story themes. These are called story themes in this book because they are integral not only to specific stories and teachings of the Bible but also to the overall big story of the Bible, the story about God and what a relationship with God is all about.


    The Value of Biblical Story Themes


    Scripture story themes are valuable for several reasons. Scriptural themes offer the reader an unusual way to saturate the heart with scriptural thinking. The more we connect Scripture with business thinking and practice (it is assumed), the more we will think and act biblically when we are in the marketplace, the more the Holy Spirit can bring to our memory what we have learned,32 the more alive our conscience will be to do the right thing, the stronger our defense against doing the wrong thing,33 the stronger our moral imagination will become, the more capable we will be to counteract our inherent perceptual and judgment biases that lead us unwittingly into unethical practices and the better able we will be to encourage others.34


    Story themes interrelate, interweave and sometimes overlap each other. At other times they interpret each other. In these ways, they become a complex canvas on which the Bible paints the essential message of God for our times.


    Biblical themes promote the movement of learning from schooling into the arena of character education where hearts, minds and whole lives can be transformed.35 The distinction between schooling and education is an important one. Schooling is the setting in which you learn information such as principles of accounting, economic theory or estimating the investment risks of particular opportunities. Education is the process of having the whole life transformed from the inside out by the renewing, creative power of God. Education is the process whereby the image of God is restored in us for service on this earth and for service in the life to come.36


    
      
        Education is the process whereby the image of God is restored in us for service on this earth and for service in the life to come.

      

    


    Biblical themes are valuable for unlocking some difficult, and often misunderstood, passages of Scripture. Without the rich, deep perspective that these themes offer, a superficial reading of Scripture results in the development of bad theology and bad policies.


    Scriptural themes are so pervasive throughout the Bible that they help us avoid cherry picking verses here and there to suit our private goals. In short, these themes help us maintain the authority of Scripture.


    It has been said that you become like the person whom you admire most. As we spend time admiring the beautiful elements of God’s character (expressed in story themes), we become changed. By continually focusing on these themes, especially as revealed in the life of Jesus Christ, we become changed, transformed into his image.37 Scripture themes continually keep before the mind the character of God in Christ as seen in both the Old Testament and the New Testament.38 By continually beholding the character of God, the community comes to know God and as a result becomes changed.39


    Evangelical Christians sometimes refer to this as Christ “living in their hearts.” For some this becomes a powerful mystical experience as they sense the close presence of God in their life. They see how their behavior has changed, and they are energized by the realization that the power of God is at work.40 This becomes the basis of witnessing.


    Others who do not experience the intense mystical presence of God can still come to relate to the idea of an indwelling Christ. These come to understand that the primary characteristics of Christ, and those of God the Father, are starting to take root in their own habits of action. For both types of persons, it is the biblical themes that they start to relate to. Biblical themes reveal the character of God.41 The inter­­play of one theme against another shows the aesthetic beauty of God’s plan for a flourishing life. Take even one theme away and you are left with a diminished conception of God. Accordingly, the elements of God’s character (comprising of the themes) become the basis of our witness in action and witness in words.


    Regardless of your religious experience (or lack thereof), you will likely see alignment between some of the biblical story themes and the themes that all humans are interested in. Conversations in the community regarding ethical matters tend to cluster around certain themes present in the community (e.g., justice, rights, loyalty, faithfulness), some of which are the same as the biblical themes.


    If just one or two biblical themes are used in the ethics process, the danger is that the more complicated ethical issues will be short-changed. Discussants will oversimplify or miss certain questions. If the full range of biblical themes is employed in discussion of the complicated ethical issues, more of Scripture is available to guide ethical behavior. One thing should become apparent after reading the whole book: Biblical themes form a cluster of perspectives that are very broad in their application. They may be the broadest set of principles compared with any other single system of ethics.


    Compressing the twelve themes into just two or three would result in loss of understanding. In our desire for efficiency, we would quickly sacrifice richness and ethical effectiveness. The biblical themes that represent God’s character and the believer’s conduct are rich in texture. They are interrelated and interdependent but not identical. Because of this, they are difficult to separate.


    In addition to these reasons why the themes are important we see an additional rationale. The prospect of becoming familiar with biblical story and its major themes offers the opportunity to saturate the heart with Scripture in a way that reading a few verses here and there cannot do alone. This is considered in several Bible passages:


    These words, which I am commanding you today, shall be on your heart. You shall teach them diligently to your sons and shall talk of them when you sit in your house and when you walk by the way and when you lie down and when you rise up. (Deut 6:6-7)


    You shall therefore impress these words of mine on your heart and on your soul; and you shall bind them as a sign on your hand, and they shall be as frontals on your forehead. (Deut 11:18)


    How blessed is the man who does not walk in the counsel of the wicked,


    Nor stand in the path of sinners,


    Nor sit in the seat of scoffers!


    But his delight is in the law of the LORD,


    And in His law he meditates day and night. (Ps 1:1-2)


    Saturating the heart with Scripture is particularly relevant to work in the world of business as shown in these passages from one of the most famous portions of Scripture, Psalm 119:


    
      	
Business is where our feet walk every day: “Your word is a lamp to my feet, and a light to my path” (Ps 119:105).


      	
Business requires wisdom from counselors: “Your testimonies also are my delight; they are my counselors” (Ps 119:24).


      	
The business environment offers temptations for false dealing: “Remove the false way from me, and graciously grant me Your law” (Ps 119:29).


      	
Business offers temptations for selfish gain: “Incline my heart to Your testimonies, and not to dishonest gain” (Ps 119:36).


      	
Business results in cash flow: “The law of Your mouth is better to me than thousands of gold and silver pieces” (Ps 119:72).


      	
Business is a competitive environment that requires wisdom: “Your commandments make me wiser than my enemies, for they are ever mine” (Ps 119:98).


      	
Business requires understanding: “From Your precepts I get understanding; therefore I hate every false way” (Ps 119:104).


      	
Business is an agent of shalom (peace): “Those who love Your law have great peace, and nothing causes them to stumble” (Ps 119:165).

    


    
      
        THE MORE WE CONNECT SCRIPTURE WITH BUSINESS . . .


        
          	the more we will think biblically when we are in the marketplace.


          	the more the Holy Spirit can bring to our memory what we have learned.


          	the more alive our conscience will be to do the right thing.


          	the stronger our defense will be against doing the wrong thing.


          	the stronger our moral imagination will become.


          	the more capable we will be to counteract perceptual and judgment biases.


          	the more capable we will be to encourage others.

        

      

    


    Biblical themes reveal that the Bible respects the material and economic dimension of life experience. These themes are integral to life in the marketplaces of the world. Indeed, these themes are relevant to all social relationships. Themes explored in this text are applicable to both buyers and sellers.


    The themes are grounded in the writings of Moses but are carried forward from there to more than three-quarters of the books of the Bible. These themes are employed from Genesis through Revelation. They are identified by two important kings in the Psalms and the Proverbs. They are present in the apocalyptic literature as well as in historical narratives and poetry in the Bible. Following the lead of the prophet Moses, the later prophets use these themes as the bases for their messages. Still later, the identity and work of Jesus are based on these themes.


    More than five hundred times these themes appear in the Bible in groups. Here are just a few notable examples:


    Righteousness and justice are the foundation of Your throne; loving kindness and truth go before You. (Ps 89:14)


    But by His doing you are in Christ Jesus, who became to us wisdom from God, and righteousness and sanctification, and redemption. (1 Cor 1:30)


    Stand firm therefore, having girded your loins with truth, and having put on the breastplate of righteousness, and having shod your feet with the preparation of the gospel of peace. (Eph 6:14-15)


    And they sang the song of Moses, the bond-servant of God, and the song of the Lamb, saying,


    “Great and marvelous are Your works,


    O Lord God, the Almighty;


    Righteous and true are Your ways,


    King of the nations!” (Rev 15:3)


    We should be cautious about claiming that we know everything about God once we become familiar with these themes. Scripture tells us that the full information about God is not perfectly knowable.42 This awareness should lead us to humility. What we know of God through Scripture is true, but our knowledge may not be complete.


    How the Themes Were Selected


    Scholars have catalogued scores of Scripture themes. But which themes are relevant to business ethics?


    Three criteria seemed important when identifying the relevant Bible themes. First, themes identified are those that the Bible itself associates with our conduct. It is our conduct in all spheres of life (including the marketplace) that is considered. Thus, these themes apply equally to family relationships, leisure pursuits and our work in the faith community.


    Second, themes associated with the character of God were selected since some of the biggest questions in the Bible relate to his character: Who is God, and what is he like? Is God’s way of relating and living the best way to promote a flourishing life in community when compared with other ways? It is the character of God that is in focus in Scripture and that we are encouraged to imitate.43 When God’s image is restored in human beings, it is his character that becomes the key moral dimension.


    Third, the themes are associated directly with Jesus Christ and his work. Jesus, the central figure in the biblical story and the author and finisher of our faith, is the clearest expression of what the character of God is like in human experience.44 If we are to emulate God, we will find the guidance we need in the life and teachings of Jesus. The biblical support for these themes can be found in appendix B and in the notes for chapters three and four.


    The intersection of these three criteria can be illustrated by the following diagram (see fig. I.4).45
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      Fig. I.4. Biblical theme selection criteria.

    


    When these selection criteria were applied, the following themes emerge:


    
      	cosmic conflict


      	creation


      	covenant relationships


      	holiness


      	shalom


      	sabbath


      	justice


      	righteousness


      	truth


      	wisdom


      	loving kindness


      	redemption

    


    In chapter three we will consider the question of why so many themes. For now consider that the biblical story themes are appropriate to consider for specific business ethical dilemmas, so-called dirty tricks, legal issues, social responsibility issues and related case studies. These themes provide the framework to consider practical ethical challenges that organizations face in a global environment. In biblical thinking, business is not separate from the rest of life. Life is an integrated whole experience involving all social relationships, religious faith, economic endeavors, international relations and physical and mental health.


    Introduction Review Questions


    
      	What is the particular perspective that this book takes?


      	In Scripture, what is the relationship between ethics and the metaphor of the heart?


      	What does the metaphor of “walking by the way” signify in Scripture?


      	Describe the biblical ethics process from the personal perspective.


      	What is the biblical ethics process seen from the community perspective?


      	What is the current crisis in business ethics for people entering the marketplace?


      	What is the value of biblical story themes for studying business ethics?


      	How were the biblical story themes selected for this book?

    


    Discussion Questions


    
      	The book asserts that it is not only acceptable but also required to use our minds to think carefully about God’s way of deciding right and wrong. Do you agree or disagree with this?


      	If the principles of right and wrong action are given by God and because of this these principles are objective and authoritative, why does the community need to partici­­pate in the ethics process?


      	When might community dialogue be most necessary in the ethics process?


      	Consider the criteria to select the biblical themes explored in this book. Are these three criteria valid?


      	What elements of biblical teaching, if any, seem to be missing from the ethics process described here?


      	After all that is said about the involvement of the community in the ethics process, to what degree is ethics primarily a personal process?

    

  


  Part One


  The Fundamentals


  Ethics is about moral action in a social context, not just moral thinking or correct doctrine considered in private. Accordingly, there is nothing more practical than business ethics when you think that the biggest question that is asked in business ethics is What should I do in this situation? At times the answer to the question is clear and easy to give. The tension is that at other times the answer to the question is somewhat more difficult and, at least in the world of business, often more complex.


  The biblical perspective presented here provides a plausible structure to consider contemporary ethical ideas and challenges. Followers of God believe that the principles of ethics applying to business come from God. But when these principles are examined rationally, they are plausible explanations for how best to conduct oneself in the marketplace. The biblical themes presented here portray the means by which a person, in community, can be successful in this endeavor.


  In chapter one we consider the question, Why is ethics in business important? We introduce the basic terms and concepts. Chapter two presents the underlying nature of the ethical, social and legal environment of business in terms of fundamental tensions that must be managed when taking action. As we will see, these fundamental tensions are universal and unending. Chapters three and four present the intellectual engine of the book: twelve interrelated, interwoven and interdependent biblical themes that are used as lenses to think through contemporary business ethics issues (cosmic conflict, creation, holiness, covenant, shalom, sabbath, justice, righteousness, truth, wisdom, loving kindness and redemption). As we will see, many of these themes are action-oriented. Designed for all areas of life’s experience, they take us past mere thinking and guide us into the real world of behaviors in a social context. It is vital that the reader understand the essential elements of each theme as these will be used later in the book to evaluate contemporary ethical theories and contemporary ethical problems in business.


  
    1


    Why Ethics in Business Is Important


    Scripture Passage


    So you shall keep His statutes and His commandments which I am giving you today, that it may go well with you and with your children after you, and that you may live long on the land which the LORD your God is giving you for all time. (Deut 4:40)1


    Chapter Overview


    In this chapter we consider whether or not it is beneficial for an organization, whether for-profit or nonprofit, to allow ethics to be influential in the life and work of the organization. In particular, we will


    
      	introduce the benefits and costs of ethical and unethical actions in business


      	examine what contributes to ethical problems occurring in business


      	explore the definitions and distinctions of key concepts: morals, ethics, law


      	introduce four levels of application of moral principles in organizations: individual, organ­izational, industrial and economic system

    


    Main Topics


    
      Is Honesty Always the Best Policy?


      Why More Interest in Business Ethics Now?


      Benefits of Ethical Business Activities


      Costs of Unethical Business Activities


      Why Study Business Ethics?


      Why Ethical Problems Occur in Business


      Basic Concepts


      Four Levels of Application


      Down to the Nitty-Gritty

    


    Key Terms


    amoral, communal, dirty tricks, ethics, generally accepted moral principles (GAMP), gray areas, immoral, law, morality, proscribed, prescribed, unethical


    Opening Scenario


    Exercise and changing your diet to low-fat foods is one way to shed some weight. But some high-fat treats such as doughnuts are difficult to give up completely when you are on a diet. That is when Robert Ligon hit on a powerful target marketing concept: sell low-fat doughnuts to people trying to lose weight. This is just what he did.2


    The typical doughnut is a sweet-tasting delivery system for a whopping 530 calories lathered in up to 18 grams of fat. As much as 25 percent of the traditional doughnut is fat. That’s one reason why it tastes so good. Ligon’s low-fat carob-covered version boasted 135 calories and 3 grams of fat. Delivering just one fourth of the calories and 17 percent of the fat, four of Ligon’s doughnuts were the equivalent of one traditional doughnut. And Ligon’s doughnuts tasted great!


    Ligon sold not only low-fat doughnuts but also low-fat cinnamon rolls and low-fat cookies through weight-loss retail centers. Ligon’s customers liked his product. A few customers were at first disappointed and then outright concerned when they gained weight instead of losing it. Then someone complained to the US Food and Drug Administration (FDA) that Ligon’s doughnuts tasted too good to be of the low-fat variety. One customer noticed that when Ligon’s doughnut was placed on a piece of paper it left a grease ring.


    In 1997 the FDA began a formal investigation. This is when Ligon’s three-year entrepreneurial bakery venture began to crumble. Through their investigation FDA food scientists determined that Ligon’s doughnuts carried the same amount of fat and calories as do typical doughnuts. The FDA threshold for claiming that a product is low fat is 3 grams. The investigation revealed that Robert Ligon had been purchasing doughnuts from Cloverhill Bakery in Chicago, contracting with a packaging company to repackage Cloverhill’s doughnuts and then selling the repackaged doughnuts under Ligon’s brand.


    As a result of their investigation the government raided Robert Ligon’s doughnut packaging facilities in Kentucky and Illinois; they seized 1,560 dozen doughnuts as well as cinnamon rolls and packaging labels. Ligon was indicted for mail fraud for shipping falsely labeled goods. He pled guilty to one count but probably sold thousands of mislabeled doughnuts, cinnamon rolls and cookies. For his part Ligon claimed that he did not break the law and that he had never heard even one complaint about his doughnuts. He commented that he had been singled out. In January 2004, Ligon began serving a fifteen-month sentence in federal prison.


    Ligon was not the first to introduce the low-fat doughnut to the market. Entenmann’s bakery tried selling a doughnut with 25 percent less fat, but the product was not successful. Entenmann’s attempt was entirely legal and ethical. Not so with Vernon Patterson, the CEO of Genesis II Foods, Inc. who for a time also sold low-fat doughnuts. Patterson served a one-year prison term for mail fraud, misbranding food and unlawful monetary transactions. His crime: selling three varieties of regular doughnuts falsely labeled as low-fat.


    Fortunately, the majority of people who start new ventures do not base their strategic commitments on faulty ethical principles. Whether or not they are Christians, many of the business activities are based on solid ethical foundation. If for no other reason, their organizations’ survival depends on ethical practices.


    Is Honesty Always the Best Policy?


    Is honesty always the best policy in business? We can say with Benjamin Franklin, yes. But honesty does not automatically mean that you will earn a profit.3 Looking only from a purely economic point of view over only the short run, being honest can make you money such as when a customer returns because he or she trusts you. Honesty is at the foundation of trust, which is necessary for success in both the short run and the long run. However, when a firm is under pressure to achieve a strong quarterly profit report or when the managers of the firm have an information advantage over a supplier or over a customer, the expected short-run financial benefit of being dishonest can exceed the expected costs. This is especially true if the managers believe there is a good chance they won’t get caught.4


    At other times being honest does not appear to have any direct and immediate measurable financial impact, either positive or negative.5 Still, at other times honesty can increase your operating expenses, which means that short-term profit would go down if you cannot find other ways to cut costs or pass along the increase in cost to customers.


    
      
        Honesty is the best policy.


        But is it always good for profits?

      

    


    Unethical actions can promote making a short-run profit if customers have no other substitute available and absolutely must have what you sell, if you can avoid detection or if you use physical intimidation of extortion.6 Likewise, in the short run being dishonest can increase expenses incurred from defending a lawsuit in court. Or, it can mean lost revenue when a customer goes away. At other times being dishonest may have no immediate measurable financial impact one way or the other.


    We can see from this brief review that the financial results of ethical and unethical behavior are mixed.


    Why More Interest in Business Ethics Now?


    If the results of ethical and unethical business action are mixed in terms of short-term profit regardless of your policy on honesty, why are so many people interested in business ethics these days? The answer is what we call ethics scandals, which, in reality, have been a part of business for centuries. In late fifteenth-century Italy the wealthy Medici bank went insolvent in part because of the personal lifestyles of Medici family members. In eighteenth-century Louisiana, John Law exaggerated his own net worth and the value of a monopoly trade venture. When the proverbial bubble burst, he was expelled from the territory. Closer to our time, in the early 1960s Tino De Angelis defrauded clients and his bank by selling large quantities of water and passing it off as vegetable oil. He would fill his tanks with water and then pour in vegetable oil to cover the water (oil rises to the top). He used the tanks of “oil” as collateral to secure loans and do business deals . . . until he was caught.


    Since the beginning of the twenty-first century, unethical behavior of some high-profile firms has severely damaged public trust in particular companies, in whole industries and in business in general. You may have heard about companies like WorldCom (telecommunications company), Enron (energy firm), Arthur Anderson (accounting firm) and Adelphia Communications (cable television company), all of which suffered catastrophic results of ethical-legal scandals.


    Thousands of lesser-known companies have been caught in scandals, too. For example, in the mid-1990s Bre-X, a Canadian precious metals mining firm, announced that it had found enormous gold deposits on jungle land that it had purchased in Indonesia. The stock price shot up from pennies to more than CA$280 (Canadian dollars), and in short order Bre-X achieved a market capitalization of CA$6 billion during the investing frenzy. The Indonesian gold turned out to be truly fool’s gold. It was not gold; and those who invested in the company became fools. It was not long before Bre-X’s claim was found to be fraudulent, and the company collapsed taking billions of investors’ money down a deep, dark money pit. In recent decades public outrage for business unethical behavior has peaked sparking calls for business ethics training in companies and in business schools.


    Another reason is that people are beginning to realize that short-run profit is not the only time horizon that must considered.7 Over the long haul it is more difficult to maintain a policy of dishonesty and avoid detection. There are notable exceptions to this, such as the experience of Bernie Madoff, the investment advisor and stockbroker who for many years used a Ponzi scheme to scam investors. True, in some cases the public never finds out about a business’s dishonesty. For example, in 1920 an Irish immigrant to Canada signed on as a door-to-door salesman for the J. R. Watkins liniment oil (and other products).8 He obtained products on account with Watkins and sold the products to local farmers. Apparently he skipped town to avoid paying the Watkins company. His customers may not have found out about his unethical dealing with the company. Watkins did. But why would customers care about it since they got the products they had purchased?


    A third reason is that we now realize that business involves more than the purely financial impact. Isolating the financial dimension of ethical or unethical action from all the other dimensions of relationships is artificial and does not reflect social reality. What is considered good business includes how people are treated, how trust is built and maintained and how relationships are managed. Ethical actions play an important role in these other dimensions of business, too.


    A fourth reason in alignment with the mission of this text is that people from more than one religion are more interested in living life in the marketplace consistent with their faith. Monotheistic religions such as Christianity, Islam and Judaism all encourage believers to act ethically in business.9


    Benefits of Ethical Business Activities


    Can we make a compelling business case for following ethical principles? Some say yes. When considering all the dimensions of business, including financial and nonfinan­­cial, more than one business expert has advocated the importance of acting ethically in business.10 Research studies have shown that paying attention to ethical issues in business can bring positive benefits to organ­izations. Ethical organizations have an easier time recruiting good employees. Companies that hold a high ethical standard find that employees want to stay longer working there. Employees are more likely to be productive in ethical work environments. Not surprising to proponents of business ethics, studies also say that attention to ethical issues can improve relationships with customers through improving customer loyalty and the power of the brand, and it can sway customer decision making.


    Researchers measured companies with integrity (having attributes such as creativity, emphasis on ethics and allowing employee input) against gains in operating earnings, return on investment and increase in stock prices. Of the 207 major companies studied over an eleven-year period, it was found that the top twenty companies were those that emphasized integrity. They averaged 571 percent higher earnings, 417 percent higher return on investment and increased stock prices of 363 percent when compared with the ones that did not have a strong focus on integrity.11
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      Fig. 1.1. A daily summary of a stock’s performance.

    


    From a biblical perspective, as we will see in the coming chapters, being ethical in business means that you are participating in the community in ways that support a flourishing life. Moral standards for business conduct are not merely arbitrary statements about the will of a capricious divine Being who is self-absorbed. Moral standards portrayed in the Bible, when applied widely across the community, contribute to the best way of experiencing an abundant life in all its dimensions.12


    Costs of Unethical Business Activities


    The costs of unethical actions in business can be high.13 Few things are more time-consuming for a manager than when an employee acts in an unethical manner that results in harm to someone. A customer gets angry and goes away. A supplier retaliates. A fellow employee complains asking for a resolution to a grievance. Productivity declines for all involved. An organization takes you to court. Defending lawsuits brought by aggrieved stakeholders can cost hundreds of thousands of dollars, not to mention the public embarrassment and humiliation. An ethics scandal erupts in the media and triggers civil lawsuits and increased scrutiny by regulators, law enforcement and the public. The organization’s reputation can be permanently hurt. The crisis management public relations firm that your company hires to manage public impressions will cost tens of thousands or even hundreds of thousands of dollars. Researchers found that the cost of unethical behavior results in significant negative abnormal financial returns to shareholders. Illustrations of these high costs are provided in table 1.1.


    
      Table 1.1. Examples of the costs of unethical actions.


      
        
          	Scandal

          	Cost Estimate
        


        
          	Exxon Valdez oil spill in Alaskaa


          	$3.5 billion
        


        
          	Stock options back-dating scandalb


          	$500 million
        


        
          	Manipulation of London Interbank (LIBOR) interest ratesc


          	$88 billion
        


        
          	Food Network Paula Deen scandald


          	$10 million
        


        
          	Penn State Jerry Sandusky sex-abuse scandale


          	$48 million
        


        
          	Annual aggregate cost of crime to society in the USAf


          	$1.1 trillion
        


        
          	
            ahttp://money.cnn.com/galleries/2010/fortune/1005/gallery.expensive_oil_spills.fortune/2.html.


            bE. Dash, “Report Estimates the Costs of a Stock Options Scandal,” New York Times(September 6, 2006), www.nytimes.com/2006/09/06/business/06options.html?_r=0.


            cM. Gongloff, “Libor Scandal’s Potential Costs Exploding to $88 Billion or More,” Huffington Post(August 27, 2012), www.huffingtonpost.com/2012/08/27/libor-scandal-bank-cost-estimates_n_1833150.html.


            dThe scandal involved television star Paula Deen making inappropriate racial comments. http://finance.yahoo.com/blogs/daily-ticker/scandal-cost-paula-deen-over-10-million-says-163142039.html.


            ehttp://sportsillustrated.cnn.com/college-football/news/20130802/penn-state-scandal-cost.ap.


            fD. A. Anderson, “The Aggregate Burden of Crime,” Journal of Law and Economics42, no. 2 (1999): 611-42.

          
        

      

    


    Depending on the intensity of the scandal, it could take years to recover a damaged reputation. The Salomon Brothers Treasury bond bidding scandal shows how unethical (and illegal) actions can cost a firm hundreds of millions of dollars. In Salomon Brothers’ case, the firm was required to pay almost $200 million, and the firm’s stock price fell by $300 million. Investors were concerned that the firm might lose customers who distrusted the company.14


    
      
        Adversity pursues sinners,


        But the righteous will be rewarded with prosperity. (Prov 13:21)

      

    


    In some cases it is impossible for a firm to recover, and the persons involved in unethical or illegal actions must close their business, move away and start again under a different business name. Reputation is, after all, essentially an ethical issue: it is the community’s attempt to maintain a current awareness of the firm’s behavior. Such damage to reputation may not be directly measured, but the deterioration of relationships, declining employee productivity, creativity and loyalty, ineffective information flow through the organization, absenteeism and difficulty recruiting and retaining the most competent employees are all costs of being uninterested in the application of ethical reasoning at work. In some highly publicized cases, the impact from damaged reputation may be permanent and the company goes out of business. When companies go bankrupt because of ethical lapses and the resulting scandal, the cost of the impact is shared in the wider community: employees lose their jobs, creditors lose money, and strategic alliance partners lose. Everyone pays. Unraveling the consequences of unethical behavioral can be frustrating taking time away from pursuing other worthy goals.


    Managers who ignore the ethical dimension to their actions are at an increased risk of incurring personal and corporate legal liability. They could lose their job and find it difficult to get a similar job elsewhere.


    Research regarding the effect of employee discrimination, environment pollution, bribery or insider trading shows that the costs of penalties and litigation affect more than the bottom line of profitability, and this is increasingly important as profits are squeezed from increased competition. Such costs also have begun to influence boards of directors to monitor more closely the work of high-level managers. Acting legally and ethically can save billions of dollars each year in lawsuits, settlements and theft. This has an impact on the income statement, balance sheet and statement of cash flows.15


    
      
        Damage to a firm’s reputation may mean the persons involved in unethical or illegal actions must close the business, move away and start again under a different business name.

      

    


    As the wealth of corporations goes, we might infer, collectively so goes the wealth of their respective industries. And as both corporate-level wealth and industry-level wealth declines, society’s resources are destroyed. Put in other words, if the economic profit of a firm is negatively affected by unethical behavior such that the total profit earned is less than the firm’s cost of capital, it destroys society’s wealth.16 This community dimension is what places the issue of ethical and unethical behavior squarely in the ethical, social and legal environment of business, and is a major reason why it must be addressed in a book like this.


    As unethical behaviors are manifested by upper-level management, workers throughout the organization note them, and unethical behavior becomes an organizational cultural norm. When this happens sometimes we say, “Unethical behavior flows downhill.” Ultimately, this culture results in detrimental behaviors such as underdelivering on promises, turf guarding, goal lowering, budget twisting, fact hiding, detail skipping, credit hogging and scapegoating.


    Table 1.2 provides a summary of the reasons commonly given by those who advocate being ethical in business.


    
      Table 1.2. Why be ethical in business?


      
        
          	Benefits of Being Ethical

          	Costs of Being Unethical
        


        
          	Effective employee recruitment

          	Decreased productivity
        


        
          	Higher employee retention and loyalty

          	Cost of defending lawsuits
        


        
          	Better employee morale

          	Damaged reputation (brand)
        


        
          	Higher employee motivation and productivity

          	Absenteeism and low productivity
        


        
          	Better relationships with customers

          	Difficulty recruiting good employees
        


        
          	Strengthens the reputation (brand)

          	Cost to wider community: creditors
        


        
          	Influences customer decision making

          	Personal risks: loss of job, damage to career
        


        
          	Higher operating margins and ROI

          	Damage to industry profits
        


        
          	Higher stock price

          	Damage to organizational culture
        

      

    


    To be fair in this discussion we should consider the opposite point of view. Those who argue that ethics and business do not mix suggest the following reasons. Some ethical issues can be solved only by spending more money. They say that it is inappropriate to discuss ethical issues at work. Others say that it is impossible to please everyone all the time. If you bring up ethical issues there will be such a diversity of opinion that a discussion of the matter would only divide people and create disharmony among workers. A final argument that you may hear in the market is that if people or companies do wrong, the market will punish them. Consumers will go away, laws will be passed, lawsuits will force changes: all these will produce the desired effects without taking the time to be philosophical.


    Why Study Business Ethics?


    There are several reasons why anyone going into business should think carefully about business ethics and even more reasons why the Christian in business should think about it. We review some of these here.


    It is personal. Ultimately the question of whether or not to be ethical in business is personal. Why would you want to be ethical in your business activities or not? Do you want a clear conscience and peace of mind? Do you just want to stay out of trouble? Do you want to live an authentic life in which your behavior is consistent with your beliefs? Do you want to preserve self-respect? Are you hoping that being ethical will build a positive reputation? Do you just want to do the right thing? Do you want to be a more effective manager? Do you want to comply with the law? Hoping to build positive relationships with others? Do you want to make more money?


    
      
        It is personal.


        Why do you want to be ethical in business?

      

    


    Morality is unavoidable. Humans are wired for moral thinking and action! Try to go one full day without making even one moral judgment about someone or a situation. Even if you stay by yourself in a room and do nothing, it is impossible to avoid thinking morally. One reason for this is that we continually face new situations where moral judgment is applicable.17 Nowhere is this illustrated better than in business situations. New technology, new business methods, new relationships continually emerge in business.


    Intense moral issues arise in the marketplace. The more intense the issue, the less likely it can be avoided. Being prepared to discern moral issues and their intensity heightens your awareness as to what people are likely to be talking about. People do not like being lied to, cheated, stolen from, taken advantage of or harmed in other ways. The higher the moral intensity, the higher the visibility of an action, the less likely a person can avoid dealing with the issues.


    T. M. Jones proposed that moral intensity is comprised of six factors. Collectively these factors have an effect on ethical decision making.18 His model is shown below.


    
      	
Consensus of wrong (social consensus). How much agreement is there that this action is wrong? The more there is agreement, the greater the intensity.


      	
Probability of harm (probability of effect). How likely is it that this action will cause harm? The higher the probability that the action will cause harm, the greater the intensity.


      	
Immediacy of consequences (temporal immediacy). Will harm be felt immediately? The more immediate the consequences, the greater the intensity.


      	
Proximity to victims (proximity). How close, geographically or relationally, are the potential victims? The closer the proximity, the greater the intensity.


      	
Concentration of effect. How concentrated is the effect of the action on the victims, that is, will it be quickly and easily observed? The more visible the effects of an action the greater the intensity.


      	
Greatness (severity) of harm (magnitude of consequences). How many people will be harmed? The more people harmed the greater the intensity.

    


    A question that naturally comes to mind when seeing the Jones moral intensity model is to what degree moral intensity influences the decision that a person makes. For example, if most people believe that a particular action is wrong, are you less likely to take this action? Likewise, if the consequences of an action are quickly and easily observed, are you less likely to take the action if you believe it is wrong? Is it the intensity of an action that makes it wrong or right? Should intensity be used to decide whether an action is permissible?


    Education needed. Some unethical business behaviors are clear, yet some people do not know the legal and financial implications of these behaviors in business. Some people do not realize that if detected and convicted, they could pay fines and go to jail for a long time:19


    
      	Vernon Matthews owned a company called First Capital Group in Virginia Beach, Virginia. Between 2010 and 2013 Matthews targeted members of the US military with investment schemes. He lured service personnel to his office by offering a free night in a hotel. He told them that the US government paid him for investment advice. This was a lie. He told them that their investment funds would be put in attractive mutual funds and certificates of deposit. In reality, he used their money for personal expenses or his business. He told his clients that there was low risk or no risk but that they would earn between 4 percent and 300 percent on their investment. Matthews was investigated and charged with fraud after he had received hundreds of thousands of dollars from his victims. He pled guilty and received a hefty fine and a forty-eight-month federal prison sentence.


      	Russell Wassendorf scammed more than thirteen thousand investors out of millions of dollars over a twenty-year period. He is serving a fifty-year prison sentence.


      	In 2007 Jeff McGrue started a foreclosure relief business in Los Angeles. He paid a finder’s fee to real estate agents and others who were aware of homeowners who were facing loss of their home because their mortgage bank had given them notice of foreclosure. McGrue contacted the owners and promised to send the mortgage bank “bonded promissory notes” drawn from a US Treasury Department account. This note would pay off their mortgage. The hitch: Homeowners must pay a small fee of $1,500 or $2,500 and sign over the title of their home to McGrue’s company. But they could buy back their home from McGrue for $25,000 after the bank was paid off. McGrue was caught after swindling 250 home owners out of more than $1 million. He was sentenced to twenty-five years in federal prison.

    


    Ethical employers are hiring ethical employees. Aware of how important ethical workers are for customer trust, supplier trust and being on the right side of the law, more companies are considering ethics during their new employee recruitment and selection processes.


    Ambiguity and debate. Some behaviors are clearly illegal and can land people in jail. There are many other actions where it is not clear whether they are illegal and still more actions where it is not clear whether they are unethical. Business ethics is a popular topic, but if a person does not know how to think through ethically ambiguous situations or complicated dilemmas, and if viable alternatives are not known, he or she could be skating on thin ice and not really know how or why. Well-meaning persons have differences of opinion on whether certain actions are right or wrong. For example, the following situations illustrate the presence of ambiguous ethical dilemmas.20


    
      	In August 2013 it was reported that the US Senate is investigating the use of “slotting fees” that retail food stores charge food manufacturers to gain access to retail shelf space. Grocery store executives say that slotting fees are necessary to offset costs and risks of putting new products on the shelf—products that might not sell as well as expected. Some smaller food manufacturers say that high slotting fees (which can be paid by the larger corporations) are unaffordable and unfair. They also claim that because larger food companies can pay the fees, they are able to squeeze smaller firms out of the market. Is it wrong for food retailers to charge slotting fees that are unaffordable to smaller firms?


      	Solyndra, LLC, a solar-panel manufacturing firm, received a $535 million loan guarantee in March 2009 under a US Department of Energy program. One year later, in March 2010, auditors raised concerns about the financial viability of Solyndra. On January 1, 2011, the firm owed the US government $527 million. In August 2011, Solyndra operations shut down, and most workers were laid off. The next month Solyndra filed for bankruptcy protection. Was the US government relationship with Solyndra good thing for society?

    


    Complicated issues. Some issues are more complicated than they first appear. If you write off a complicated issue as being obvious, you will come across to others who are more experienced or more knowledgeable as being uninformed and naive. Studying ethics, especially with respect to the more complicated issues, provides you with an awareness of how complex some issues truly are. This provides an important framework to build wisdom during your career. More than this, studying the ethical issues in the complicated dilemmas can teach you a lot about management and leadership.


    Conversations in the public square. Entering into the marketplace to work in business takes you into the public square where, collectively, people talk about everything including ethical, social and legal issues of the situations they or other people are in. Studying business ethics thoughtfully will improve the clarity of your thinking and prepare you to engage in these conversations.


    If there are benefits from promoting ethical behavior and if there are significant negative effects from unethical behavior, then why do ethical problems continue to occur in business? To this question we turn next.


    Why Ethical Problems Occur in Business


    It is tempting for the Christian to oversimplify the problem of unethical behavior by blaming the problem on sin, that is, disobedience to God’s will. The implication is that if everyone converted to the Christian religion, business ethics problems might suddenly vanish. While sin might be at the root of the moral problems in business from a religious point of view, there are several other factors of the human experience that increase the likelihood that unethical behaviors will occur. Table 1.3 lists some of the reasons by ethical problems occur in business and some of the influences that prevent ethical problems.21


    Basic Concepts


    Before we go much farther, it is time to define a few ideas. In this section we define and distinguish between three interrelated ideas: morality, ethics and law.


    Morality. Morality is the standard of right and wrong behaviors. Immorality is any behavior that does not align with the standard of right and wrong. A moral system is a standard of action or living in general, often encompassing a worldview on which those standards are based.22 It is the set of fundamental principles that guide behavior.


    Morality is a fundamental element in all human communities designed to foster the general welfare of the group. Moral rules form an important part of the structure of society. We can say that the existence of a social group requires a set of basic standards. Moral standards take priority over or override personal preferences and other social expectations. The continued existence of social groups depends on group members following the rules. In Western cultures most social groups consider that the moral standards apply equally to all members of the group. They are part of what are considered personal and social responsibility.


    
      
        Morality = standards of right and wrong behavior

      

    


    At the foundation of moral standards are basic principles which are the fundamental rules which form the basis of standards. These are used to evaluate moral standards. Moral standards can vary from society to society or from one cultural group to another. But the basic principles do not change.23


    Over the centuries various forms of moral standards have been put forward in societies.24 Contemporary Western organizational cultures have a moral system that is the foundation of the free market economy. Don’t steal, don’t lie; don’t cheat; follow through on your commitments. Interestingly, these simple standards sound very much like what is given in the Bible.


    Table 1.3. Why ethical problems occur and what prevents ethical problems in business.


    
      
        	Why Ethical Problems Occur

        	What Prevents Ethical Problems
      


      
        	Narrowly focused and unrestrained self-interest of decision makers; unrestrained ambition and greed

        	The rule of law in society backed up by an impartial justice system
      


      
        	Ambiguous situations combined with leaders who reframe the interpretation to encourage particular behaviors

        	Ownership of private property
      


      
        	Code of silence and inaction coupled with penalties for dissent

        	Restrained and broadly focused self-interest
      


      
        	Competitive pressures mixed with aggressive profit-oriented goals; time pressures

        	Organizational systems designed for interdependence with the external environment
      


      
        	Organizational structure that undermines accountability

        	Ethical review processes and impartial grievance procedures
      


      
        	Lack of moral awareness

        	Individuals committed to maintaining solid personal standards
      


      
        	Organizational culture that allows for moral ambiguity

        	Selection and orientation of new employees
      


      
        	Cultural diversity

        	Consistent application of progressive disciplinary procedures
      


      
        	Instability of personal standards of right and wrong

        	Clearly enunciated statements of values backed up by supportive top-level leader behaviors
      


      
        	Double standards mixed with personal economic pressures (living beyond your means)

        	Managerial oversight
      


      
        	Biases in perception and judgment

        	Self-awareness
      


      
        	A sense of personal entitlement: “I deserve this!”

        	Humility
      


      
        	Trying to implement a great business idea with a bad business plan

        	Realistic business assumptions
      


      
        	Use of alcohol and drugs

        	Experience in observing the results of unethical behavior by other people
      


      
        	Personal traits: low conscientiousness, neuroticism, narcissism, use of power to achieve personal goals rather than organizational goals, emotional immaturity

        	Emotional, social and spiritual maturity
      


      
        	Moral disengagement: placing the responsibility on someone in higher authority; justifying the action as serving a moral purpose; reinterpreting the consequences; blaming the victim

        	
      

    


    Christians have a moral system that has been established on the Bible:


    
      	the two Great Commands: Love God supremely; love each other unselfishly25



      	the Ten Commandments26



      	the many principles and guidelines found in the Bible that are particular applications of the Ten Commandments27


    


    Amoral. An act that is amoral is defined as something that is neither moral nor immoral; actions that lie outside the sphere of morality. Some people say that this is true for the business environment. But this is a myth. Ultimately, business actions cannot be separated from moral standards of right and wrong (see fig. 1.2).


    
      [image: ]

      Fig. 1.2. The relationship between morals and ethics.

    


    Ethics. Ethics is the study of the basic principles for determining conduct. We might say that ethics is the process of thinking about action and then, on the basis of that thinking, taking action. Ethics is the process of thinking about morality or the application of moral principles to specific situations.28 Ethics involves the discussions and debates that people have when resolving differences of opinion regarding why some behaviors are wrong and others are right.29 Any time you have a conversation with someone (or with yourself) about what is the right thing to do, you are engaged in the ethics process.


    
      
        Ethics = the process of thinking and talking about moral standards

      

    


    In high school the principal announces a new student policy, and you grumble about this to your friends in the hallway after getting the news. You are “doing” ethics in the hallway during your conversation as you judge the rightness or wrongness of the new policy. Whenever you question why a particular social rule exists and why you have to obey it, you are doing ethics. Ethics involves our attempts to make sense of or justify a particular moral standard. It is the process of trying to be more precise in our thinking about right and wrong behaviors. It is the thought processes involved in understanding and examining moral standards that we hold or that other people agree with. Ethics also has been called moral philosophy. Ethics is personal or social group reflection on moral issues in an attempt to better understand why behaviors are right or wrong.


    Law. The nineteenth-century American physician and poet Oliver Wendell Holmes said that law is the “witness and external deposit of our moral life.”30 Law is the collection of formal codes that describe our public, but morally founded, duties that are either proscribed (prohibited, forbidden) or prescribed (required). Law is a contractual obligation that citizens make to each other “in exchange for which every individual has resigned a part of his natural liberty.”31 It is “a principled means of governing individual conduct.”32


    If laws are not obeyed, the citizen is subject to social sanctions and legal consequences.33 The law should always be taken into consideration for business actions for two reasons: it represents the minimum requirements established by society—failure to obey the law brings undesirable consequences of fines, imprisonment or other imposed limitations; and the law is an indicator of the moral foundation under the law that should be taken into consideration when encountering a situation not explicitly addressed by the law.


    
      
        Law is the collection of formal codes that describe our public, but morally founded, duties that are either proscribed (prohibited, forbidden) or prescribed (required).

      

    


    If it were not for Generally Accepted Moral Principles (GAMP), there could be no law. Legal requirements, while reflecting a common minimum level of morality by citizens, do not always define what is moral in the broader sense. The law is limited in its ability to address every possible action in every potential social situation.34 The law usually addresses very specific behaviors. Some laws are usually made in reaction to specific situations that have occurred. In this way these laws lag the public awareness that certain actions are wrong or right.


    
      
        “The law is the witness and external deposit of our moral life. Its history is the history of the moral development of the race. The practice of it, in spite of popular jests, tends to make good citizens and good men.” 35

      

    


    Many, but not all, laws are written in the form of a negative formulation saying what you must not do. But morality goes beyond the law by having something to say regarding what you should do. Furthermore, a particular behavior may be legally permitted (that is, the law does not explicitly forbid it), but it still might lack in a broader moral foundation (see fig. 1.3).36
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      Figure 1.3. The relationship of morals, ethics and law.

    


    Most actions in business that are legal also have a solid moral foundation for the law. And most illegal actions have solid moral foundations for the law. However, once in a while you may face a situation in which a particular behavior is illegal but might be the morally right thing to do in a particular circumstance.


    Likewise you will likely encounter business situations where it is permissible to act in a certain way but not moral. A person might play a dirty trick on someone but not break the law. Finally, there may be a few areas where it could be debated whether a particular action is legal or illegal and either moral or immoral. These debatable circumstances we call gray areas. They are debatable because all the details may not be known and yet we try to make sense out of them from an ethical point of view (see fig. 1.4).
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      Figure 1.4. A matrix of law and morals.

    


    
      
        MORAL OBLIGATIONS


        
          	personal, private


          	social, communal

        

      

    


    Moral obligations are private, individual rules of conduct.37 But they are not merely private. These rules are communal in that they are widely accepted across a given society as being valid. They have a communal impact. Communal means that it applies to the whole of society or even broader to a whole nation or even internationally. We say that morality is private only in the sense that moral standards for action are processed within a person. They are often commonly shared among many in society, rather than imposed from the outside source such as from the law.38 While there are some behaviors that are private, the behaviors of individuals in organizational settings are never absolutely or completely private because organizational behaviors have implications for or consequences for others.


    Table 1.4 provides a summary of the definitions and distinctions among three interrelated terms: law, moral and ethics.


    Table 1.4. Definitions and distinctions of three key terms.


    
      
        	

        	Legal

        	Moral

        	Ethical
      


      
        	Definition

        	Bare minimum set of specific behaviors that are required or forbidden as agreed to by society as written in formal rule of laws and regulations

        	The fundamental principles that govern social conduct that embrace a wider range of behaviors than the law can cover; based on values implicitly or explicitly embraced by society

        	How a person or a group of people evaluate right and wrong behavior a specific situation and come to a decision of what to do; the process of justifying an action based on moral standards; evaluating the rightness or wrongness of an action
      


      
        	Enforced by

        	The justice system; addresses a limited set of specific required and forbidden behaviors

        	Personal will to follow a strategy of integrity of behavior

        	Managerial decision-making policies and procedures or by personal will to follow a strategy of integrity of mind and heart; social pressure to conform to Generally Accepted Moral Principles
      


      
        	Examples

        	Don’t commit fraud.

        Report all your earnings accurately on your tax return.

        Tell the truth when you advertise.

        Tell the truth when you report financial statements.

        	Behaviors that may or may not be specifically mentioned in the local, state or federal law. Be honest; act with integrity toward employees, clients, suppliers, investors and the government.

        	When faced with a specific (and sometimes ambiguous) situation or question of what to do or not do, how should a person think through the moral issues and come to a decision that guides in how to act with integrity and honesty?
      

    


    Four Levels of Application


    Considering the range of issues and the broad scope of application of fundamental principles in the ethical, social and legal environment of business leads us to consider four possible levels of application: personal, organizational, industry/profession, and economic system.39 If we are to strive for consistent integration of our fundamental principles, we will be willing to consider each level. These levels of analysis are shown in figure 1.5.
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      Figure 1.5. Four levels of application of morality, ethics and law.

    


    
      
        PERSON


        
          	beliefs


          	moral values


          	perceptual biases in judgment

        

      

    


    Personal. At the personal level we find beliefs, moral values and thoughts guide individual behaviors which affect other persons. Here the ethical, moral and legal questions are: What is required or forbidden by law for the person? How shall a person behave in a moral manner when taking actions in the marketplace? How should the person dialogue with others in the marketplace, if at all, regarding right and wrong behavior? Accountability is personal for actions taken by the person. When moral problems arise, personal behaviors should be evaluated and, where necessary, corrected.


    Organizational. At the organizational level we find that beliefs, moral values and thoughts guide behaviors that affect the organization as a whole (e.g., organizational policies, procedures, work units, departments and many employees). At this level the questions are: How does the person influence organizational decision making regarding pricing, maintaining relationships with customers, suppliers and employees, fulfilling social responsibility, exercising stewardship and care of the environment, and determining the appropriate level of economic return? How can the person work diligently toward effectiveness in pursuing the organizational mission and efficiency in achieving an economic return while also valuing persons? How should the person speak with others in the organization, if at all, regarding right and wrong organizational behavior? Accountability is organizational for actions taken by the organization. When moral problems arise, organizational behaviors should be evaluated and, where necessary, corrected (see fig. 1.6).
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      Figure 1.6. Morals and ethics in organizations.

    


    Industry/professional association. At the level of the industry or professional association we find that beliefs, moral values and thoughts guide behaviors that affect the industry or professional association as a whole (e.g., industry practices) in which the organization or person participates. Here the questions are: How can the person influence the industry or professional association decision making that affect many persons and organizations? What are the moral values to promote among members? How to manage relationships with other industries or professions? How can the industry or profession exercise social responsibility? How can the person work diligently toward effectiveness in pursuing the industry or professional association mission by fostering the interests of the members? How should the person talk with others in the organization, if at all, regarding right and wrong industry or professional behavior? Accountability is at a broader scale for actions taken by the industry or profession. When moral problems arise, industry or professional behaviors should be evaluated and, where necessary, corrected.


    
      
        INDUSTRY OR PROFESSIONAL ASSOCIATION


        
          	officers, leaders


          	policy committees


          	oversight of activities


          	publications


          	annual conferences and programs


          	liaisons with other industries/professions


          	legislation monitoring; lobbying efforts


          	licensure standards and control


          	ethics standards


          	member discipline

        

      

    


    Economic system. At the economic system level beliefs, moral values and thoughts guide behaviors that affect the economic system as a whole. Here the questions are: Is the current economic system moral? What role, if any, exists by the business professional/economist to advocate for or against change in the current economic system? On what moral basis can the person separate the practice of business in the economy from entering the public debate about the morality of the economic system? Should persons use some form of collective action to attempt moral economic reforms? If so, what types of moral reforms should be approached first? If not, why not? Should a person take a stand for or against socialism, or for or against the free market system? If so, in what way and on what basis? How should the person dialogue with others in society, if at all, regarding right and wrong behaviors of the economic system? Accountability is at an even broader scale for actions taken by the economic system as a whole. When moral problems arise economic system behaviors should be evaluated and, where necessary, corrected.


    
      
        ECONOMIC SYSTEM


        
          	planning, coordination and reform


          	government-business relationship


          	coordination mechanisms for productive enterprises


          	factor and product markets


          	prices; incentive systems


          	national income, product and expenditure


          	central bank: money; inflation


          	international trade, finance, investment and aid


          	consumer economics


          	welfare and poverty


          	performance monitoring and feedback


          	access to natural resources; energy; environment


          	political economy; legal institutions, property rights, law, regulation


          	organizations: industry councils; government agencies

        

      

    


    Down to the Nitty-Gritty


    Think about Robert Ligon’s story from the first of the chapter . . . Let’s get down to the nitty-gritty (see table 1.5)!


    Table 1.5. Applying the ethical process.


    
      
        	Keeping Your Heart:

        An Intrapersonal Process

        	Walking in the Community:

        An Interpersonal Process
      


      
        	
          
            	What does your heart tell you about Robert Ligon’s goal of helping people who are overweight?


            	If you worked for Robert Ligon as the marketing director and you realized what was happening before the FDA found out, what would you do?


            	If you had this great idea for a business to sell low-fat doughnuts, what would your heart say is the right thing to do?

          

        

        	
          
            	If you worked for Robert Ligon as the marketing director and you realized what was happening before the FDA found out, with whom might you talk about this?


            	If you had a great idea to sell low-fat doughnuts to people wanting to lose weight, with whom might you talk about this to create your business plan? Would you discuss the ethics issues with someone?


            	In what way might a community conversation prevent unethical, illegal activities from coming into your business? In what way might a community conversation not prevent unethical, illegal activities from coming into your business?


            	Have a conversation with someone now regarding the possible ethical ways to sell low-fat doughnuts to people who are attempting to lose weight. How might an ethical business model be set up?

          

        
      

    


    Chapter Review Questions


    
      	Why is the interest in business ethics growing?


      	What are the benefits and costs of being ethical in business?


      	Why do some people believe ethics are not appropriate in business?


      	What contributes to ethical problems in business?


      	Explain the basic concepts of morality, ethics and law. How can these be distinguished?


      	What are the four levels of application of ethics in business?

    


    Discussion Questions


    
      	If everyone professed the Christian faith, would the ethical problems in business go away?


      	Should we praise integrity because it has market value, or should integrity be pursued because it has intrinsic value?


      	Why do you want to be ethical in business?


      	If the issues that come up in the ethical, social and legal environment of business can be applied at four levels (individual, organizational, professional/industrial and economic system), on what basis might we say that accountability also is applicable at all four levels?


      	If you worked in a doughnut bakery that inaccurately advertised low-fat doughnuts to customers, what would you say to the owner of the firm? If you were the marketing director for such a bakery, what would you do?


      	How can it be true, as stated in the previous chapter, that the marketplace is filled with unethical people pushing the boundaries of ethical limits and at the same time, as stated in this chapter, that the marketplace is filled with businesses that act ethically?

    


    Ethical Vignettes to Discuss


    For each of the following vignettes discern what is right and wrong.


    
      	Richard Schulze, founder and CEO of Best Buy, resigned under pressure from the corporation’s board of directors for failing to disclose a personal relationship between Brian Dunn, CEO, and a young subordinate. Such a relationship with a young subordinate is a violation of Best Buy ethics policy. A month before Schulze resigned, Brian Dunn also resigned. Increasingly corporate executive conduct, including behavior off the job, is under greater scrutiny by boards of directors. The use of social media by employees also is under greater scrutiny by mid-level and senior-level managers. Corporations are more sensitive to employees doing things that embarrass the company. Is it right that a company scan social media sites used by its employees and then discipline employees as a result of what appears on these sites?


      	You hire several Cambodian refugees to work in your plant that manufactures chemicals used in industrial coatings. These chemicals are highly toxic. The work is dirty and unpleasant. Mishandling raw materials can lead to serious injury and possibly permanent disability. The Cambodian refugees are willing to work for minimum wage and no health benefits. They seem grateful for their jobs.40 What is the right thing to do?

    

  


  2


  Fundamental Tensions in the Environment of Business


  Scripture Passage


  Do not merely look out for your own personal interests, but also for the interests of others. (Phil 2:4)


  Chapter Overview


  In this chapter we grapple with the concept of paradoxical tensions that represent unseen influences on ethical thinking and actions. In particular, we will


  
    	examine the characteristics of fundamental tensions in the business environment


    	distinguish the opposing sides of five fundamental tensions in all of business


    	explore the scriptural evidence regarding these four fundamental tensions

  


  Main Topics


  
    The Environment of Business


    The Nature of Paradoxical Tensions


    Economic Goals Versus Other Goals


    Individual Needs Versus the Needs of Others


    Short Term Versus Long Term


    Duty to Others Versus Consequences


    Universal Principles Versus Particular Situations


    What Adds to Complexity


    Down to the Nitty-Gritty


    The Bible on Fundamental Tensions

  


  Key Terms


  casuistry, cognitive tension, deontological ethics, moral reasoning, paradox, right-versus-right dilemma, specious reasoning, teleological ethics


  Opening Scenario1



  Dumping an unwanted employee on another company is not possible . . . unless you worked in the contract catering industry in 2003. Here’s how this dirty trick worked.


  Contract catering is the business of providing food services on a contract basis. Some contract caterers work for private special events such as weddings, anniversaries and parties. Other, large-scale catering companies serve organizations such as hotels, hospitals, prisons, large companies, schools and colleges on an ongoing basis. Aramark, Marriott and Sodexho Alliance were among the largest catering firms in 2003 serving companies such as Microsoft, Disney, General Electric and IBM. Some catering companies are regional, some national and a few have become global.


  Although the details of contract terms differ from company to company, some contract caterers take on all the costs and keep the profit. Others may negotiate profit-sharing arrangements. In some arrangements the food service workers have the option of staying with the host organization if there is a change in contractor. Regardless of the arrangements, catering contracts are often price competitive as the host organizations seek to minimize their costs by outsourcing.


  Catering contracts can be won this year and lost next year. It is during the transition from one contractor to another where dirty tricks can be played. In the contract catering industry the dirty tricks had gotten so bad in 2003 that some catering companies began calling for the development of an industry code of practice to bring a halt to the underhanded dealing.


  A few weeks before the effective termination date of a catering contract, managers who work for the outgoing company can use scare tactics with food service workers. Maybe the outgoing manager will make statements about what he has heard about how the new company treats food service workers. Or, maybe he will speak disparagingly about how the new company cuts corners in quality. Or, the human resource manager for the outgoing firm might warn workers that their work schedules will be disrupted or claim that the incoming firm is inflexible with employees who have small children.


  Employees with the most marketable skills will desire to work for the outgoing company if they get anxious about working for the incoming contractor. This leaves the incoming company with an employee group that in general underperforms, thus making it difficult for the incoming firm to achieve its profit goals. This can have a negative influence on the service quality. As a result, leaders in the host organization have second thoughts about their decision to contract with the new firm. With this scenario in mind, let’s consider five fundamental tensions in the ethical, social and legal environment of business.


  The Environment of Business


  Take a trip in a deep-sea submersible vehicle through the Pacific Ocean and you could travel to the Mariana Trench, the place in the ocean that is closer to the core of the earth than anywhere else. Below the partial ring of the Mariana Islands, the ocean is 36,000 feet deep. What is the environment of the Mariana Trench like?


  You can talk about water pressure because that may be what scares you the most. You might remark how dark it is down there. But if you wanted to get the central issues at stake of that environment, you would describe the geophysical plate subduction processes slowly at work changing the shape of the ocean floor. The Pacific Plate is being squashed and pulled under the Philippine Plate. You could also think of this as a very slow but gargantuan waste basket for the ocean. Whatever is on the ocean floor will be inexorably dragged into the underground molten lava pools that are even deeper. At the depth of the Mariana Trench you could also describe a paradox: the huge tension between the molten lava pushing up against the massive water pressure pushing down on the ocean floor. These forces are hidden from view but nevertheless are constantly at work.


  If you traveled to the core of the environment of business, what could you observe? You could talk about something personal to you and your goals, such as where the best jobs are or which career will result in the largest life-time earnings, or which career you will find most interesting. Or, you could broaden your scope and look for the processes at work that influence everyone the entire world of business.


  You can describe the environment of business in terms of what the average household in the United States spends (more than $6,000 on food, more than $17,000 on housing and utilities, more than $8,000 on transportation). You could mention the average hourly wage or the current unemployment rate. You can discuss the trends in e-commerce by noting that every year almost half a trillion dollars flow through the business-to-consumer (B2C) part of the economy. Some might be surprised when you tell them that nine times that much money flows through business-to-business (B2B) e-commerce transactions. But is this the core of the business environment?


  Here an analogy is in order. Think of an ordinary apple. When you look at it, you do not see the core that contains the seeds. Yet, you know from experience that the core is there but hidden from view. As you eat the apple from the outside, you progressively get closer to the core. Think of this chapter as representing the eating of an apple. At your first bite you might get some accounting. At your next bite you might get the taste of marketing or management or how to use a spreadsheet. Keep eating and you are getting closer to the unseen.


  Business is a social activity that can be seen. Because of this it is natural to think that business decisions are made based on only observable social behaviors. In business school we learn the activities of business that will help us be successful. We learn how to observe the actions of customers, lawmakers, competitors, and everyone who is relevant to business activity. But where do we learn about the fundamental core of business activities, the center which contains the seeds of everything that we do see? In this book we learn about the core.


  To change metaphors, it is like peeling back the layers of an onion. When you look at patterns of behaviors of buyers and sellers, you get nearer to the core of the environment of business. You see that there are patterns of opposing though unseen forces at work. You notice that buyers and sellers are both competing with each other and cooperating with each other. They compete when the buyer wants a product at a lower price and the seller wants to sell the product at a higher price. Yet, they cooperate by meeting in the marketplace of products and services to interact with each other in order to do business. This is one hidden element of the environment of business.


  Another hidden element of business is inside every organization: It is the presence of strategic thinking and operational thinking. Managers must keep in mind the big-picture commitments that the organization is making while at the same time stay focused on carrying out day-to-day activities. These and hundreds of other opposing forces are constantly at work throughout the business environment. Most of them are hidden, yet we experience their effect every day as we go about our work. When you go deeper, you get to the fundamental tensions that affect everyone in all social relationships, including business relationships (see fig. 2.1).
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    Figure 2.1. The environment of business at its core.

  


  The deep core of all social relationships is important for several reasons, though that is rarely explicitly discussed in other business textbooks and university courses.2 First, as we will see in this chapter, these fundamental though hidden elements of the business environment have an effect on all behaviors that can be observed. Second, sometimes we may not be aware of how these hidden elements affect us in our work. But this does not mean they are not present and active. The more aware we are of these unseen elements, the wiser we will become in managing the things that we see. Third, name any organization, from a family to a neighborhood watch organization to a for-profit business, a nonprofit organization or a government agency. None of these can escape the influence of these unseen fundamental tensions. The reason is that these fundamental tensions are locked into all social relationships. Fourth, to be successful in business we have to manage these fundamental tensions just as much as we must manage what we can see in our relationships in business. The only problem is that managing the unseen can be far more difficult than managing what we can see. As you gain wisdom for how to manage these fundamental unseen tensions, you are gaining wisdom for how to be successful.


  The Nature of Paradoxical Tensions


  This chapter explores five of the fundamental tensions that make up the unseen core of the business apple that we experience all the time. Before we explore these tensions, we will define the concept of paradox. Then we will learn the characteristics of these fundamental paradox tensions.3
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    Figure 2.2. A paradox illustrating two opposing forces.

  


  A paradox is a condition where two opposing forces are at work at the same time. A managerial paradox occurs when members of the organization must pursue goals that appear to be in direct conflict with each other. For example, managers are expected to be thorough and fast; however, these dynamics are somewhat opposing.


  Four characteristics of fundamental paradoxes in business help us recognize them.4 First, paradoxes in the world of business are universal in application. Everyone experiences them. This is true for the smallest-scale market­place exchange between two persons at a garage sale to the largest-scale series of transactions that involve multinational enterprises. At an even larger scale these tensions are present when nations negotiate treaties or try to figure out how to deal with global warming.


  Second, these paradoxes involve at least two somewhat opposite (or different) pressures at times counteracting or working against each other. This will be illustrated later in this chapter. Third, these paradoxes are enduring: they do not go away, but they must be managed. The reason for this is the fourth characteristic of social life: Each side of the tension is inseparable from the other. Both sides of the tension are structurally interdependent with each other. Each side has an impact on the other. These characteristics are summarized in table 2.1.


  Table 2.1. Characteristics of paradoxes fundamental to business.


  
    
      	Characteristics of the Fundamental Paradoxes
    


    
      	
Universal: These paradoxes can be applied in all types and all scales of social situations.
    


    
      	
Opposites: These tensions require the action of opposing or different pressures.
    


    
      	
Enduring: Paradoxes defy choosing one side over the other.
    


    
      	
Interdependence: The opposing sides of paradox are intertwined with and affect each other.
    

  


  In this chapter we are introducing the five fundamental paradoxes, the unseen tensions that affect all marketplace actions at all levels worldwide:


  
    	economic goals-other goals


    	individual-community


    	short term-long term


    	duty-consequences


    	universal principles-particular situations

  


  We will consider each in turn starting with the tension of pursuing economic goals versus pursuing other goals.


  Economic Goals versus Other Goals


  By its very nature business activities of buying and selling involve the pursuit of economic goals (earning money, making a profit, saving money, growing the value of assets). At the same time, the activities of buying and selling involve the pursuit of non-economic social goals (meaning in life, happiness, general well-being, flourishing life, social harmony, satisfaction in personal relationships, meeting the needs of others).


  Sometimes economic goals conflict with other goals but we feel compelled to attempt to achieve both. We do not always succeed. Sometimes we value the economic achievements. At other times the other social goals take priority. For some managers achieving a balance in both sides of the tension is an elusive target in every particular situation.


  Strangely, economic goals are intertwined with the other goals, many of them social in nature. It is difficult to achieve the other goals without a measure of economic success. And it is difficult to achieve economic goals without achieving other goals. Yet, placing too much emphasis on one side tends to be destructive of the other. Just as interesting is that both types of goals are essentially social in nature. Both usually involve actions with and for other people. Because of this, it is impossible to separate either set of goals from ethics.
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