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Leadership Defined
The need for leaders
In his book, The Dilbert Principle, Adams (1996) captured the frustration of defining leadership best when he wrote, "Leadership is an intangible quality with no clear definitions. It goes promptly down hill from here. That's probably a good thing, because if people knew the definition, they would hunt down their leaders and kill them" (p. 287). Robbins (1989) fully understood the complexity of leadership when he shared the following, “Simple and universal principles [of organizational behavior] are avoided because there exist no simple and universal truths or principles that consistently explain organizational behavior.  If it did, there probably wouldn’t be any organizational behavior theories” (p. 26).  


While a definition of leadership may be complex and difficult to compose, I view leadership as a relative expression of yearning from follower to leader. The follower’s call for leadership is linked to a relationship that appears to be fractured. Kennedy and Deal (2000) in their book, The New Corporate Cultures, suggested that the balanced image of a corporation as the servant of many constituencies has shifted to a single focus on shareholders and short-term financial performance.  This shift has undermined an implicit, long-standing belief in the mutuality of interest between employer and employee.  This widely shared belief carried the promise that if employees worked to the best of their abilities, a company would provide positive working conditions, ample pay and a stable career. 

Leaders often work within organizational cultures that provide barriers to diversity, change and innovation. Leaders need to be self-assured and confident in their purpose and life-calling as they assist their work communities in developing and accessing the individual talents and gifts of those they serve.  As eloquently stated by DePree (1989), leadership is about building a covenantal relationship with subordinates. 
A covenantal relationship rests on a shared commitment to ideas, to issues, to values, to goals, and to management processes. Words such as love, warmth, and personal chemistry are certainly pertinent. Covenantal relationships are open to influence. They fulfill deep needs and enable work to have meaning and to be fulfilling. Covenantal relationships reflect unity, grace and poise. They are an expression of the sacred nature of relationships (p. 26).  
I believe the thirst for meaningful leadership is tied to a follower’s profound need for a covenantal relationship. Without this relationship, the transactional leadership relationships that we have come to know and accept are the norm.  
Leadership definition


My definition of leadership reflects the need for a covenantal relationship with followers. While a manager may handle processes and procedures, it takes a leader to engage a workforce.  I define leadership as a covenantal relationship of shared labors and talents working towards mutual goals.
Essential elements of leadership
Covenantal relationship. A covenantal relationship captures the essence of my definition of leadership. Covenantal relationships introduce a level of depth and commitment that is capable of producing profound fulfillment within others. A covenant is a mutual agreement between two or more people, involving a commitment and a shared experience that bring closeness. 
Shared labors. I believe leadership is an interactive pursuit that is strengthened by the combined labors of followers and leader. Vision leading to shared purpose is essential to these combined labors because the mechanics of shared effort do not allow for either party to be ambiguous or withdrawn.  In my role as leader, I need to search my heart and soul for the values and beliefs that I am willing to stand behind.  Through my example, others will begin to accept and share these beliefs, which will enable them to shape their behaviors and begin to contribute in shared labors.
Shared talents.  I envision an energized work environment of shared effort that is punctuated by each team member’s individual contributions. These individual and unique talents, when applied to goals within a shared vision, will bare witness to the concealed reservoir of culture-changing capabilities within each team member. As a leader, I need to structure activities and opportunities that encourage and nurture individual contributions and talents.
Mutual goals. Do followers come to work wishing to fail or fall short of producing important results?  I have seen leaders who subscribe to this belief and manage from this orientation. Sadly, today’s work environment is often a patchwork of autonomous subcultures. Inclusion of followers to the point of sharing mutual goals is essential in my leadership theory. Without this, shared talent finds no release and covenantal relationships fail to materialize.
In formulating the components for my leadership definition it was clear that each component must comprise some manner of sharing between leader and follower.  Past practices of autocratic leadership failed to engage followers and drive positive organizational change.  I believe shared labor, talent and goals within a covenantal relationship allow leaders to access the transformational possibilities of the modern workplace.
Domain 1: Personal Authenticity 

I can think of no single quality that I value more than personal authenticity.  Authentic leadership is my quest for self discovery and awakening of purpose that inspires my personal journey.  An authentic leader is able to control the fear related to leadership. The authentic leader operates from a foundation of love and compassion.  This is not to imply that authentic leaders are without fear, but rather indicates that authentic leaders do not allow fear to impede their implementation of leadership.  

I believe that we are created with a purpose and encoded with special talents and abilities to offer others.  We are able to improve the lives of those we encounter and contribute to their self-actualization and journey towards their potential.  We make the free-will choice to engage these talents and gifts and use them to help others, or we ignore them and never realize the potential and power of giving life to these gifts. Therefore, I must engage in the process of empathic observation, making efforts to remain in a receptive state of awareness of others in order to engage their talents and gifts.  In their book, Primal Leadership, Goleman, Boyatzis and McKee (2004) said it best, “Once leaders have attuned to their own vision and values, steadied in the positive emotional range, and tuned into the emotions of the group, their relationship management skills let them interact in ways that catalyze resonance” (p. 51). 
Elements of authenticity
Rauch mission statement

I will become an authentic and effective leader by - fostering a relationship between values, purpose, and accomplishment while maintaining my Christian commitment. 

Core values: I believe a leader must have core values that connect with followers. Renowned leadership researcher and writer Bernard Bass (1998), wrote of this connection when he observed, "A person does not become a leader by virtue of the possession of some combination of traits, but the pattern of personal characteristics of the leader must bear some relevant relationship to the characteristics, activities, and values of the followers" (p. 5).  It is clear to me that leadership fails when it ignores core values. I believe personal foundational values are critical to leadership. Values lead to purpose, and purpose to accomplishments.

Moral Character:  We are encoded with the love of God, and the activation of these blessings is transformational. I believe it is impossible to exhibit effective leadership without maintaining moral character.  A leader’s moral foundation is his or her “quality control” filter, thereby providing direction and validation for decision making activities. Moral and ethical values support the establishment of trust. It is with that understanding that followers allow leaders to lead. 

Ethical Values:  Ethical treatment connects with a person’s spiritual DNA. A leader’s vision, articulation and application of any activity should mirror ethical values.  Authenticity is impossible to obtain without maintaining ethical values because, without these values, shared talents, mutual efforts and covenantal relationships cannot develop. I understand that strategic decision making and ethical evaluation are highly integrated and simultaneous. 

Vision statement: The needs are great and the opportunities limitless.  I envision an environment with energy for discovery and not one that fears non-conformance.  I see leaders and followers who develop their vision based on the overriding concern of what is needed, not out of a concern to keep the status quo in place.  Unfortunately, I have witnessed intelligent, insightful and talented people checking their creativity and dreams at the workplace door each morning. To avoid this problem, a connection of purpose is needed.  Followers and leaders need commitment, imagination and safety to become change agents within their environments. Leaders need to move from leader-directed to follower-enabled mindsets.  My personal vision statement reflects these concerns and observations: I envision a world that perpetrates itself with the energy of sharing, self- fulfillment, and triumph. 
Summary

 I believe my leadership can inspire others to consider the potential that they have within themselves.  I have the blessing of reaching hundreds of lives through my teaching and professional activities.  I can provide the reflection of what they can become.  I can encourage, facilitate and stimulate others.  They, in turn, are able to give witness and example to others of the possibilities that lie within us all.  This perpetuation is the lifeblood of human achievement. This focus of assisting others to release their God-given abilities and talents is my passion and something that offers me renewal and sustaining energy.

Components of My Personal Authentic Leadership
What components make my personal mastery of leadership both unique and meaningful to me?  Self examination and self awareness are critical when I consider my personal leadership philosophy. The fact is that each person has his or her own approach, preferences and ways of confronting organizational challenges. However, these differences in style can lead to a great deal of misunderstanding, miscommunication and resentment.  In the process, relationships can be fractured and communication channels break down, thus emphasizing the importance of self awareness.  Goleman, Boyatzis, and McKee (2004) communicated the importance of self awareness in their book, Primal Leadership, when they wrote, “…a leader can’t manage his emotions well if he has little or no awareness of them. And if his emotions are out of control, then his ability to handle relationships will suffer” (p. 30). Self examination is an ongoing activity of the authentic leader.
Myers-Briggs Personality Indicators
The results of my Myers-Briggs Type Indicators tend to highlight the key components of my life’s mission and values.  This activity has helped me increase my self awareness and has assisted me in becoming a more authentic leader. ENFJ indicators, as described below, offer an accurate assessment of my outlook on both a professional and personal level.  I have listed each measurement and shared examples of where I have seen them manifest.
Extrovert:  I seek interaction with employees and staff on a daily basis and structure my activities to institutionalize these daily contacts. Practical application of my leadership is very important to me and this involves direct communication.  This allows me to communicate my vision and offer my support to others.
Intuitive: Imagination, new possibilities and seeing the hidden potential of others are important parts of my core values and belief system.  I have been blessed to assist others in some remarkable accomplishments and self-actualizations.  Extensive work experiences and careful observation have sharpened the intuitive nature of my leadership. 

Feeling: I feel very comfortable making difficult decisions by using a Christian perspective. This should not imply that I have a disregard for my employer’s purpose and focus.  I have many examples of creative solutions to difficult problems while utilizing the Christian perspective. Christian perspective and good business practices are one in the same.
Judging: I operate my personal and professional life with an appreciation of goal setting, scheduling and attention to detail.  This is consistent with my task completion mindset.  I believe that transformation is initiated by a vision and then realized by action. 

I believe my authenticity is punctuated with the need to not have duplicity in my dealings with others.  What I say and how I act is congruent with whom I am inside.  I believe that authenticity is the foundation for effective leadership and other leadership skill sets are rendered useless if this foundation is not present.  

Domain 2: Organizational Learning 

I view organizational learning as the blood that is coursing through the body of any organization. When that “flow” is restricted or limited, organizations become ineffective and eventually expire from lack of nourishment.  Goldsmith, Morgan & Ott, (2004), shared this point of view when they offered the following passage in their book, Leading Organizational Learning, “Although we live in a world completely revolutionized by information, it is important to remember that it is knowledge we are seeking, not information.  Unlike information, knowledge involves us and our deeper motivations and dynamics as human beings” (pp. 62-63). It is vital to offer knowledge to drive organizational learning.  This must involve follower focused interaction and focus and not merely the dissemination of information.
Interest in Senge’s (1990) The Fifth Discipline, has invigorated the examination of organizational learning.  He offered five areas that he referred to as organizational disciplines within organizational learning (systems thinking, personal mastery, mental models, shared vision, team learning). Senge goes on to explain that personal mastery is being able to generate and maintain creative tension while maintaining a vision in a continual learning mode. I believe that these traits are critical for any successful learning organization.
Components of organizational learning

Action Learning
People are natural learners who constantly ask, observe, search, speculate, theorize, and experiment. Action learning accesses these natural learning attributes. Dilworth, in his 1998 article, “Action Learning in a Nutshell,” wrote, “The fresh thinking and new learning found in action learning are needed if we are to avoid responding to today’s problems with yesterday’s solutions while tomorrow’s challenges engulf us” (p. 28).  Action learning supports my leadership philosophy with regard to follower focus and mutual goals.  My leadership philosophy of organizational learning will highlight action-based learning that motivates open communication and dialogue while maintaining a vision that motivates followers to experiment and question.  
Learning System

I selected a learning system component as I formulated my organizational learning philosophy because a conceptual framework for understanding patterns of events and behaviors is critical to helping others see how change can be introduced. I find that creation of a peak-performing team requires that the team’s energy be focused within a loose fitting structural system that allows creativity while maintaining a focus on the overall vision. To get real and sustainable acceptance, knowledge management systems must offer value to users and the business as a whole. Values must address user need because people will not accept and use an organizational learning approach that does not offer value to the user.  

Hybrid Blend of Learning Systems and Action Learning
Major efforts have been undertaken in an attempt to build taxonomies of organizational learning as opposed to the development of action-based learning theory (Huber, 1991; Senge, 1990; Shrivastave, 1983). I believe that organizational learning is a system of human actions (action-based learning) that create patterns of learning and transformation of organizations (systems-based learning). I believe that organizational learning is a product of a hybrid of action learning components within a learning system. 
Domain 3:  Culture and Behavior Domain

Organizational culture provides a great service for business because it offers stability, identity and behavioral controls.  Culture and behavior offer order and reference to the organization.  However, organizational culture can, at times, provide a barrier to diversity, change and innovation.  It is from the competition within the arena of ideas that organizational culture and vision is born. 
In their discussion of organizational culture, Kennedy and Deal (1999) detailed an all too common and troubling occurrence within business culture, “Downsizing has cut the core out of many companies at the expense of internal cultural cohesion.  Mergers have thrown diverse groups of strangers together with little or no thought of how well they will relate one to another” (p. 2).  The shift has undermined an inherent, long-standing belief of shared vision between employer and employee.  
Important Elements within Organizational Behavior
Communication
 The mystery of communication within leadership touches on some philosophical questions about leadership. Is leadership simply an act that is a form of self-delusion projected upon followers? I believe some people lean towards the self-delusion interpretation. I have witnessed leaders who go through the motions of leadership behaviors and tradition but are not engaged.  However, I have a firm belief that the business community is seeking authentic leadership and authentic communication. Followers will respond to leaders who have the courage to lead from a deeply held belief system. Communication is the critical component in transporting change and improvement within organizations.
Motivation
 My leadership philosophy embraces contingency theory.  Contingency theory was developed when no universal traits or behaviors were identified in motivational theory research.  Contingency theory works on the assumption that situational variables interact with personal attributes or characteristics of the leader and result in leader behavior that can affect organizational effectiveness. I believe that good leaders who are interested in the creation of meaningful change choose the leadership interactions that help followers achieve their goals. They base this leadership interaction on the follower’s readiness level.
Organizational Culture and Behavior Components
I see and appreciate the personal and professional abilities of others. At the same time I often see a disconnection between their confidence and vision of the possible. I envision leaders and followers who develop their vision based on an overriding belief in the possible. 


As a leader, I am able to:
· Model behaviors that inspire and encourage others. 

· Embrace my educational opportunities and develop my understanding and skills.

· Continue to teach and attempt to inspire others to expand their belief in the possible.

I seek to develop an environment in which diverse opinions are encouraged and the subsequent growth is embraced. Stimulation and enlightenment would be the order of the day.  I see myself as a change agent within this evolving environment. As a leader, I am able to:
· Use my continued professional development and networking to influence structural changes within my work environments. (mobilization).
· From a senior leadership position, facilitate the creation of a “vision-based” environment. 

· Study and research these efforts and publish the results to share them with the business community.


As a leader, I have the ability to:
· Connect the elements of faith with good business practices for both students and leaders in my organization.

· Organize a professional group that is faith-based and connects the power of Christian perspective with business success.

· Write books and articles that clearly communicate the benefits of making Christian-based decisions.
I believe that individual leadership and the ability to assist organization behavior in a positive way involves a careful examination of personal strengths and setting individual goals.  I believe that the items that I have provided have fully explored my opportunities and provide an important source of future activities as I continue to increase my leadership effectiveness.

Domain 4: Change, Innovation, & Entrepreneurship 
In The Fifth Discipline, Senge (1990) stated, “Don’t push growth; remove the factors limiting growth. Growth, change, innovation, and entrepreneurship come for the followers” (p. 95).  In Warren’s (1995) The Purpose-Driven Church, he contended that we cannot presume to create the wave, but we have the power to recognize an existing wave of change. The more skilled we become in riding waves of growth and change, the more God sends.  I believe that the basis for change, innovation and entrepreneurship is in the ability to recognize what is provided and not in the invention of what never was. When we stray from this truth, we risk the creation of change that does not serve our organizational or personal needs.  I believe change is nothing more than a closer alignment to the opportunities that are present. A leader’s challenge is to recognize the “wave of change” that is offered.  The world is littered with the remnants of man-made “waves of change” that are shallow, self-serving and short-lived. The ability to sustain change and growth comes from a recognition and awareness of opportunity.
Elements of Change

Vision
An important element of change is found in the identification of the level of accomplishment that is possible when an approach is instituted. In a word, this is called vision. Bennis (1989) in his book, On Becoming a Leader, went so far as to say, “The single defining quality of leaders is their ability to create and realize a vision” (p. 94). Vision is an immensely powerful and far-reaching idea. Vision defines leadership and is fundamental to the process of leading an organization. Furthermore, it is often the inspiration for change and growth.
Approach

Will the individual or organization focus on the delivery of the change or on the actual change message?  Careful selection of the approach often defines the level of commitment and attention that any transformative proposal receives.  When considering approach strategies, I believe that the readiness level of the organization and other environmental variables must be carefully assessed before introducing and reinforcing change. Kouzes and Posner (1993), in their book, Credibility, reinforced an important truth when they wrote, “Empowerment is an important concept but one often misunderstood; perhaps it’s even an obsolete term.  The problem with empowerment is that it suggests that this is something leaders magically give or do for others”  
(p. 157). The greatest hope for change and sense of accomplishment is not merely empowerment. Often change occurs in a work environment where people are given a job that allows them an opportunity for achievement, development and challenge. 
Intercession Design

In examining change, Lewin (1974) identifies three phases of change process—unfreezing, changing and refreezing. The aim of unfreezing is to motivate and make the individual or the group ready to change. In the changing stage, individuals use identification or internalization to accept the change. Finally, refreezing is the process of integrating the new behaviors as patterned behaviors. Lewin’s theory resonates with me, and I believe it to be a sound methodology for intercession of change.
 I believe that any design needs to carefully examine the opportunities for establishing and maintaining the feedback loop. How should leaders introduce the concepts of change?  Are measurements in place to evaluate the level of understanding of the message?  Change designers answer these questions and understand the importance of sustaining change in its infancy. 
Innovation

Definition

I view innovation as an action-oriented activity of unrelenting effort, the phases of which involve attempting, testing, failing, and revising.
Elements


Action oriented. I believe that innovation is the process of discovery that is accomplished by active involvement. Innovation is an outward expression of someone’s passion and exploration. Many innovators are connected with a life purpose that will not allow them to ignore their need to discover and express themselves.

Hard work. I am drawn to the example of Albert Einstein who was a prolific innovator.  Einstein was a tireless worker whose work habits were as legendary as his relentless pursuit of innovation.  Inspiration met with perspiration because he was driven by his curiosity. It is apparent that he had an overriding life purpose that he was unable to ignore.

Attempt – test - fail – revise. This element provides a methodology for innovation.  When concepts begin the journey, this attempt-test-fail-revise methodology provides innovation in a usable form. Safety within an organization to attempt innovation is a critical first step and leads to testing of new concepts and solutions. It is clear that innovation rarely takes a direct route to discovery and the “fail and revise” part of the methodology allows for refinement and potential solution.
Integrating others. Integration is the process by which individual strategies are merged into a group strategy.  Individual risks become group risks, and individual goals are integrated into group goals. Ultimately, the culture is changed into a group of supportive innovation seekers.  
Domain 5: Globalization and Multiculturalism

Who cares about globalization and multiculturalism?  In a landmark textbook on the subject of global leadership, Harris (2004) concluded, 
The globalization of economics and marketplaces including advances in communication technologies are transforming worldwide the workplace culture and the workforce. Workers are moving in greater numbers across borders and national cultures, increasing the diversity within societies and institutions (p. 208). 
It is clear that global leadership is rapidly changing as advances in telecommunications, mass transportation and technology have led to the emergence of a global, information-oriented culture. Cultural differences offer a synergy that form competitive advantage and are gifts to be prized and shared.  I believe that globalization and multiculturalism offer great personal and professional opportunities for enrichment and shared accomplishment. My leadership philosophy will appreciate the cultural dimensions of collectivism, idealism, power distance, individualism, universalism and pragmatism within the work environment.  
Elements of Globalization and Multiculturalism


Cultural Intelligence
 I believe that cultural intelligence is slowly being recognized as a distinctive leadership skill set, much like the recent acknowledgment of emotional intelligence. I believe that cultural intelligence is a competency that is unique and one that can be developed. In his book, Cultural Intelligence, Peterson (2004) offered his definition of cultural intelligence, 

Cultural intelligence is the ability to engage in a set of behaviors that use skills (i.e., language or interpersonal skills) and qualities (e.g., tolerance for ambiguity, flexibility) that are tuned appropriately to the culture-based values and attitudes of the people whom one interacts (p. 89). 

Global partner focused
I understand that effective leadership within the global environment includes keen awareness of the needs of the followers.  This element of awareness extends to an understanding of the global partner’s need for affiliation, achievement and power.  Does the follower respond to task orientation versus relations orientation?  Initiation versus consideration?  Is “face” an important component of their belief system?  What about direction versus participation? Assumptions and cultural preconceptions must be put aside as leaders develop global relationships. Focus on the global partner is critical for entry into relationships and true diversity.
Summary
It is impossible to generalize the application of leadership behaviors and interactions from one culture to another. Achievement of cultural awareness and the resulting cultural intelligence is something that will require the leader to engage in the process of discovery.  It does not require travel to distant lands, it requires interest and commitment. This achievement of cultural awareness is greatly aided if the leaders understand the “locus of control” of the culture with which they are interacting. This is an important component of global and multicultural leadership. Understanding the locus of control is critical to offering leadership that resonates with those constituencies a leader serves. The global manager is aware of this reality and anticipates and provides the needed support and structure. In summary, it is critical to exhibit the mindset of follower-directed leadership: seek to understand and then to be understood. 

Domain 6: Ethics and Leadership Domain

I believe that ethics within leadership is a very personal manifestation of our individual worldview and provides the foundation of our authenticity as leaders. I believe the journey to become ethical leaders within the workplace is a difficult one. We are all born to a fallen world and becoming Christ-like is an endeavor that requires effort and attention to the details that have the potential to quietly erode our oneness with our Creator.  As we strive to achieve, it becomes easy to delay and even remove ourselves from the completion of the re-establishment of our communion to God.  Weiss in his book, Business Ethics, expresses this concept when he writes, “Individuals who justify their morality only from their personal beliefs, without taking into consideration other ethical principles, may use the logic of relativism as an excuse for not having or developing moral standards” (1998, p.133).

 Willard (2000) in his book, Renovation of the Heart, writes about how our spirit may transcend moral relativism and always be with God. He writes that by bringing our spirit into our conscious mind, we begin to create the feelings and thoughts that continue our journey to Jesus. We need to undertake and complete activities to know and serve God. Spiritual transformation of a human being encompasses the entire self. I believe that faith and ethics are interrelated and seminal components of leadership.
Knowing these truths would seem to create an uncomplicated path to salvation while serving our leadership mission; however, in a world with evil, it is an arduous journey.  Every step is ripe with the fool’s gold of worldly achievement and acclamation.  The rapid pace of today’s world and divided attention of the believer is an invitation for the enemies of Christ to filter in the doubts and distractions that lead us to destruction. 

We allow each essential dimension of the human gift to perform and assist in our journey to oneness to God.   By developing our sense of these many components of our spiritual formation, we increase our strength. With this spiritual formation we are able to look with confidence to our Lord and know that we will one day be united in the joy and warmth of his perfect love. 

Perhaps my greatest wish within my leadership approach is to demonstrate and proclaim that a solid Christian perspective serves and does not detract from effective and dynamic leadership.  Ethics cannot be realized without this approach. 
Conclusion
Theories of leadership have an eighty year history of scientific research. Students of leadership are often confronted with caustic debates among theorists, and this tends to give the field an appearance of chaotic turbulence. We must each struggle to find our personal belief, truth and direction.  If we engage in this journey of discovery, I believe we emerge with a renewed confidence and purpose that is able to carry us to the life the God intended for each of us.  
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