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THEORIZING RELIGIOUSLY-BASED ORGANIZATION LEADERSHIP:
MAPPING THE INTESECTIONS

RussELL W, WEST

WITH JOHN STOECKLE

INTRODUCTION ~ NO CANON FOR TASTE

“De gustibus non est disputandum.” It can be paraphrased
simply, “There is no canon for taste.” But what does this
curious statement have to do with theorizing religious-mission
organizational leadership? Let us answer by describing an
experience to which many professors of religious
organizational leadership might relate, especially when
searching for adequate textbooks to support their teaching
and scholarship.

I (Russell) had just reviewed Arthur Bedian and Daniel
Wren's “Most Influential Management Books of the 20t
Century.” I also had reviewed an un-recallable number of
leadership-related websites to see if a religious-leadership
equivalent of this management-type of review existed.! I had
also spent the better part of a month reviewing as many of the
primary texts listed on this Bedian and Wren's “Top 25" chart
as I could obtain. Even though the authors invoke C.S. Lewis’
admonition against the “snobbery of chronology” (the
temptation to dismiss our historical predecessors imperfect
simply because their antecedent concerns did not anticipate
ours adequately), the content of the well-culled list left me
somewhat vacant. As I sought a reason for this
disappointment, the obscure Latinism listed above emerged
from some lexical deep within me.

The management canon clearly lacks completeness and
utility for everyone at the managerial leadership study table.

[ am adopting the blended “managerial leadership” to escape the dichotomous
“manager vs. leadership” distinction. I do not wish to instigate here that debate,
but will rather declare my assumption that these are not different kinds of people
as much as these are complementary functions. which are apposite on 1
situational continuum, The term refers to that which makes up the conceptual
spaces of organizational leadership studies. Collins™ and Elwood literature review
on the subject models this precedent. See Doris B. Collins, and Elwood F Holton
111, “The Effectiveness of Managerial Leadership Development Programs: A Meta-
Analysis of Studies from 1982 to 2001." Humean Resotirce Development Quaiterly.
(Vol. 15, Issue 2), 217-248.
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The list is adduced from the cumulative construct tastes of
management, biases which might be best characterized as
naturalistic in worldview, empirical in research methodology,
industrial in operational context, and utilitarian in ethics.?
Given the significant worldview differences embedded in
these commitments, it is difficult to obligate religious mission
leaders to Bedian and Wren’s “most influential books” list and
others like it,? without signiticant qualification.

This essay attempts to construct a bridge that can make
the managerial bookshelf more accessible to such leaders and
scholars. It scans the literatures of formal leadership study in
search of intersections valuable to organizations that can be
described as being transcendentive, transformative, and
redemptive in their leadership and mission. This exploration

2 See Organizational Dynamics, Vol. 29, No. 3, pp. 221-225, 2001, In this article,
the authors provide service 1o management scholars by reporting the annotated
results of an internal survey of 137 members of the Fellows Group of the
Acadeny of Management. The 25 texts listed include (in order listed): Frederick
Taylor's The Principles of Scientific Management (1911); Chester Bericrd's
Functions of the Executive (1938); Peter Drucker's The Pructice of Mandagement
(1954); Douglas McGregor's The Human Side of Mancagement (1960); Herbert
Simon’s  Administrative Bebavior: A Study of Decision-making Processes in
Administrative Organizations (1947); Paul Lawrence and Jay Lorsch’
Organizational and Environment: Managing Differentiation and Integration
(1967); James March and Herbert Simon's Organizations (1958); Abraham
Maslow’s Motivation and Personality (1954); Michael Porter's Competitive Strategy:
Techniques for Analyzing Industries and Competitors (1980); Fritz Roethlisberger
and William Dickson's Management and the Worker (1939); Alfred Chandler, Jr's
Strategy and Structure: Chapters in the History of American Enterprise (1902);
Richard Cyert and James March™ A Bebavior Theory of the Firm (1903); Max
Weber's The Theory of Social and Economic Organization (1922); Daniel Katz and
Robert Kahn's the Social Psychology of Organizations (1966); Chris Argris’
Personality and Organization: The Conflict Between System and the Individual
(1957); Henri Fayol's General and Industricl Management (1910); Rensis Likert's
New Patterns of Management (1961); Joun Woodwuard's Industrial Organization:
Theory and Practice (1963); Ellon Mayo's The Humian Problems of an Industrial
Civilization (1933); Tom Burns and George Stalker's The Management of
Tunovation (1961); W. Edwards Deming’s Quality, Productivity and Competitive
Position (1982); James Thomspon Oirganizations in Action (1907); George
Homans™ The Hunian Group (1950); David McClelland’s The Achieving Society
(1961), and; Frederick Herzberg, Bernard Mauser and Barbara Snyderman’s The
Motivation to Work (1959). The *also rans” list with a signiticant number of votes
included: Peter Selznick’s Leadership and Administration (1957); Victor Vioom's
Work and Motivation (1904); Kl Weick's The Social Psychology of Organizing
(1969) and Geert Hofstede’s Culture’s Consequences (1980).

Similur canonical  projects, mostly with business management context biuases
include: Swaart Crainer. The Ultimate Business Library: 30 Books theat Shaped
Management Thinking (New York: Amacom, 1997): Daniel Goleman's Business:
The Ultimate Resource (Cambridge, MA: Perseus Book Group, 2002); and, Gary
Shaw, and Jack Weber. Managerial Literacy: Wheat Todeay's Managers Must Know
to Succeed (Homewood, 1L: Dow Jones-Irwin, 1990).
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enterprise’ of instituting ‘a sacred cosmos.® To be clear, we
have found few instances of the phrases “religious-mission
organization,” “religious-based organization,” “religiously-
motivated organization.” The closest forms to this term are
found in Helen Cameron’s work “Organisational Theory and
the Non-Profit Form - A Perspective from the Study of
Religious Organisations.” In this essay, she locates the
religious organizational form within a sociological repertoire
of forms. She names five types found within the sociology of
organizations literatures: churches/sects (a Weberian
distinction);  congregations and  sects/denominations
(Niebuhr's  America-centered reaction and refinement of
Weber’s use of sect, derived from the German State church
context); and cudt (Troeltsch’s distinctions concerning sects).
She adds to these the categories of religious orders,’
associations, and agencies.8 Value expressiveness is a defining
feature of all of these organizations.

When this project began, “religious-mission leadership”
made 1n the foundational concent that wwe qrmghr te
investigate. The assumption was that mission made the most

difference in the organizational tvpalooies, W
o al tynologie

ile this may be

the best way to categorize organizational types, the term
LLHODIVEL GO UL WIIUUL agBdgu. il b Cadsily CuiluscU Wilil
missions or missionary when coupled with the word
organization. From these associations, it tends to negatively
CONNGIE  Colonialisiy, culiutal  mperialisi, and  overseas
specialized ministries conducted by intercultural ministry
specialists.

Recently a new breed of missiologists have sought to
reform the term for their ecclesio-centric visions of the
“church beyond walls” by employing the word “missional.”
This is understood to be a church that is engaged in culture
and societal works of witness regardless of its location. It is
still too early to tell whether this term will be valuable to the
5 Quoted in Margaret Harris, “Organizing God’s Work,” from The Sacred Canopy:

Elements of a Sociological Theory of Religion, 1967, 26.
7 Nygren and Miriam D. Ukeritis, “Nonprofit Executive Leadership Education Study.”
Theological Education XXIX, No. 117-131, 1992.

Cameron, S.
9 Meveres Ayaade ST ATE Dt Lt DY et e nae e et

o

Vol. XXXIT, Number 4, Oct. 2004, pp. 419-420; “Missiology’s Journey “of
Acceptance in the Educational World.” Missiology, Vol. XXXI. Number 2, April
2003, 131-153.
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study of religious-hased organizations.!” However, there
remains another problem in that searches for this term and its
various uses yield little in relation to organizations. The closest
terms with the mission/missional semantic range came back
through  search  engines as ‘“religiously-motivated
organizations.” The one term that began to appear which is
most closely associated with intersectorial organizations was
“religious-based organizations.” This term, more than any in
use, is associated with a range of organizational types which
are distinctly motivated, organized, and structured in
decidedly religious, spiritual, transcendentive, and moral
ways. These organizations would most likely self-identify with
the conceptions used in this paper.

One means of determining the status of the religious-
based organization is to examine the entire universe of
leadership literature for instances of mention. An exhaustive
sample proved to be too broad for this project, so a
representative sample of leadership literature was chosen.
Contingent upon the concepts one uses to initiate the query,
approximately half a dozen texts can be found in print that
provide a significant overview of leadership theory. Taking
my method from James Anderson’s similar analysis of
communication theories, we queried hooks in print with the
concepts  “leadership  theory,” “leadership process,”
“leadership conceptualization” and “leadership construct” or
synonyms of these terms.!! Books with more than one edition
received higher values since we reasoned that subsequent
editions implied satisfied market users and time transcending
qualities.

The search yielded several texts as primary candidates for
analysis: Martin M. Chemers and Roya Ayman’s, Leadership
Theory and Research: Perspectives and Directions; J. Robert
Clinton’s, 4 Short History of Leadership Theory; Murray Hiebert
and Bruce Klatt's, The Encyclopedia of Leadership: A Practical
Guide to Popular Leadership Theories and Techniques; Robert
N. Lussier and Christopher F. Achua's, Leadership: Theory,

10 Darrell L. Guder, The Missional Church: A Vision for the Sending of the Church in
North America (Grand Rapids: Eerdmans, 1998); Alan J. Roxburgh, The Missionary
Congregation, Leadership, and Liminality (Trinity Press International, 1997).

11 Another approach to expanding this search would involve inclusion of
‘organization, ‘organizational,” ‘organize,” and other synonyms in combination
with leadership themes.
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Application, Skill Development; Peter G. Northouse’s,
Leadership: Theory and Practice; and Jon L. Pierce and John
W. Newstrom’s, Leaders and the Leadership Process.

Several other titles appeared in the queried returns, but
were disqualified from the final list since they were either
domain-specific or partial in their treatment, e.g., educational
leadership or nursing leadership. These included: Tony Bush,
Theories of Educational Leadership and Management; Patti L
Chance and Edward W. Chance, Introduction to Educational
Leadership and Organizational Bebavior: Theory into
Practice;  Russ  Marion,  Leadership in  Education:
Oiganizaiional Theory jor the Practitioner; and Lippincott,
Willlams and  Wilkins, Leadership Roles and Management
Functions in Nursing: Theory and Application. One other text,
which contained one of the queried terms, was eliminated in
that it was not specifically oriented toward surveying
leadership theories. This was Robert G. Lord and Douglas J.
Brown, Leadership Processes and Follower Self-Identity.1?

]Thnn(‘li\ Race’e IHrandbhnnb rn‘ Tnnflnm«/uh 'T‘ln,)/un.

Research and Managerial Applzcalxom should have arrived in

N oser {Hh r]

- PPN B | ;
it was conducted, it did not A

14t

the books in ori

P
case could be made for its inclusion as well as <everal

Ciidydivpodie and  diclatuie  review-oriented exrs ke it
including: Gary Yukl's, Leadership in Organizations; James
McGregor Burns et al’s four-volume, Encyclopedia of
Leudersiip; the three-voiume, International 1 ibrary of
Leadership; Robert Terry’s comparison of six theory types in,
Authentic Leadership: Courage in Action; and Joseph C. Rost's
critique of the industrial paradigm, examining 587 leadership
texts in Leadership for the 215t Century. Most of these texts
provide meta-analyses, trend analysis, and research journal
content reviews for the most recently published texts, but they
do not present an explanatory proposal for particular theories,
(perhaps Gary Yukl's work being the primary exception,!3
12" There are two unavailable texts, which fit the parameters, and may be relevant to

reviewers for the Journal of Religious Leadership. C. B Crawtord Understanding

Leddership: Theories and Concepis — Out of Pring; William L. Gardner, et al |

Authentic Leadership Theory and Practice: Origins, Effects and Development - Not

Yet in Print.
B0 concidhar 0

I 2 T Y L T T O I
G ee ol UGG U uad oo adipius waoi
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reconcile shuncommob in wlm( he lnmbdf has learned ftrom the evaluation
process. His Multiple Linkage Model accounts for the confounding variables,
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along with Chemmers!1), so we chose not to include them for
sake of manageability. Conceivably, a more intensive content
analysis would include these sources, as well as representative
journal articles which are the substance of these review texts.

In table one, the thematic findings from the analysis are
reported. The comparison showed a unity on the following
theoretical themes: biographic (to include trait, profile,
behavior, style, and skill theories), various contingency
approaches (to include Michigan and Ohio Studies behavioral
studies’ favorable fit model, situational management and
leadership models, normative leadership model, path-goal
theories);  psycho-social — approaches — (to include
psychodynamic,  emotional intelligence, behavioral
complexity, self concept, self efficacy, and social learning
theories); social exchange models (to include leader-follower-
situation construct, transactional leadership, leader-member
exchange, leader effectiveness theory); and provocative
expression theories!5 (to include transformational leadership,
charismatic leadership, normative leadership theory, servant
leadership, critical leadership theory, leadership emergence
theory).

If a text contained theory sets not found in the other
comparison texts, these theories were listed under the
heading “Sundry Theories.” Inclusion in this category is not
equivalent to the theory being especially provocative or that
the reviewer is the author of the theories, rather it is
recognition that this compiler represents differences with
other compilers in their theory-set nominations.

i Martin Chemmers was a student and friendly critic of Fiedler (of Fiedler’s
contingency theory, one of the most influential theoretical proposals of the last
century of leadership study). Chemmers builds on the contingency theory-
building program, seeks to correct some of its parsimony problems. In the end he
offers a snapshot of the a leadership situation which also accounts for moderating
variables of culture, gender, organizational constraints and other seldom-included
items in broad scope proposal.

15 1 horrow the language of “provocative theories™ from Robert Terry's insightful
examination of leadership theories. He reduces these theories (0 six types. three
raditional and three provocative. Transformational leadership and charismatic
approaches are examples of how he reframed these theories to contrast them with
conventional and historical studies. See “Six Views of Leadership” in Authentic
Leadership: Courage in Action (San Francisco: Jossey Bass, 1993).
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tested with this kind of broad validation.!® This forces us to
come to terms with the ambivalent findings of this survey.
Coming to Terms with a Loose Canon

No place is it more evident than in a textbook comparison
project like this, how relative is the construction of leadership
knowledge. The comparison reinforces that in such matters of
taste there is no canon. Few schemes are universal to each
text, although a few theories repeatedly vie for wide
generalization. Unfortunately, religious-based organizational
leadership as a subset of organizational leadership inherits
many of the same problems as its parent field. These results
have caused us to conjecture whether the status of religious-
based organizational leadership scholarship is best described
as a continuum that ranges from absence to ambiguity. This
approach is inadequate, however, for one of the world’s most
enduring organizational entities - the church and its related
agencies. For this reason, we chose to include appreciation as
a complement to this continuum.

Absentia. Why the absence? Absence of the religious-
based organization may not be due to antagonism to the
church and its related agencies,!” but the practical effect of the
exclusion is the same. Categories exist in the literature
wherein one might expect contributions of religious, spiritual,
transcendentive, theological scholarship to be intelligently
included, but these are seldom found. These absences are
most notable when constructs turn toward: self-

10 [n a very interesting intercultural proposal, Robert House et al. have argued that
transformational and charismatic leadership approaches may come closest to
hearing universal theoretical signatures. This conjecture comes afier a 61-nation
extended study entided “The Globe Project,” House explores organizational
effectiveness  constructs across  executive and managerial units in sample
international organizations. Field research conducted by highly trained language-
able field researchers, the research seems o repeatedly point toward themes
consistent with the assumptions of charismatic and transtormational leadership
constructs.

17 1t is not at all uncommon to find references to ministers, church, allusions and
quotations from sacred texts sprinkled throughout organizational scholarship. In
most instances these amount o “cultural” references akin to illustrations with
historical figures, classic works of art, monumental exploits and categories of like
things, e.g. “Much of our description of history is the story of military, political,
religious, and social leaders who are credited or blamed...” (Yulk, 1); “Ministers,
doctors, coaches and teachers are all examples of individuals who have the
potential to influence us”™ (Northouse, 6); “leaders as prophets, priests, chiefs and
kings served as symbols, representatives, and models for their people in the Old
and New Testaments, in the Upanishads, in Greek and Latin classics, and in the
Icelandic sagas” (Bass, 3).
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transcendence, spirituality, commitment, stewardship, ethics,
morality, authenticity, valuing, motivation, persuasion, service
and servanthood, and human nature. Not a few corporate
writers have tripped into such themes with seemingly little
awareness of mature literatures which preceded their work
that might have added texture and depth to their efforts.8
These absences, however, represent a warrant for religious
organizational leadership researchers and scholars to enter the
interdisciplinary conversation, with credible scholarship, and
to offer language and frameworks where these are lacking.
Several interacting dualisms work to conspire toward this
oversight of the religious-based organization. The scholarly
space dedicated to theoretical consideration is prejudiced
necessarily toward the industrial paradigm, a dominant
worldview that is naturalistic, pragmatic, and utilitarian. Given
the worldview of religiously motivated agents who engage in
complex organizing, a worldview which is describable as
theistic, transcendence-oriented, spiritually-receptive and
moralistic. the religious factor is out of fir with the hottom line
demands of outward industrial and corporate life.!? The

ne }\‘{4 g“wa

bottom line score card has tended 1o detern ‘
although the new era of a balanced score card may
GLLLELLIVUGIL WL GUHZIUGOTaoUG UlgadlliddaiiUll, Willil  iis
vocational dualism helps explain the religious organization’s
absence, it is not the only dualism at play.

Throughout most of the last ceniury religion was
considered a private matter in America, attended to
ritualistically on special days of the week and year, but not
necessarily being related to the outworking of vocation and
an organizational ethos.?Y This dualism, a distinctly Western
phenomenon, allows for compartmentalization between
matters of faith and vocation that becomes personal and
public, sacred and secular, spiritual and material. Many
societies of the world consider these divisions artificial unto

18 A few examples of recent include: Boleman and Deal's, The Soul of Leadership,
Authentic Leadership, Shepherding Leadership.

19 A section entitled “Church of the Holy Corpocracy” in Ralph Este’s Tyranny of the
Bottom Tine: Whv Corborations Meabe Gond Peable Do Rad Thinee (&an Francicoo.
Berrett-Koehler  Publishers, 1996), 6, makes the point that involvement in
corporate life does not come without its moral and spiritual hazards.

20 Jeavons, 30-40.
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hypocritical, and  practically unfeasible.2!  But such
compartmentalization has allowed some to find ways of
introducing the power of the interior into the workplace.?? In
the last thirty years the interior life and its outworking have
been made mentionable in the wake of the moral and ethical
downfall of prominent leaders.

Another reason for the religious-based organization’s
absence in the study of leadership relates to the changing
social environment wherein both organizational leadership
scholarship and the economic engines of society have grown
up along side one another. The last century of managerial
leadership scholarship developed in the evolutionary
environment of three of the most profound technological
shifts in human history. At the turn of the last century, the
agrarian age was still the primary economic modality for most
people on the earth. But an industrial age, particularly in
America and Europe, began displacing that hand-to-plough
world through new scientific and technological inventions
applied to manufacturing and production processes. Before
the century would end, the information age, building on
lessons learned through industrialization, would be firmly in
place. The transition from the city-block sized mainframe
computer (able to add, subtract, multiply and divide) to the
laptop computer that runs complex software programs, along
with blackberries and ear-bud cell phones has become the
norm. Meditating on questions of religious organizing in the
face of such technological change would have seemed
superfluous unto odd. But certainly the story of Frankenstein
always stands as a watchword to technological change
agentry, that God and the Devil are intimately involved in the
details. But, again, whose job is it to raise these questions???

2 See Geerl Hofstede Cultures and Organizations: Sofhware of the Mind ~
Intercultural Cooperation and its Importance for Survival (New York: McGraw
Hill, 1997), 250.

See J. Conger. Spirit at Work: Discovering the Spirituality in Leadership (San

Francisco: Jossey-Bass, 1994); lan L. Mitroft and Flizabeth A, Denton's “A Study of

Spirituality in the Workplace” (Sloan Management Review, Massachuselts Institute

of Technology, Summer 1999, Vol. 40, No. 4, 83-92): and also, Arnaldo Oliveira’s

“The Place of Spirituality in Organizational ‘Theory,” (Electronic Journal of

Business Eibics and Organizational Studies. Vol. 9, No. 2. 17-21)

23 peter Drucker, considered the father of modern management by many, consulted
the moral center of his Christian faith, as he argued for social responsibilily in
organizational execution. His prolific influence as a thought leader on business,
governmental and third sector managerial leadership practice throughout the

v
15

Journal of Religious Leadership, Vol. 4, Nos. 1 & 2, Spring/Fall 2005



160 WEST/STOECKLE

During the last century, a particular form of evangelical
Christianity came to dominate a major portion of the American
culture-scape. It focused on a vertical-oriented focus on the
redemption of the individual at the expense of a horizontal-
oriented focus on church agency in the redemption of culture.
This separation in priorities has created spaces of neglect and
abdication in the outworking of culture and society. But an
answer to the question above is that God was working in
industry even though the church did not always understood
its role in forming a culture-keeping vocational consciousness
that construed work in the marketplace as the sacramental
work of the church in culture. Thus, the boardroom and the
assembly lne, during the industrial era, were more
characterized by inhuman and inhumane views of the person
and productivity rather than by a healthy spirituality.24

Ambiguity. Why ambiguity? It seems habitual, in the
history of formal leadership studies, to offer obscurity when
protundity is lacking. Many leadership studies by esteemed
scholars begin their best books with a series of disclaimere
and quaiiiers 1 the name of the topic’s unassailable
mystique.2> However, if the parent field of study is hard to
decipher, the concept of religious-based oroanization
FLGMVEDRGR i UG WRGLCT ICTALUISS UL 1uniad leadersiup studies
is an ambiguous one at best.

Leadership, as a formal study, derives from a profuse and
peipleaing scholarly radition, one that 1s only just over one
hundred years old in the American research tradition. Its
copious buildup of research has offered a world of rich

second half of the last centurv substantiates the imporiance of vaeational
stewardship in the execution of religious based organization. See Peter Drucker
“The Age of Social Transtormation” Leading Organizations: Perspectives for a New
Era. Editor. Gill Robinson Hickman (Thousand Oaks, CA: Sage Publishers, 1998).

=4 1t is o be noted that a remarkable shift has been underway in the last twenty
years. As some theorists have called the era in which we find ourselves (o be the
“An Era of Complexity,” this time frame is characterized by a search for
tootedness, principles and virtue. That the books of Seven Habits of Highly
Ejffective Leadership, Principled-Centered Leadership by Stephen Covey, the Moral
Compass and Buok of Virues series by Bill Benneu (pre-gambling disclosures)
and Leadership and Self-Deception: Getting Out of the Box have become national
best-sellers in this era is signal of a popular demand for morality-centered writing,
and these each from professedly rolisinge writees

25 M Tovedoediias s al e P

. - . R
the practice of obfuscating the leadership topic; he also offers an aliernative
reading to this approach by reframing most of leadership studies history as
management history.

Journal of Religious Leadership, Vol. 4, Nos. 1 & 2, Spring/Fall 2005



JOURNAL OF RELIGIOUS LEADERSHIP 161

insights into one of the most “studied phenomena on earth.”
From that same buildup, leadership scholars have also offered
disarray, confusion, contradiction, and triviality, making it also
“one of the least understood phenomena on earth.”2¢ While
there are many reasons for the ambivalent results regarding
the study of leadership, two reasons are worthy of mention.

First, leadership is the rightful domain of sense-making
beings, requiring each human to form implicit constructs of
what comprises ideal and blemished leadership prototypes.
Leadership scholars refer to this a priori condition by names
such as “implicit leadership theory,” “prototypical leadership
model,” or “culturally implicit leadership theories.”?” Each
refers to the same construct, a condition that is represented by
that stock of images, expectations, attitudes, behaviors, and
cultural scripts which account for what each person takes as
a given about leadership and the leadership process. This
state of affairs explains why one can interview ten people on
their definition of leadership and receive ten (if not thirteen)
different replies. But this a priori construct does not fully
explain the confusing state of the leadership concept in its
academic literatures.

Second, many leadership scholars and practitioners who
write about the topic of leadership and organizations routinely
do so with little epistemic self-consciousness. In doing so,
they assert their own implicit theoretical perspectives without
referencing the origins and content of their prototypes, or
acknowledging that audiences, readers, and colleagues
already have prior commitments that already fill this lexical
space. This lexical relativity problem - we each have our own
view of leadership, and some of us publish and practice our
view as if it was the view - places most formal leadership
studies on perpetual motion wheels similar to those found
within hamster cages. These positions create high volumes of
peripatetic activity, which contribute little actual advancement
in persuasive and productive knowledge claims about
leadership. From our studied point of view and that of

26 james McGregor Burns, Leadership (Harper and Row, 1978).
27 Bernard Bass, Handbook for Leadership: Theory, Research, and Applications.
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others,® this “ferment in the field” is the starting place of
current leadership studies, and it heavily constrains how
religious leadership scholars and educators must proceed as
they initiate generative knowledge spaces such as the
Academy of Religious Leadership and the Journal of Religious
Leadership.

A number of religious leadership scholars and
practitioners who publish, and who have generated a small
but burgeoning library of literatures, have begun to commit
the same self-referencing mistake that has mired the wider
community into imprecision and relativity. Additionally, many
Christian religious leadership authors commit the doubie-sin
or uncritically appropriating industrial paradigm constructs
from assumptive systems which are incompatible with their
core principles of transcendental, theistic, humanistic, and
revelation-dependent epistemology and ethics.

Evidences of this naive appropriation can be found in the
two dominant Protestant evangelical reactions to leadership.
An examination ol their publishine. nractices and atrinides on
ieadership reveals that these two contrasting reactions are on
the ends of an attitudinal spectrum ranging from arersion to
embrace. The aversion pole in evident in statements like

el ajriivil, S Ulih  Gillisiidid
oxgamzanonal leade1 assertcd in a public meeting. He went
on, “one may be a servant-that is all. There is no need to
moedify this condition with the power vitus of leadership.”
This Well—known and highly regarded Christian organizational
leader could not disassociate leadership from coercion, abuse,
and authoritarianism. He seemed confident that he was
summarily representing the ethos of biblical spirituality while
doing so (as well as the entire spectrum of leadership
thinking). Another example, less crude, of the aversive pole
might be the seminal text, Church Leadership: Following the
Exampie of jesus Christ (Grand Rapids: Zondervan, 1980) by
O. Lawrence Richards. Richards seeks to represent a biblical
theology of leadership in this thoughtful work. He sets up a
series of contrasts between indistinct industrial paradigm

22 We are not alone in onr econchisinne canreeni o

POONS POPI DU FRIPTRNR 1 . i v

provides ampk case evidence in his examination of the formal leadublnp smdlna

field. its cemterpiece being the examination of incompatibilities between 222
I
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models and their production and profit aims on one hand and
the relational nurturance mission of the church on the other.
Richards gives a textual voice to the attitude of many
Christians on leadership, and other social and natural science
disciplines. This dualism has a long career, accounting for
abdications from many of the opinion-molding arenas in
society such as government, law, economics, and various hard
and soft sciences. This is an unfortunate position, but it is not
the only one.

The opposite end of the continuum offers a sunnier
appropriation of organizational leadership themes. In this
vein, “everything rises and falls on leadership,” at least, that is
how John Maxwell, (one of the publishing lightening rods of
the leadership embrace pole), sees the matter. Leadership, on
the embrace end, is a virtual talisman of qualified success.
This means that if its traits and techniques can be mastered,
giving due diligence to issues of Christian spirituality of
course, then one can actualize, accelerate, and achieve.
Human potential is just below the surface in each of us, and
leadership is the means and end of releasing that potential
into its “God-given” end.

While our next statement may not be applied universally,
it can be applied substantially as a way to understand what
articulators from this pole are talking about. In these works
you can replace the word leadership with the word self-
actualization and usually find you are within the same
semantic range.? This is as unfortunate as the aversive
reaction. Each extreme end of the continuum tends toward
errors in unsubstantiated generalizations, methodologies, and
operational recommendations.

29 Lixamples of the self-actualization motif is evident in: Be a People Person. (1989
Victor Books); The Winning Attitude: Your Pathway to Personal Siuccess (1996,
Nashville: Nelson Books); John C. Maxwell. Today Matte . 12 Daily Practices to
Guarantee Tomorrows Success (2004, Atlanta: Center Street).

3 Maxwell projects a scientific confidence when he confuses experientially-informed
opinion with universal and irrefutable covering laws with in 21 Irrefutable Lauws:
Follow Them and People Will Follow You (Nashville: Thomas Business Books,
2002). The laws, so-called, are easily refuted by assertion of counter-examples that
most anyone can generate with some thought. However, these counter examples
take nothing away from Maxwell’s good intentions to help persons self-nctualize
more predictable circumstances.
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Both of these reactions grow in the same soil of an
uncritical view of leadership as a construct. Aversion and
embrace reactions each give evidence of a virulent dualism in
operation. Both are guilty of the first error of lexical relativity
(referred to above). And these two reactions add additional
layers of confusion and mystique to the communication
problem that plagues formal leadership studies. So what can
be done? How does one offer sense-making schema in such
a complex conceptual space? The average person usually
makes sense of this space by employing functional leadership
and organizational judgments that have implicit theories
embedded within them. On the other, and a great number of
leadership scholars and practitioners seem to be unaware of
the need to take account of these implicit pre-existing
theories. That the question must be asked betrays the
ambiguous state of the art for religiously-motivated
organizational leadership.

Ambiguity accounts for a great deal of the mixed returns
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Clark’s, 1he Measure of Leadership; 1. Thom
A. Hicks and Terry L. Price’s, International Library of
Leadership; and the most recently the four-volume James
McGregor Burns et al.,, Encyclopedia of Leadership. These
texts are indexes of the width, depth, and breadth of formal
leadership study, taxonomically covering more than a century
of some of the best literature on leadership. But for a
researcher with a mental picture of distinct religious
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these volumes are nearly mute. A content analysis of these
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religious organization to be as any organization, one that is
subject to the same vicissitudes as any inculturated social
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INVITING APPRECIATION OF THE RELIGIOUS-BASED ORGANIZATION

The preceding sections dealing with absentia and
ambiguity in relation to the study of the religious-based
organization in organizational leadership literatures are
needlessly inadequate. Given the importance of the religious
impulse in every society, critical appreciation and engagement
of organizational leadership by religious leadership
practitioners is warranted. Ambiguity and absence persist in
the formal literature of organizational theorists because of the
relative absence of credible scholarship from the religious
organizational realm. In every instance where scholarship of
this character emerges, the field of leadership studies
demonstrates a propensity to be inclusive, rather than
exclusive.3! The remainder of this paper constitutes an
attempt to remedy the ambivalent status of the religious-based
organization in  organizational scholarship.  Critical
appreciation, not ambivalence, is the desired response. It is
our assertion that extant organization leadership scholarship is
sufficiently  relevant to religious-based  organization
practitioners and scholars. What may be lacking is the work
of translation. Meaningful intersections are needed which
would allow religious-based organization practitioners and
scholars to make better use of the existing managerial
bookshelf. The road works both ways. These intersections
must be critically framed so as to allow organizational scholars
who may not be engaged in religious-based organization
practice or scholarship to gain access to research and theory-
building conducted by religious-based organization scholars.

31 In the preface to the third edition of The Handbook of Leaderskip, called “What's
New in This Edition,” Bass outlines those evolutions in the field of leadership
studies since the last (1981) edition. In it he charts how cognitive science has
liberated leadership from social psychological moorings; the maturation of
tesearch methodology, especially related to culture and environment; societal
changes that necessitate new inquiries, how that health professionals, data
processing administrators and police officials have become increasingly the
subject of study; new journals, biographies, “pop” leadership 1>ooks and centers
of study and research are mentioned. This important state-of-the-art text is the
case in point that as shifts occurs, of a credible nature, they are included as
relevant to the domain, but not all. Bass inveighs what he calls “know-nothings”
who perpetuate “know-nothingisms” when they misread or misuse the state of
research to advance populist agendas at the expense of the weaknesses of the
leadership field (xi).
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Another look at the matrix above, Table 1 “Content
Comparisons of Leadership Theory Texts,” should raise a
more significant question: What is missing (not only for
religious-based organizations), but for organizational
leadership in general? Implicit theories of leadership, episodic
constraints in leadership theory, and significant consideration
of domain-specific contextual constraints to leadership are
missing. The latter advantage not only the work in religious
leadership organizational settings, but also military,
educational, healthcare, sports, and other context-specific
expressions. But these could be subsumed under contingency
theories, at least not as most contingency theories are
presenty construed. Some elements within each ot the theory
sets will be relevant to the religious-based organization as is,
but not all elements. Is this because religious-based
organizational leadership is attributable to such leaders being
different kinds of persons? But they are not anymore than
military, sports team, or educational leaders. Rather, these
leaders within their specific contexts are different by degrees.
Ulgaiizdationai  conext npdacts and constraing  operationai
styles 32

Are these organizations distinct forms, which cause them

: e el giiieiiii: iiiiii i
the seaoxs? Is thae anythmg about the content of theorencal
schemes, represented by organizational leadership textbooks,
which precludes the religious-based organization form? Each
of the six themes from the survey is relevant to religious-
based organizations. It is a work of translation. Religious-
based organizational practitioners and scholars need not
reconstruct the field, but must rather locate the meaningful
intersections. Theorizing the religious-based organization
from within extant literatures of leadership requires, on the
religious leadership side of the conversation, a reckoning with
identity-definitional questions, form-structural questions, and
sectorial-ecological questions. These three dimensions are
explored below.

32 Hooijberg and Choi argue for the qualified cross-sectorial application of

organizational leadership theories and literatures; they write from a
public/private sector stance in their “Framework of O omneting Valned” sndy of
P R e ) - 1 e . ol Ty E ~ o LI .
Jaepil, “The Impact of Organizational Characteristics on Leudelship Effectiveness
Models: An Examination of Leadership in a Private and a Public Sector
Organization.” Administration and Society, September 2001 403-431
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Given the emergence of an era of intersectorial
hybridization, wherein public, private, nonprofit, and
religious-sector service organizations increasingly are sharing
the same social space (with this raising new questions
concerning sectorial funding constraints), the religious-based
organization will become more and more the subject of
intersectorial scholarship. We now turn our attention to this
emphasis.

TRANSFORMATIVE INTERSECTIONS FOR RELIGIOUS-BASED ORGANIZATIONS

Despite the insistence by some that religious-based
organizations are in a class unto themselves, most
organizational scholars respectfully differ with them.’3 The
religious-based organization, through the eyes of an
organizational theorist, is essentially a culture-constrained
expression of how humans introduce betterment, make sense,
accomplish collective tasks, reduce uncertainty and
perpetuate their ideals in their worlds. No one would disagree
that the way a religionist goes about such actions might dliffer
from the way public and private-sector organizations would.
However, their transcendence, morals, and nurture-oriented
missions do not make them different enough to represent a
different kind of collective, but rather they are different only
by degrees. As we seek to theorize, the religious-based
organization suggests at least three intersecting points of
scholarship that can help us. Each scholarly intersection seizes
upon shared concerns of all organizational types. They are
principally selected because they provide language for the
religious organization to be viewed in all its similarity and
distinctness at once while also highlighting the role of
leadership within the organizational process.3t These
common organizational dimensions include: (a) how core
structural elements affect institutional identity patterns; (b)

33 Richard and Hoeldtke and Dibbert each are examples of the unique category view
of religious-based organizations.

3 Tosiin Theories of Organization. (1983, New York: John Wiley) makes a helpful
distinction that is always present but seldom stated in organizational leadership
studies. One may study organization and organizations as topics of inquiry,
without necessarily even approaching questions of leadership. The leadership
apparatus, regardless of the myriad of approaches, ranging from hierarchical
control to radically distributed leadership authority, is always embedded within
the social structure of organizations, but not always identified as such.
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how managerial leadership approaches affect involvement
patterns; and (c¢) how the ecological patterns affect
organizational reflexes. Each of these theoretical dimensions
is discussed below under the headings Identity Intersections,
Involvement Intersections, and Ecological Intersections.

IDENTITY INTERSECTIONS

One of the first questions for religious-based
organizational participants is whether the religious-based
organization is actually commensurate with organizational
types in other sectors. The question is usually framed like this:
Can you really apply formulations meant for business or
government to the church and service agencies? The
assumption underlying such a question is based on a belief
that transcendental interests and values of these non-secular
organizations might necessitate exemptions from those
experienced by secular ones. This exclusion is explained by a

ratinnalizationn that cantracte hetwreen haed caleulatiosa and

remunerative worlds of govemmem and business respectively
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sector.3>  However. Seldom haq the relioions-hased
VLZALIZALIOLL DECIL carelully-Y idid beside other organizational
types to determine if these assumptions are, in fact,
warranted. Those who have made plOC’fﬁ‘S“; in theqe
comr)arlqons demonstrate that a task and mi ori
is absolute in all complex orgamzanonal types, Whlle
organizational competence is not. It is on this secondary
finding that most nonprofits, and the religious expressions of
these, fall short, and not merely because of their religiously
motivated human services orientations.3” Those who have
come closest to conducting these comparative studies, have
tended to come way with more egalitarian and inclusive
views, making room in their taxonomies for the religious-

73
w
hil
=
J
3
jon]
s
Q
3,
D
=
P"f
$ol
-y
~
o]
S

35 Jeavons, 59.
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37 Margaret Harris and David Billis, Organising Voluntary Agencies: A Guide through
the Literature. (London: Bedford Sauare Press, 1086)
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hased organization and its leadership apparatus.® We have
selected Mary Jo Hatch’'s “Five Circles Model of
Organization™ in order to make visual both core structural
and purposive realities. The model allows one to “look
through” the skeletal makeup of most any organization.

In its most basic form, an organization is a social collective
with a2 common purpose. Onto this core framework, multiple
layers of particularization can be overlaid. More complex
organizational definitions stress the interlinking frameworks
and systems that orchestrate human meaning-making
(culture), human involvement (social structure, e.g., human
resources), physical  structure  (buildings, symbolic
arrangements, e.g., the corner office), technology (tools to get
the job done, e.g., computers, finances, material), and
environment (the external and contextual influences on
internal states). This framework underlies the design of
complex governmental agencies like the U.S. Navy,
neighborhood community action groups like Meals on Wheels,
stock exchange index companies like Home Depot and
McDonald’s, even nonprofit Red Cross blood collection
centers, and local church communities both small and large.
Each of these extremely varied organizational service types,
with their variant legal structures, missional slants, and capital
disbursement models, share common skeletal elements
pictured in the model below.

Figure 1. The Five Circles Organizational Model
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3 The respective work of organizational sociologists, Weber, Parsons and Ftzioni,
particularly are notable on this point.

3t is possible, since Hatch does not reference the origin of the Five Circles Model
that it originates in “Leavitt’s Diamond: A Model of Organization.” In “Applied
Organizational Change in Industry: Structural, Technological and Humanistic
Approaches,” in Handbook of Organizations (1965), Figure 1, 1145, ed. James
March (Chicago: Rand McNally). Labels for “Goal Orientation” are adapted from
“Culture” as culture is subsumed under Leavilt's view of social structure. Hatch’s
model has been altered slightly to reflect the themes found in Leavilt's
“Organizational Diamond.”
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