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Abstract

LEADERSHIP PRACTICE INFLUENCED BY CHRISTIAN FAITH:
A PORTRAIT OF THREE CHRISTIAN COLLEGE PRESIDENTS

By

Douglas Richard Newberry, Jr.

The purpose of this study is to investigate the influence of faith on the leadership
practice of Christian college leaders. Through the examination of three Christian college
presidents, this study creates a portrait of their leadership practice influenced by faith.
The question that is asked in the research is this: In what ways does Christian faith
influence the leadership practice of selected Presidents in Christian higher education?

To answer this question the methodology of portraiture was used to paint a
portrait of three different Christian college presidents (Lawrence-Lightfoot, 1997).
Through extensive interviews on the campuses of Bethsaida College, Capernaum
University, and Galilee University, individual portraits were created using Kouzes and
Posner’s (2003) five leadership practices as a framework for viewing leadership.

Christian Colleges have played a significant role in higher education over the
years. However, many of these colleges have drifted from their original faith and historic
church commitment (Marsden, 1994). Today, there is a segment of Christian colleges
that are part of the Coalition of Christian Colleges and Universities. These colleges are
committed to the systematic model which expresses a specific faith commitment in their
mission as well as in the hiring of faculty and staff. As these colleges espouse the
importance of the integration of faith and learning, it is assuﬁed that this integration also

takes place in the leadership practice of the presidents, as well as other leaders at the



institution. What resulted from the research are several themes that emerged to create
one portrait of the ways in which faith influences the leadership practice of three
Christian college presidents.

First, their faith-based leadership practice was seen as a partnership with God.
Secondly, there was a commitment to maintaining, preserving and promoting the mission
of the institution. Each president was involved in the interview process to ensure that the
mission of the college. Third, these presidents conversed with God in their leadership
practice. These conversations occurred in their prayers to God. Fourth, their leadership
practices were shaped by pastoral action and demonstrated a heart of a pastor. They
presidencies could be best described as a “president-as-pastor” leadership model. Fifth,
their leadership rhetoric featured “God-talk” in their conservations with people and with
groups. They often included spiritualized talk and acknowledged God and His work with
others. Sixth, their vision was seen as a joint vision between them and God and focused
on the growth of the college. While not God-given, their visions were ordained and
inspired by Him. Seventh, their leadership practice promoted a spiritual agenda which
was rooted in their commitment to chapel. This emphasis was of primary importance at
these Christian Colleges.

The leadership practices that were most influenced by the faith of these presidents
were “model the way,” “inspire a shared vision,” and “encourage the heart.” Through
these leadership practices, the three presidents displayed leadership that was highly
symbolic as an expression of their own personal faith as well as the faith commitment of

the college.
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CHAPTER ONE

I NEVER THOUGHT IT WOULD HAPPEN TO ME

Introduction and Reflections on My Journey
I never thought it could happen to me. After all, I had worked for twelve and a

half years at my alma mater, a Christian university in the Midwest, and anticipated
leaving to go to another job in the prime of my performance. When you go out on top,
you think that those around you will express their sorrow for losing a valued employee
and colleague—they will wish you the best as you pursue a new opportunity.

This is certainly not how it happened for me. During the month of November, in
the year 2000, the mood of the president changed. He had come to realize that the
university, even though it had grown rapidly and accomplished much in the last ten years,
was on the edge of a financial crisis. Because money had not come in as expected in the
first multi-million dollar capital campaign and the leadership had overextended its
financial commitments, drastic cuts in expenses needed to take place.

At a meeting with the university personnel in November, the president announced
that some cuts would be made in the upcoming months and referenced the possibility that
this might include positions. Obviously, this created concern, however no one really
knew the extent to which the cuts would come and how deep they would go.

I remember sitting among the personnel never thinking that my position could be
in jeopardy. I thought I was “safe” and “untouchable” at the university because of my
longevity and performance. My experience had been one that demonstrated regular

promotions to the next level rising from staff level to executive director levels in the



university. In each position, I demonstrated the competency to lead and to be a catalyst
in the president’s efforts to advance the university to the next level. Every performance
evaluation I had was a positive reflection of the contributions I had made. I just did not

think it could happen to me.

When I was born in 1966 my father was in Vietnam fighting in a war for our
country. This was a difficult time for my mother not knowing if my father would return
from the war. My father had left when my mom was three months pregnant. Even
though this time was challenging, she had the support of her parents who also lived in the
same town. My mom lived with her parents while her husband (my father) was gone.

I remember my father telling the story of how he heard about my birth. While he
was at the base, he received a message that his wife had given birth to a baby boy and had
named him after his father. I can’t imagine being miles away in a strange land fighting a
war as your wife gives birth to your firstborn son.

During this time while my father was in Vietnam, I lived with my mom and her
parents. My grandfather was a Southern Baptist preacher. Throughout his lifetime, he
led thirteen different churches as their pastor. My mom took me to my grandfather’s
church just after [ was born. In many ways, my grandfather was a father to me during
this time. It must have been difficult on my mother. However, she had faith in God and
believed that He would take care of her husband, and now her newborn son.

From that point forward, church would become an integral part of my life. I grew
up in the church and became a product of my grandfather’s faith. At the age of ten, I

decided to accept this faith in God through my own personal decision. It was a



commitment that I made based on my belief that God sent His Son, Jesus Christ, into this
world to provide forgiveness for sins and the gift of eternal life. I remember praying the
prayer of salvation in my pastor’s office one Sunday morning in May in a suburban
church.

As I reflect back on this decision, I believe that this influence was an integral part
of my faith development as well as the result of growing up in a Christian home. I had
come to a greater understanding and level of commitment in my faith. However, I still
had a long way to go. I still remember my pastor saying that I was a changed person and
that my faith would influence all of my life. Little did I know what this actually meant at

the time nor the journey I would take in my life.

In the middle of December 2000, two close colleagues told me that my name was
“on the list” for potential position elimination. At first, I did not believe them. When
they said that their positions were also on the list, I could not believe that this was
possible. Both of these individuals were “in the know” because they served as vice
presidents at the university. I trusted them. They were part of the process along with the
president until he decided that both of their positions would be eliminated. As my
friends, they were the first to give me a “heads up” on this situation. I appreciated this
inside information; nevertheless I experienced great anxiety in not knowing what would
happen.

The next day I discussed what I knew with two other colleagues who were part of
the leadership team making the decision along with the president. Both were good

friends and I knew that they would fill me in on my potential fate. For the next two



weeks, my name was on the list, off the list, and back on the list. It almost seemed to
change daily as the administrative team bantered and bartered for which positions to
eliminate until it came their final meeting and decision on January 3, 2001. After their
meeting, I talked to my two colleagues and they told me that the decisions had been

finalized and I would be formally told my fate in a meeting the next morning.

Growing up as an evangelical Christian was not always easy. I remember my
junior high years as being very difficult. While we went to church most every Sunday,
my family seemed to stray from our commitment. We lived our lives during the week
never allowing our faith to affect how we lived. Part of the problem for our family was
that our church was about a half an hour away. This made it difficult to get involved.
However, this was no excuse for our lack of commitment.

It wasn’t until we moved to a new house and town that my family was able to find
a church that was about five minutes away. This was a good thing. My family became
very involved in this church—going every time the door was open. I enjoyed it because 1
was able to connect with the youth group. My close friends were those I found at the
church. We did it all together—all-nighters, bowling parties, and youth group meetings.
This was my social connection. This also became the place and the context for where my
faith would develop.

During my junior year of high school, on a winter retreat, I believe that God was
calling me to ministry. Don’t ask me how I knew this, but I just felt convicted that God

wanted me to use my life for service to Him. At the time, I thought this meant doing



what my grandfather did—pastor a church. I did not realize that this “calling” could be
broader than this.

Because of this conviction, my college focus shifted from studying business at a
local university to pursuing a Christian education at a Christian college a few hours away.
It was the only Christian college I really knew. My church youth group had gone over to
visit on a couple of occasions and my best friend, who was a year older than me, had

decided to go to college there as well. It seemed like a good choice for me at the time.

It was very difficult to sleep that night. I wrestled with feelings of anger,
disappointment, and depression. What had I done, or not done, to get my name on the list
for position elimination? Was it merely a matter of my salary level and the need to
eliminate significant dollars that my position was chosen? What would I do?

This is not something I planned for, dreamed of, or even considered. I even began
to question my faith in God. God, why are you doing this to me? This isn’t the way I’'m
supposed to leave this place? How will I care for my family and pay my bills? And God,
what type of job will I get now?

The questions were difficult. Just the day before, a friend had given me a copy of
the book, The Prayer of Jabez, to read. He told me that this book would change my life if
I prayed the same prayer that Jabez prayed. I read the short book that night—the night
before I was told that my position would be eliminated.

I had never heard of Jabez before, yet I had read the Bible through a couple of

times and had studied it quite extensively in seminary. Jabez was just a “blip” in the



Bible—barely mentioned in the middle of a geneology. It was amazingly simple and
encompassed two short verses. These verses focused on the prayer that he prayed.

Jabez was more honorable than his brothers. His mother had named him Jabez, saying, "I
gave birth to him in pain." Jabez cried out to the God of Israel, "Oh, that you would bless
me and enlarge my territory! Let your hand be with me, and keep me from harm so that I
will be free from pain." And God granted his request. (I Chronicles 4:9-10, The Bible,
New International Version)

God granted his request. If God could grant Jabez his request by blessing him and
enlarging his territory, He could do the same for me. That is, if I had the same type of
faith that Jabez had then God would lead me the next step of the way. I began to pray
that prayer that night, knowing that the next day would be the beginning of a journey—a

journey of faith.

I woke up early on the moming of January 4, 2001. I dressed in my usual
professional attire with a nice dark blue suit. That morning I had scheduled a meeting
with a close friend at a coffee shop near the university. He was the youth pastor at a large
church in the area and had been a mentor to me for several years in my faith as it related
to ministry and leadership. Steve had just recently left the university to pursue this
church ministry opportunity.

I admired his passion for God and ministry. He was one who always wanted to
do what was right and to reach out to other people. Steve was a dreamer and I worked
well with him as the implementer. That morning, I told Steve what was about to happen

when I got into the office. He encouraged me, prayed with me, and even dreamed about



working together at his church (he was trying to create a job for me). He also challenged
me that God was in control and that my faith in Him would be strengthened as I

depended upon Him for the upcoming journey.

I really enjoyed going to a Christian college. Having attended public schools all
of my life, I did not know what it meant to experience a Christian education. I knew that
I would be with other students and faculty who held the same Christian faith. However, I
did not know much about what it meant to integrate a Christian worldview in my classes.
It was more than just beginning class with prayer or studying the Bible in class; the
Christian college experience was the commitment of the professor to share a biblical
perspective and to integrate faith with the content area that she or he had mastered.

This is where I really began to think about my faith and leadership and where I
first began to develop as a leader. At the end of my freshman year I decided to run for
the position of vice president for the next year. I vaguely remember using some
gimmicky rhyme in my campaign speech—Vote for Rick . . . I won’t lay around like a
brick because I’m quick to do the trick—or something like that. I guess it must have
worked since I was elected by my classmates. Certainly, my understanding of leadership
at that time was based on election to a formal position. However, through this
opportunity I was able to begin to learn about leadership—that it was much more about
the practice rather than position.

During my junior and senior years I was elected as the student body president.
Leadership became an act of service to my peers. At this stage in my faith and leadership

development, my leadership practice focused on working to improve the college through



the involvement of my classmates. We chose the theme of “Catch the Action” to rally
the student body. One of the highlights of this leadership experience was leading the
students to plan a children’s carnival as an outreach into the community. We called this
event “Spring Splash” since it was held in April. The students rallied around this
initiative and, as an act of service, provided a great opportunity for children to enjoy fun
and games on a Saturday afternoon.

My leadership perspective grew to focus on service. As an expression of my
faith, I believed that Jesus Christ came to serve, rather than to be served. He served the
needs of those around Him. For me, I believed that my faith was integrally linked to
leadership through this service. Certainly, I could say that leadership includes service—
service to the needs of an organization or group of people. However, this service is

deeper than this—it is the attempt to follow the leadership model of Jesus Christ.

At 9:30 a.m. on Thursday morning I met with the Executive Vice President, the
Director of Human Resources and the Executive Director of Advancement (my direct
supervisor). This was one of the most difficult meetings I had ever anticipated. I knew
what I would be told in the meeting; however the finality of it all raised my anxiety level
to new heights.

The three of them met with me but my direct supervisor did the talking. He
seemed nervous and anxious himself. I am sure that this was very difficult for him to go
through, especially since his department was the hardest hit with four position

eliminations. I was the third one that they met with that morning.



He began by saying that he had a printed letter for me to read. Apparently,
because of the nature of the position eliminations, he needed to follow a prescribed
procedure that was being carried out on “Black Thursday,” (at least that is what I called
it) throughout the university.

The letter was written from the President of the University and it said as follows:
“This letter is to inform you that effective today, Thursday, January 4, 2001, your
position has been eliminated at the University. Because of the need to ‘right-size’ the
university, I have had to take these necessary measures. Thank you for your service to
the university.”

According to procedure, he then asked me for my cell phone, university credit
card, and office keys. He informed me that I would have until 5:00 p.m. the next day to
move out of my office.

The finality of it all hit me. I cried. The emotions were overwhelming. The
difficulty for me was the letter. It seemed so cold. Here were three men meeting with me
to communicate the bad news. What frustrated me the most was when I asked who made
this decision? The executive vice president responded that the president had been the one
to make the final decision.

Where was the president? Why wasn’t he the one to tell me the decision he had
made instead of sending his messengers to read a letter? How could a person committed
to living the Christian faith lead in such a way? Why wasn’t he willing to meet with me
to express his sorrow over the decision he had to make? I felt as if he was hiding in his

office.



The incongruence of his faith and leadership practice hit me. I wrestled with the
idea of how faith should influence his leadership practice during this situation. It seemed
inconsistent. The President described himself as a man committed to his Christian faith
and yet the way he practiced his leadership in this situation seemed disconnected with
this belief. Where was the compassion of his faith in this leadership moment? Where
was the love that a Christian leader should display to his employees? Where was the
authenticity of his struggle to be responsible for both the organization and the people? If
it was there, I certainly did not see it at the time. I struggled with seeing how his
Christian faith influenced his leadership. From my perspective, his faith seemed

disconnected from his leadership practice.

I had never been on such an extensive job search until this time since I had never
been unemployed—that is such a difficult word to say. And yet, this was a journey of a
lifetime. The University gave me a nice severance package paying me for the next 16
weeks while I searched for employment. Because of my service to the university, I
received the most weeks of severance as compared to the others who lost their job.

My job search included looking for positions of leadership in higher education,
secondary education, church ministry, and para-church ministry. I was wide open to the
opportunities and looked at many job possibilities.

The one that caught my attention was a leadership position as Headmaster of a
large Christian school in the South. I went through the in-depth interview process and

was offered the position. From that point forward, I would now be in the position where

10



others would closely watch how my faith would influence my leadership practice in

greater ways than I had ever experienced before.

After leaving my alma mater and my friends, I packed up the family and moved
over 1,500 miles away. I soon began the leadership role as headmaster of a private,
Church-related K-12 school. With almost 900 students and over 100 employees, the
challenges and opportunities for leadership were great.

One of the greatest challenges I faced came in the summer of 2002. Because I
had proposed and the board passed a 15% tuition increase for the 2002-03 school year,
we saw our retention rate slide significantly. This created a loss of students and
therefore, a loss of revenue. In order to make the budget balance, I was forced to
eliminate several positions.

Immediately I knew that the influence of my faith on my leadership practice
would be tested. Since I had gone through my own position elimination, I now had the
opportunity to experience it from the other side—from the perspective of the one making
the decisions for the eliminations.

While I struggled through the decisions of who would lose their position, I was
committed to allow my faith in God guide my leadership responsibility. First,
committed the decisions to prayer asking God to give me wisdom in my search. While
God never sent me a telegram with his explicit direction, I believed that I was following
Him through the decisions I made. I sought the counsel of others in these decisions. My

faith was rooted in the reality that God sovereignly directs His people. While God was
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directing me, He was also working in the lives of those individuals whose positions I
eliminated to lead them to another opportunity.

Secondly, it was very important for me to communicate my decision to those it
would impact. Even though this was difficult to communicate, I believed that the way
God had worked in my own life could be used as an encouragement to them. I was able
to communicate my love for them, the difficultly of this decision, and the reality that God
was in control of their life as a person committed to their faith.

My faith and leadership was certainly stretched during this challenge and crisis
event. I never thought that I would go through this myself let alone from both sides of
the equation. However, the preparation had begun just a year earlier when I lost my
position. Having been on this side, I knew better how to handle this situation as a leader.
While I would not say that I handled this situation flawlessly, my faith and own personal

experience profoundly influenced my leadership practice.

The Problem with Faith and Leadership

And now, my quest continues in my leadership journey—to understand how faith
influences leadership practice, not only in my own life but in the lives of those around
me. I recognized the tension and inherent disconnection between faith and leadership
practice. This provided the personal catalyst to invest my time and energy into a study
that would be of significance to me as well as to other leaders.

During my four years at a Christian college, I gained valuable education through
the influence of the faith throughout all of my subject areas. Before I attended college, I

assumed that this influence would include prayer at the beginning of class and courses
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taught by Christian faculty. However, the influence of faith was much broader than this
early conception.

While I certainly had many courses in biblical and theological studies, this college
had a core curriculum in the liberal arts. These core classes included the integration of
faith with each discipline. For the first time in my educational experience I learned what
it meant to integrate faith with learning. As a student this integration meant that my
Christian faith helped to shape my understanding of the world and the knowledge I
gained in the classroom. I realized that my faith was relevant and integral to studies in
science, math, history, English, as well as other areas. This integration of faith and
learning was certainly dependent upon the teaching of the faculty—faculty who were
committed to their faith, the mission of the college, and knowledge of their respective
discipline.

I often wondered, though, what this integration of faith and learning looked like in
other contexts. For instance, at this Christian college they claimed to integrate faith with
all of life. This certainly included the administrative leadership of college. Little did I
know at that time, while as a college student, I would graduate and then work as an
administrative leader in the same college. As a leader, I was certainly expected to
integrate my faith with my work and my leadership.

However, my experiences in this setting of a Christian university did not equate to
a clear understanding of this integration and influence. This integration was often
assumed and rarely discussed. I looked to others to model this integration in their own

leadership practice. I saw it modeled in many different ways and at different levels of
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intensity. In some cases, the influence was obvious. In others, it seemed to be non-
existent.

I wrestled with questions about this influence. How should my faith affect my
leadership practice? What does this influence actually look like in other leaders and in
my own practice? Do the espoused values of faith integration at a Christian college work
itself out in actual leadership practice? How is the leadership practice of Christian
leaders influenced by their faith? It is from this personal backdrop that I seek to create a

portrait of the influence of faith on leadership practice.

Purpose and Significance of Study
The purpose of this study is to investigate the influence of faith on the leadership

practice of Christian college leaders. Through the examination of three Christian college
presidents, this study will create a portrait of their leadership influenced by faith. The
question that will guide my research is this: In what ways does Christian faith influence
the leadership practice of selected Presidents in Christian higher education? In addition,
I will seek to answer the following sub-questions:
e How does Christian faith influence the five exemplary leadership practices as
described by Kouzes and Posner (2003) in The Leadership Challenge?
e What themes emerge that depict leadership practice influenced by Christian
faith for the Christian college president?
The underlying assumption to this study is that leadership practice influenced by
Christian faith can be described and that it can be differentiated in some way from that

which is written about in the leadership literature.
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In order to understand the educational significance of this proposed study it is
important to realize that many colleges and universities in the United States were founded
by a church (Noll, 1984). Harvard, William and Mary, and Yale are all examples of
private colleges that were founded by a church (Ringenberg, 1984). Although these
colleges have separated from their founding church relationship (Marsden, 1994), many
colleges today are related to a church and are committed to the integration of faith and
learning.

The historic purpose of the church-related college was to integrate faith and
learning (De Jong, 1990). Noll says, “Commitment to a Christian worldview is the
academic raison d’etre of the evangelical colleges” (1984, p. 92). Essentially, this
Christian worldview is the effective integration of faith and learning. Therefore, this was
and still is the chief mission of the Church-related and Christian college.

Just as faculty are expected to integrate faith with their discipline in the
classroom, administrative leaders are expected to do the same. The President, as the
chief executive officer, must preserve and protect this mission. He or she also has a
responsibility to provide leadership influenced by faith.

Kingsley says that “this moral imperative is part of the leadership vision in the
church-related college, and again the primacy of that vision becomes evident. It shapes
all acts of leadership, all plans and strategies, all hiring and firing, all time management,
all budgeting, all the assorted elements of ‘administrivia’ that gulp our days and ways”
(1992, p. 70). He further states, “This vision is similar to that in any good college in its
emp_hasis on quality but distinctive in its moral affirmation and its ability to be values-

driven rather than values-neutral” (p. 70).
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Today it is as important as it has ever been for presidents of Christian colleges
and universities to understand this mission. “The president must articulate this mission to
all constituencies of the university and to the general public. The president is in the
pivotal position internally and externally with regard to the mission of the college. This
is one of the most important tasks of the president to which the trustees must hold him
accountable” (De Jong, 1990 p. 92). Not only must the president understand and
articulate this mission, she or he must understand the integration of faith with leadership
practice since this is tightly aligned to the core of the college.

Therefore, it is essential to know how presidents understand the influence of faith
on leadership. While there has been literature written to describe this integration of faith
and learning in the classroom, no research has been conducted to examine how
presidents, or other leaders, of Christian universities display this influence. This research
will help to build a beginning framework for understanding the influence of faith on the

practice of leadership.
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CHAPTER TWO

LEADERSHIP, FAITH, AND THE CHRISTIAN COLLEGE

Introduction

Bolman and Deal tell a story about Steve, a leader in search of something more in
his career, and Maria, his mentor and spiritual advisor. Through this contemporary
parable, they stress that the “heart of leadership is in the hearts of leaders” (Bolman &
Deal, 2001). It is where the spirit and the soul connect. This connection is what they
describe as where leaders reach deep within to know themselves and the faith in which
they believe. Furthermore, they suggest that soul, spirit, and faith belong at the heart, or
the very core, of leadership. While not tied to any one faith or religious tradition,
Bolman and Deal suggest that the message of their book is simple: “Your life journey is
a continuing opportunity to deepen your faith, develop your gifts, and enhance your
contribution to what the world becomes” (p. 236).

For the spiritual leader, the actual intersection of one’s beliefs about leadership
and faith is at the individual’s core. From this core, what results is the outflow into the
journey of experience and the actual practice of leadership. As one practices leadership,
the influence of faith takes place.

In order to explore this concept and attempt to better understand the influence of
faith on the leadership practice of selected presidents in Christian higher education, it is
important to consider the leadership literature. While there are volumes of writing on the
subject of leadership both from a practitioner or research-based perspective, it is

important to discuss the literature that is relevant to this study. In all, my goal as the
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researcher is to lend additional insight and understanding into this emerging conceptual

understanding of the practice of “spiritual” or faith-based leadership.

The Popularity of Leadership

The topic of leadership has become very popular in recent years. Leaders of
business, education, and non-profit organizations want to discover any way that they can
improve—taking initiative, casting vision, motivating employees, creating change,
empowering others. These are just some of the topics of interest in the leadership
literature.

A quick glance in any major bookstore will reveal numerous books, most of
which were printed in the past year, concerning leadership in the for-profit and not-for-
profit world. From the political leader, Rudolph Giuliani, capitalizing on his presence in
the media after 9/11 by writing a book simply called Leadership (2002), to the third
edition of Kouzes and Posner’s book, The Leadership Challenge (2003), books and
resources on leadership abound. “Leaders appear and recede, rise and fall. At different
moments, we are enthralled or intimidated by, even contemptuous of, particular leaders,
but we remain hooked on the idea of leadership” (Lipman-Blumen, 1996, p. 44).

Why are we so “hooked” on leadership? Why is leadership such an intriguing
topic? It seems that organizations and individuals are “hungry” to know the latest
leadership methods, practices, and “secrets.” They believe that this will help them gain
an advantage personally and/or professionally in their sphere of influence. The literature

is based on the idea that I can learn from the success of someone else and this can be
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directly applied to my own experience. We have become enamored with leadership and
what it means to be successful.

Bennis and Nanus (1985), well-respected writers in this field, believe that
“leadership is the pivotal force behind successful organizations” (p. 2). In other words,
successful organizations require successful leaders. Organizations get from “A” to “Z”
because leaders chart the course and steer the ship. As Graham (1991) states, “the ideal
leader is one who knows where to go, how to get there, and can motivate others to make
the trip” (p. 105). However, we often focus on the study of “the” leader making it all
about the position and its power. We look to presidents and CEOs as the one who make
things happen and attempt to do it “Jack Welch’s way” while always looking to the
bottom line of profitability to measure the organization’s success.

The leadership literature is largely represented by that which is practitioner-
oriented as compared to that which is research-based, although this has grown
significantly in the last few decades. However, even with the volumes of writing,
Bolman and Deal (2003) suggest that “though the call for leadership is universal, there is
much less clarity about what the term means” (p. 92). Rost quotes Stogdill, a “guru” of
leadership writing, “the endless accumulation of empirical data has not produced an
integrated understanding of leadership” (1993 p. vii). Rost further accentuates this point
in his own writing:

On the surface, this view of the leadership literature—that it is in disarray—is

perfectly accurate. The words that scholars have used to define leadership are

contradictory. The models that leadership scholars have developed are discrepant.

The emphasis on periphery and content, as opposed to the essential nature of

leadership, does make for highly personalistic and unidisciplinary views of

leadership that do not cross over to other persons and disciplines. The confusion

of leadership with management and the equation of leaders with leadership do
cause serious conceptual problems that are hard to reconcile in the real world.
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And finally, the exploitation of the concept of leadership in terms of symbolic
mythmaking (for instance, as the savior of organizations, communities, and
societies that have somehow lost ‘it”) and in terms of the almost sexual appeal that
has been attached to the word by some advertisers, trainers, program developers,
and authors has clearly indicated that the concept has lost its moorings, if not its
essential character. (Rost, 1993, p. 92)

It is with this backdrop that we proceed to gain a current understanding of leadership as

an important component to this research project.

Current Understanding of Leadership

Leadership has been difficult to define in a way that transcends into a universal
conceptualization. The definitions that have resulted have focused in several different
areas depending on the vantage point that one is examining the subject. In their
comprehensive literature review, Yukl and Van Fleet state that “leadership has been
defined in terms of individual traits, leader behavior, interaction patterns, role
relationships, follower perceptions, influence over followers, influence on task goals, and
influence on organizational culture” (1990, p. 148). This quagmire has clouded and
compounded our understanding.

The most common theme in the definitions on leadership focuses on the process
of influence and is usually geared to the influence that a leader has on some group of
people. Yukl and Van Fleet define leadership as “a process that includes influencing the
task objectives and strategies of a group or organization, influencing people in the
organization to implement the strategies and achieve the objectives, influencing group
maintenance and identification, and influencing the culture of the organization” (1990, p.
149). Furthermore, Northouse echoes this definition by saying that “leadership is a

process whereby an individual influences a group of individuals to achieve a common
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goal” (Northouse, 2001, p. 3). Leadership is about an individual or a group moving
another individual or group toward a desired result.

From this, it can be assumed that the influence of followers in an organization is
specifically linked to leadership. This is similar to Gardner’s concept that leadership is a
process of persuasion or example by which an individual motivates a group to pursue
objectives held by the leader (Gardner, 1990). Bolman and Deal further add the concept
of “mutual” influence to the definition. This influence goes both ways—from the leader
to the follower and back to the leader. It is two-directional between a leader and a
follower. Because of this, leadership is seen as being cooperative in an effort to serve the
purposes of both the leader and the follower for the sake of the organization.

However, even with this basic concept, Rost identifies some problems to
understanding leadership. The first problem is based on the notion that authors have
focused on the “peripheral elements and content rather than with the essential nature of
leadership as relationship” (1993, p. 5). This relationship of a leader to a follower or
group of followers is certainly related to influence and will be discussed later. In fact,
Rost and others will go on to suggest that leadership is about this relationship. Secondly,
Rost says that no one has been able to define leadership so that they can describe it when
it is happening. Finally, he states that no one has been able to develop a school of
leadership that integrates our understanding of research from both research and
practitioner literature. Although, in recent years, this school of leadership literature has
been growing and developing.

One attempt to develop schools of leadership literature has been the recent

writings on transactional and transformational leadership. This topic has been
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represented frequently and thoroughly in recent literature (B. B. Bass & Avolio, 1993;
Bycio, Hacketter, & Allen, 1995; Den Hartog, Van Muijen, & Koopman, 1997; Edwin P.
Hollander, 1992; Howell & Avolio, 1993; Yammarino, Spangler, & Bass, 1993; G. Yukl
& Van Fleet, 1990; G. A. Yukl, 1989). “According to this new genre of leadership
theory, such leaders transform the needs, values, preferences, and aspirations of followers
from self-interests to collective interests” (House & Shamir, 1993, p. 82).
Transformational leadership, as a current theory of leadership, is also discussed
alongside of and contrasted with transactional leadership. In order to understand the

leadership literature, these topics will be discussed in the following sections.

Transactional Leadership

Transactional leadership is significantly different from transformational
leadership and is presented to provide the necessary contrast as conceptualized initially
by Burns. Burns (1978), while writing about the transformational political leader,
distinguished this concept of leadership from the transactional leader. He was the first to
make this distinction (see also Yammarino et al., 1993). Burns argued that transactional
leadership occurs “when one person takes the initiative in making contact with others for
the purpose of an exchange of valued things” (p. 19). This leadership type is about the
“transaction” that takes place between two individuals or groups. It is more about
making things work in an organization rather than taking the organization to a heightened
or greater level. Burns explains the difference in transformational leadership “occurs

when one or more persons engage with others in such a way that leaders and followers
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raise one another to higher levels of motivation and morality” (p. 20). It is in these
higher levels of motivation that transformation takes place.

Bass (1985) elaborates on the idea of transactional leadership by suggesting that
Burns’ “transactional political leader motivated followers by exchanging with them
rewards for services rendered” (p. 11). Simply stated, if a follower does “x” then he or
she will be rewarded “y.” Or, perhaps a more crass way to say it is this: “If you do this
for me (or the organization), then I will do this for you.” Interestingly enough, this
exchange is very important in organizations. Every organization, including colleges and
universities, needs people to do what is expected in their job and to perform their duties.
It’s the reason why jobs and positions exist—to fulfill tasks that are essential to the
operations of an organization.

Bass goes on to extend Burns’ definition to supervisor-subordinate relations in
that the transactional leader places value on a reward system for work performance. In
other words, this leader recognizes the needs of the subordinates by providing rewards for
their effort. This is the “transactional” exchange that the leader gives for the reward of
the subordinate’s performance. “The transactional leader pursues a cost-benefit,
economic exchange to meet subordinates’ current material and psychic needs in return for
‘contracted’ services rendered by the subordinate” (p. 14). Conger and Kanungo (1988)
suggest that this relationship is indefinite, lasting only as long as both parties are satisfied
from this exchange.

The concept of transactional leadership is further described by Bass and Avolio
(1993) . They suggest two factors for transactional leadership: “contingent-reward” and

“management-by-exception.” The contingent-reward “involves a positively reinforcing
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interaction between leader and follower that emphasizes an exchange” (B. B. Bass &
Avolio, 1993, p. 51). In other words, the follower receives a “reward,” typically pay and
promotion that is contingent upon the employee’s performance. Management-by-
exception is used by the leader to make a correction “when things go wrong” or are
against the direction of the supervisor (p. 52). At this time, a leader will step in, take
over, and make things right through corrective action.

Transactional leadership is often viewed by some as a less significant leadership
style. One of the main reasons for this perception is that this type of leadership is seen as
less glamorous than transformational leadership. The transactional leader will keep the
organization operational by managing objectives while the transformational leader will
often take the spotlight in an organization by pushing an agenda and vision for the
organization to move to the next level as it is often defined. After all, a transformational
leader is the one who is able to “transform” the organization by influencing and
motivating followers to new levels of performance. Let’s now examine the concept of

transformational leadership.

Transformational Leadership

Transformational leadership is often discussed in contrast to transactional
leadership. The transactional leader attempts to work within the organizational culture to
get things accomplished whereas the transformational leader works to change and
transform the culture. “While the transactional leader motivates subordinates to perform
as expected, the transformational leader typically inspires followers to do more than

originally expected” (Den Hartog et al., 1997, p. 20). It is the performance level from the
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individual within the organization that makes the difference. Doing more than expected
enables the organization to move forward toward greater possibilities. And when this
occurs, Bass argues that “the transformational leader changes the social warp and woof of
reality” (B. M. Bass, 1985, p. 24).

As mentioned earlier, Burns was the first to develop the concept of
transformational leadership (1978) from descriptive research on political leaders. The
key issue for Burns in his description of the transformational leader is motivation—the
motivation of followers to reach higher levels of performance. This is supported by
Bennis and Nanus (1985) in their work when they describe this new leader as an agent of
change who commits others to action. Yammarino, Spangler and Bass (1993), argue that
these leaders “attempt to raise the needs of followers and promote dramatic changes of
individuals, groups, and organizations” (Yammarino et al., 1993, p. 82). These dramatic
changes come as a result of individuals working within an organization to bring it to
greater levels of growth and prosperity. Bass (1985) describes Burns’ transformational
leader as one who “tends to go further, seeking to arouse and satisfy higher needs, to
engage the full person of the follower” (p. 14). For Bass, this type of leadership can
make significant changes or transformations in an organization by motivating personnel
to do more than originally expected.

We certainly hear a lot about transformational leaders and the need to transform
organizations today. In some ways, this topic has become the “buzz” of the leadership
literature. Vision appears to be a significant attribute of the transformational leader.
Vision portrays a view of the future that is better than what exists today and it inspires

those within the organization to action (Bennis & Nanus, 1985). Vision is always
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forward-looking and seeks to move an individual, group or organization to a better state.
It is the description of tomorrow that ignites the excitement to move people from the
past-based paradigm from which they are operating. This is the compelling reason for its
essential link to the transformational leader as he or she envisions the future.

This discussion is relevant for our understanding of leadership in the context of
higher education. Birnbaum (1992) conducted a significant study of 32 presidents in the
late 1980s. During this research, Birnbaum focused on the transformational and
transactional leadership theories as it was applied to presidential leadership. He
concluded that leaders, such as the presidents of colleges he studied, can make a
difference. However, this difference occurs only under certain conditions and is not
applicable to other campuses or in other times. Birnbaum believes that the
transformational leader in the presidency often leads to disruption and failure rather than
the desired change at the institution.

However, Fisher and Koch (2004) argue that Birmbaum’s conclusions are often
inconsistent with what is found in the research. The main criticism that they levy against
Birnbaum is that “interviews and observers may tend to hear and see what they expect (or
want) to hear and see” (p. 21). Furthermore, they suggest that specific hypotheses need
to be tested and the study should be replicable and have a scientific, empirical base.
While this argument is significant, qualitative research does have a place in giving a
“thick” description to specific cases of presidential leaders that can provide the basis for
hypotheses to be derived for further quantitative research.

Through their research on college presidents, they found that there is significant

overlap between the effective president and entrepreneurial presidents. While not exactly
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the same, presidents who act entrepreneurial utilize transformational leadership in their
practice. They describe entrepreneurial presidents as being “prudent risk takers who
seldom, if ever, make truly important decisions without analysis and forethought” (p. 33).
It is certainly a calculated and well-thought out risk. To the personnel, the risk may seem
to be prompt and decisive. However, to the entrepreneurial president, the risk is well
thought out and necessary to lead the transformation of an institution.

This current understanding of the entrepreneurial, transformational, or
transactional leader is foundational to our discussion on the emerging focus on
relationship-centered leadership. For any leader, relationships become critical to

achieving the vision.

Relationship-Centered Leadership

In the decade of the 1990s, several practitioners and scholars began to write about
a new paradigm of leadership (Block, 1993; Bogue, 1994; Bolman & Deal, 1997;
DePree, 1989, 1992, 1997; Gardner, 1990; Graham, 1991; Greenleaf, 1991, 1998;
Heifetz, 1994; E. P. Hollander, 1993; Edwin P. Hollander & Offermann, 1990; Senge,
1990; Wheatley, 1994). The writing in the literature has identified the essence of
leadership at all levels as a relationship with the people of the organization and it is
focused on the actual practice of leadership as it relates to people within the organization.

Kouzes and Posner (2003) suggest that “leadership is not about position or title.
It’s about caring, about relationships, and about what you do” (p. 1). In the case of the
transactional or transformational leader, the definition often centers around the person

involved. Bolman and Deal support this perspective by saying that “the heroic image of
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leadership conveys the notion that leadership is largely a one-way process: leaders lead
and followers follow. Such a view blinds us to the reality that leadership fundamentally
involves a relationship between leaders and their constituents” (Bolman & Deal). This
relationship is critical to leadership since it can be defined by what occurs between the
one who aspires to lead and those who choose to follow.

Through his analysis of leadership writing and studies throughout the 1900s, Rost
(1993) suggests that the 21st century will bring a leadership shift from an industrial
paradigm to a post-industrial paradigm . The industrial paradigm asserts that leadership
concerns what “great individuals do” through a position and its respective power.
However, the post-industrial paradigm suggests that leadership is a relationship existing
between leaders and collaborators. Rost chooses to use the word “collaborator” instead
of follower to describe the activeness to the relationship. The emphasis is on this
relationship that exhibits a sharing of purpose and influence. The key difference between
these paradigms is that there is a shift from the individual in the industrial paradigm to an
emphasis on the relationship between individuals in the post-industrial paradigm.

This new paradigm of leadership is similar to the concept that Robert Greenleaf
coined in the 1970s of “servant leadership” (Greenleaf, 1977, 1991). Whereas Rost has
identified this as “collaborative leadership,” Greenleaf chose the imagery of a servant in
his conceptualization of leadership. Until recently, little attention has been given to this
concept. Greenleaf’s writings were rooted in his experience in the corporate world and
often depicted his reflective thoughts of a leadership ideal and what works best in

organizations. The servant leader seeks to serve the needs of the organization and the
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people first rather than serving himself or herself. In some regard, the concept of servant

leadership is linked to the idea of symbolic leadership.

Symbolic Leadership
Through this understanding of the leadership literature, higher education is

experiencing change and transformation in the 21st century and, as a result, there is a call
for a new form of leadership. Bensimon, Neumann, and Birnbaum (1989) write that
there is the perception of a leadership crisis in higher education that calls for a better,
stronger, visionary, and bolder leader. Because of this, much of the focus on leadership
has been on the style and personality of the leader. Thus, trait theories have dominated
the discussion (Trow, 1994) and much attention has been given to transformational
leadership that was developed by Burns (Burns, 1978) and later extended by Bass (1985;
B. M. Bass; B. M. Bass).

Bensimon, Neumann, and Birnbaum suggest that we are experiencing a shift in
our understanding of leadership in higher education from a rational perspective toward a
more cultural and symbolic perspective. This is more of a focus on what the leader
actually does than the position. They see this as being highly compatible with higher
education. The symbolic leader helps to cast the vision and provide meaning to events in
the organization by using symbolic action and rhetoric to enact their leadership. It’s
more of the stories and the rituals that are performed that make the difference in the
organization.

Bolman and Deal discuss the symbolic leader in their work on Reframing

Organizations (1997). It is one of their organizational frames from which leaders lead
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and see a particular problem or dilemma. They suggest that a symbolic leader uses
symbols to capture attention, tell stories, frame experience, and discover and
communicate a vision. They equate this symbolic frame with the transformational leader
since they are visionary leaders and they suggest that visionary leadership is symbolic.

In some ways, this symbolic shift is similar to the developing understanding of
leadership that is collaborative, person-centered, servant-focused, and transformational.
The essence of the connection lies in the relationship that exists between the leader and
follower—a relationship that is built on the symbolism used in rhetoric and action.

As a part of this symbolic and collaborative shift, there is an emphasis on teams
and teamwork in higher education. In another work by two of these authors, Bensimon
and Neumann (1993) call for a commitment to teams in higher education as an alternative
to individual-centered leadership. This corresponds to the paradigm shift that Rost has
discussed in his work and the emphasis that Plas (1996) gives in his writings on “person-
centered” leadership. Teams focus on the relationship of its members working together
through mutual influence to accomplish a shared vision and, thus, shared responsibility.
It is this type of leadership that may very well be needed for the challenges of change and

transformation in higher education during the beginning of this new century.

“Spiritual” Leadership

Closely related to this discussion is the emerging focus on spiritual leadership.
The spiritual leader, as the example given from Bolman and Deal’s writing in the

introduction, is paramount to the discussion at hand, especially as it relates to the study to
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identify the ways in which the faith of Christian college presidents influences their
leadership practice.

In Bolman and Deal’s modern day parable, they lead us to the concept of a
spiritual leader through which he or she offers four gifts to the organization—authorship,
love, power, and significance (Bolman & Deal, 2001). The gift of authorship empowers
the employee to think creatively and innovatively while not being told exactly what to do
in the organization. Love is the gift in which the leader expresses care and concern for
others. For the gift of power, the spiritual leader gives away the power to empower
others. Finally, through the gift of significance, the leader places the most importance on
the mission of the organization rather than on the bottom-line. This spiritual leader is one
who has an inner connection with who he or she is and the beliefs that are at the core.
Then, from within, this passion of belief influences every aspect of the leader’s practice
in the organization.

In a similar tone, Moxley writes about spiritual leadership in his work (2000).
The leader uncovers the spirit as something “other” than who they normally are in life. It
is where the leader connects with what is at the core as well as the connection that takes
place with others. While not connected to any one particular faith or religious movement,
it is more about the intersection with another dimension in the leader’s life. However,
this view of spiritual leadership lacks any type of an understanding of a transcendent
sense of spirit.

For the Christian, this concept of spiritual leader is deeply integrated with a belief
in God. To be a spiritual leader is to emulate the example of Jesus Christ in the Bible.

For example, Wilkes wrote a book entitled Jesus on Leadership (1998). In it, he looks at

31



the leadership practice of Jesus and provides this model for the Christian, or spiritual,
leader to follow. Other approaches discussing this concept use examples from leaders in
the Bible to discuss how the Christian leader should lead.

A Christian classic on the discussion of spiritual leadership is Sander’s work
(1967). In his book he illustrates spiritual leadership principles from the lives of several
important Biblical leaders including Moses, Nehemiah, Paul and David. The essence of
his description of spiritual leadership is rooted in a relationship with God. He uses the
examples of these leaders to show how they led according to God’s will.

Blackaby suggests that spiritual leadership is “moving people to God’s agenda”
(2001, p. 20). In his book he suggests that there are several things that the spiritual leader
does. First, the spiritual leader is tasked with moving people to where God wants them to
be. It is about God’s will, rather than the will of the leader. Secondly, he suggests that
the spiritual leader depends upon the Holy Spirit. For the Christian, he believes that
God’s Spirit provides guidance, direction, and conviction as one seeks to live. Leaders
depend upon the Spirit for direction in their leadership practice. Third, spiritual leaders
are accountable to God. While they certainly have a human boss, their ultimate boss is
God. Fourth, spiritual leaders influence people toward God. Finally, spiritual leaders
work from a higher agenda—God’s agenda—rather than their own.

Beckett shares his personal legacy in his journey of faith. In his observations, he
has seen that those who have been effective leaders have been those who have developed
a “sturdy faith” (2002, p. 41). This sturdy faith is rooted in understanding who God is

and who we are. A faith in God then seeks to motivate one to follow God’s will and
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direction in this life. For him, “faith becomes an active ingredient of the capacity to lead”
(p. 52).

There is certainly a wide range of understanding for this emerging concept of
spiritual leadership. To the evangelical Christian it means one thing and to another
person it may mean something else. The essence, however, is that this leadership
practice is tied inextricably with one’s belief system. It pushes down to the core of one’s
soul and works itself back out through its influence in life and leadership practice.
Certainly these approaches are helpful to attempt to understand this emerging concept.
However, they are not based upon a research-based approach. It is critical to gain this

understanding, especially as it relates to leadership practice in the Christian College.

The Christian College and Faith
Our discussion of the leadership literature, specifically that of spiritual leadership,

goes hand-in-hand with what some authors have been writing on Christian leadership.
While the literature is certainly not as broad and lacks a research base, several
practitioners have written books as an attempt to describe leadership influenced by faith.
Julian (2001) compiles a series of articles on various aspects of leadership from a
Christian perspective in his book, God is my CEQ. Graves and Addington (2002) provide
a similar work in their book, Life@Work on Leadership: Enduring Insights for Men and
Women of Faith. Briner and Pritchard (1998) provide lessons on leadership from the
leadership practice of Jesus Christ (1998). Most of the work has been practitioner
oriented, often using biblical examples of men and women and how they provided

leadership in the context of their faith commitment in God. I believe the essential issue
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that a person of faith has to wrestle with is the integration of his or her beliefs with

leadership practice.

An Evangelical Christian Faith
Broadly defined, faith represents the value and belief systems of an individual.

People can have faith in anything or anyone. Typically, this faith when related to
spirituality is focused on some kind of a higher power or Supreme Being. Throughout
our world, people have faith whether it is in Allah, Buddha, Muhammed, or Jesus Christ.
However, the faith we are discussing here is the Christian belief system in the God of the
Bible. It is a specific faith that centers one’s worldview on the reality of God’s existence
and His involvement in the lives of those who choose to follow His son, Jesus Christ. It
is rooted in the belief that the Bible is God’s word and gives direction for how those who
believe in Him should live out their lives.

Elwell, in his Evangelical Dictionary of Theology, defines faith this way: “The
term regularly used to denote the many-sided religious relationship into which the gospel
calls men and women—that of trust in God through Christ” (Elwell, 1984, p.). He further
suggests that understanding the biblical idea of faith necessitates three things: (1) Faith
in God involves right belief about God; (2) Faith rests on divine testimony; and (3) Faith
is a supernatural divine gift.

These “right beliefs” about God, according to the Evangelical Christian tradition,
include the belief in one eternal God who created everything that exists. Through this
creation, He chose to create all of humanity. This humanity was created in His image as

a finite replica of the infinite God. The right relationship with the God of the universe for
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humanity involves obedience. Through obedience, the finite creation mirrors the infinite
God.

However, because the first man and woman of his creation chose to disobey God,
they were separated from a right relationship with Him. Thus, the Bible is the narrative
story of God pursuing a restored relationship with His creation. By sending his son,
Jesus Christ, to live in his full humanity and deity, He provided a way to restore this
relationship. Christ’s sinless life, ultimate sacrifice on the cross, and triumph over death
in the resurrection, provides an opportunity for all to repent and believe in Him. Through
Jesus Christ and belief in him and his work, a right relationship is restored to the
individual. The individual then, seeks to live in a right relationship with God by faith and
obedience.

For the evangelical Christian, she or he seeks to follow the principles and
commands of the Bible. The Bible becomes the spiritual grid through which all of life is
sifted. It is the lens through which all of life is viewed. Faith, then, is the belief system
in the truth of the Scripture presenting God and His son, Jesus Christ. It is a faith that is

to be integrated with all of life.

Christian Higher Education and Presidents

Historically, colleges and universities were traditionally founded by churches, as
has already been discussed briefly. In the early 1600s the colonial colleges were founded
which included Harvard, William and Mary, Yale, Dartmouth and Princeton. DeJong
suggests that “a religious impulse lay behind the founding of most of the colonial

colleges; even when the college was not directly affiliated with a denomination, the
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intentions of the founders was to enrich the moral and spiritual growth of the students
along with their intellectual and cultural growth” (De Jong, 1990, p. 42).

Operated as Christian colleges and universities, Noll says that “all sought to
answer the Protestant need for a literate laity and a learned clergy and the democratic
need for informed citizens” (Noll, 1984, p. 5). Marsden (1994), in his monumental work,
traces the disconnection of the American university from the church—from “Protestant
establishment to established non-belief.” Therefore, there is no need to retrace his steps
in this discussion. Poe suggests, however, that there has been so much attention on this
area that we have neglected to focus our attention on why institutions remain Christian
(1999).

It is interesting for the sake of our discussion to consider the fact that the
president of the colonial college was typically trained in theology and a practicing
minister. This “pastor-as-president” model existed for the earliest colleges in America.
Noll says that usually presidents were selected for their achievements, intellectual ability,
and ministry leadership in the denomination. These presidents sought to create an
environment in which the Christian faith influenced every aspect of the collegiate
experience (Noll, 1984). The president also taught a senior level capstone course to
provide final Christian integration for the college career and final exhortations
concerning the kind of citizenship good Christians should practice.

The president operated as the one who provided spiritual direction, as well as
directing the educational focus, to those at the university. The beliefs of the church were
expecte.d to be carried out by the president and the faculty through their commitment to

educating the next generation of leaders—leaders who also serve the church as well as
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society. Nearly twenty years ago Dagley suggested that the president of the church-
related college should be a spiritual director (1988). He said that the first task of the
spiritual director is to articulate and embody the college’s mission statement. Secondly, a
president looks for opportunities to move the college forward even in an adverse
environment. The commitment of the president of the Christian college as the spiritual

director must be to protect the college mission to integrate faith with all of learning.

Integration of Faith and Learning

While many of these colleges and universities have separated from their religious
roots and presidents are no longer teaching a senior level capstone course, the Christian
college is “alive and well” in the 21st Century. In 1958, the Commission of Higher
Education of the National Council of Churches defined a Christian college as one that
attempts to develop the whole personality of every student in accordance with the life and
teachings of Jesus Christ (Noll, 1984).

In her book, God on the Quad, Riley takes a look at the “missionary generation”
(Riley, 2005). This is the generation of young people who are currently studying at
Christian colleges throughout the United States. In her study, she believes that this group
of colleges will be a “vital component in this country’s future” (p. 262). One of the main
reasons for this is the intellectual challenge that students receive from a faith-based
perspective. It is the commitment and belief in this underlying philosophy that is an
essential component to the Christian college education and makes it unique and sustains
interest among those in our world. She believes that these colleges will be a vital

component in our country’s future.
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Litfin describes two models of Christian Colleges (Litfin, 2004). The first is the
umbrella model in which the Christian college provides a “canopy” over which many
different Christian voices can exist. At the same time its sponsoring religious perspective
is not sacrificed. Christian thinking is open in this environment but is not expected of
everyone. The second approach is the Systematic Model. Christian thinking is
systematic throughout the institution from faculty and staff rooted in a similar branch of
faith, typically the sponsoring denomination or religious affiliation.

The Coalition of Christian Colleges and Universities (CCCU) include institutions
that are described by this systematic model. Christian colleges belonging to this group
must ascribe to a mission statement that is both Christ-centered and seeks to integrate
faith into all learning. Also, full-time faculty and administrators must have a personal
faith in Christ. This group has just over 100 colleges in its membership.

Some of these Christian colleges are affiliated with churches and others describe
themselves as being non-denominational, not committed to any one church body but
committed to the same mission as the church-related college. DeJong uses the phrase
“‘church-related’ in referring to the colleges affiliated with the mainline Protestant
denominations. This is simply because this phrase historically was used by these
denominations for their colleges and by these colleges to refer to themselves” (De Jong,
1990, p. xii). Typically, a college is described as being church-related if it has some tie
to a particular church or church organizing body. This tie is most often manifested in a
governing or controlling relationship which continues today. In some cases, church-

related is used synonymously with Christian colleges. However, it is not necessary for a
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Christian college to be church-related. The core mission of these two are typically the
same in that they promote the integration of faith and learning.

Mission is critical for the Christian college. It must actively describe the heart
and soul of the institution. Moseley suggests that the mission statement “sets forth the
college’s frame of reference: the underlying values of the college’s program and
operation; religious concepts that are basic to the college—concepts and ideas about the
nature of the world, God, and humankind in relation to God; and the global perspective
with which the college goes about its task of education” (1988 p. 22). This is the
distinguishing factor as compared to non-sectarian colleges. The president is the one who
provides leadership and a continued commitment to this mission.

For the evangelical Christian, all of life is shaped by a biblical or Christian
worldview. A worldview is a perspective from which all of life is based, lived, viewed,
and evaluated. Worldviews are foundationally based upon a specific set of
presuppositions and may be defined as “the comprehensive framework of one’s basic
beliefs about things” (Taylor, 1986). At the heart of every individual is a worldview that
formulates and evaluates every aspect of life. Every person has a worldview whether
they realize it or not. Individuals are conditioned by their environmental upbringing in
the formation of their worldview.

The integration of faith, which is typically the focus of the mission statement of
the Christian college, is described by Arthur Holmes in the Church-related college
(Holmes, 1991). He says that “the Christian college does not simply add biblical studies
to a broader range of subjects. Nor does the Christian college merely provide a pious and

spiritually supportive environment for learning.” He goes on to say that “the real
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distinctive is a holistic integration of faith and learning, an active penetration of all the
disciplines and all life’s callings with the beliefs and values that make up a Christian
worldview” (p. 4). This “active penetration of all the disciplines” is the essence of faith
integration—integrating a belief system with the educational experience. Students must
not be offered faith and learning side-by-side, rather “students should observe how faith
gives direction and meaning to learning and see how learning enriches and enlarges faith”
(De Jong, 1990, p. 133).

Every person has a worldview. Arthur Holmes argues that the human need for a
worldview is fourfold: “the need to unify thought and life; the need to define the good
life and find hope and meaning in life; the need to guide thought; [and] the need to guide
action” (A. F. Holmes, 1983, p. 5). Just as we need food and water for survival, we also
need to live by a system. Albert Wolters suggests that a worldview is more basic to life
than food and sex because we need some kind of creed to live by or some map by which
to chart our course (Wolters, 1985). A worldview provides this map for our lives. It
functions as a compass to point us in a particular direction to attempt to answer life’s
questions. A worldview provides the basic form which all of life is lived in a consistent
pattern of being, knowing, and doing.

The essence of the Christian faith, and the Christian worldview, is the reality of its
connection and influence to all of life. The Christian worldview is rooted in the reality of
God’s existence. God’s existence is centered around a relationship with His creation.
Through faith in God, the Christian chooses to live according to this worldview. And for
the Christian College, this worldview permeates its mission. In his work on Christian

Colleges, Ringenberg (1984) said it well:
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If an institution wishes to be recognized as a Christian college, it should proclaim
that fact openly and boldly. A college which becomes timid and apologetic about
its traditional Christian orientation is usually moving in a secular direction. Its
reticence may represent the uncertainty of its leaders about what it should hold as
its primary mission. A college cannot long remain thus divided; usually it
becomes increasingly less Christian in its orientation. The college which wishes
to remain Christian must go beyond a mere statement of that fact. It is not enough
to publish doctrinal statements, hold chapel services, and require Bible courses;
rather, the whole program must radiate the Christian faith (1984 p. 145).

As a Christian College “radiates” this faith, it flows throughout everything that occurs in

the institution. Whether it is the academic teaching in the classroom, the residence hall

life, or the leadership practice of the president, this faith should be evident throughout

these functions.

Leadership Practice Influenced by Faith
The leadership practice that takes place on a Christian College campus should

look different according to this Christian worldview. However, in my attempt to connect
this faith commitment to leadership practice, I have found very little literature on this
subject. Most of what exists has been written from a practitioner perspective rather then
being research based, as discussed earlier. Typically, the writing refers to spiritual
leadership in the church. Andy Stanley, pastor of North Point Community Church in
Atlanta, writes a prime example of the Christian leadership literature. In his book, The
Next Generation Leader, Stanley examines five concepts in leadership: competence,
courage, clarity, coaching, and character (Stanley, 2003). Through his discussion of each
concept, he discusses what he has learned in ministry leadership.

Wilkes (1998) uses the life and actions of Jesus Christ in his book on leadership—

Jesus on Leadership. Since Jesus is the example whom we are to follow, it makes sense
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to write a book on His teachings on leadership. Essentially, Wilkes equates Jesus
Christ’s leadership as “servant leadership.” Seven principles of servant leadership from
the life of Christ are then presented:

Jesus humbled himself and allowed God to exalt him.

Jesus followed his Father’s will rather than sought a position.

Jesus defined greatness as being a servant and being first as becoming a slave.
Jesus risked serving others because he trusted that he was God’s Son.

Jesus left the place at the head table to serve the needs of others.

Jesus shared responsibility and authority with those he called to lead.

Jesus built a team to carry out a worldwide vision. (p. 11-12)

Nk W=

Wilkes believes that “the pendulum has swung from personality-centered leadership to
character-based leadership” (p. 15). This character-based leadership is based on the
example of Jesus Christ as depicted in the Bible.

In another similar work, Phillips (1999) uses the life of King David from the
Bible to write his book on leadership lessons from this important biblical figure. He
discusses David’s faith in God and his role as king of Israel. These two are related by
God’s desire for David to lead the chosen nation of Israel. The successes and failures of
David are discussed as an example of how Christian leaders can learn important
leadership lessons from his life.

Leadership practice that is influenced by faith has been written about by several
Christian authors as evident in the above discussion. However, this is typically written
from the author’s perspective and experience and has not been based on current research
methodology. Because of this gap in the literature, it is critical to move forward and lay a
foundational framework for this study.

As I pursue this research journey, it is important to use a leadership framework.

There are many different options to consider such as viewing leadership through the
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Bolman and Deal’s four organizational frames or transformational leadership. However,
since I will be observing leadership practice of three selected presidents of Christian
colleges, I have decided to use Kouzes and Posner’s five practices of exemplary leaders.
Their research provides a framework for understanding leadership practice and is useful
in this study for examining presidents in higher education.

Ironically, during my research, Kouzes and Posner released a new edited book on
their five leadership practices (2004). This time, they provided Christian reflections on
these practices. This work came as a result of John Maxwell’s request, a prominent
Christian writer on the subject of leadership. His desire was to use the five practices as
the framework to organize a leadership conference. Then, as a response to the
conference, he “offered to compile a book that would make The Five Practices leadership
framework speak more directly to Christian leaders, weaving together faith and
leadership” (p. 3).

Kouzes and Posner (2004) suggest that five themes “give us a deeper appreciation
for how faith informs and supports leadership, no matter the context” (p. 119). The five

themes they discovered are as follows:

1. Credibility is the foundation of leadership
2. Leadership is personal

3. Leaders serve

4. Leaders sacrifice

S. Leaders keep hope alive

These themes form the conclusion to this brief work. While they do not significantly
expound on any of these themes, they do provide a short description. This will be
discussed further in the concluding chapter as I review my findings in light of Kouzes

and Posner’s five leadership practices.
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A Framework for Studying Leadership Practice—The Leadership Challenge
The practice of leadership—it’s what a leader does. This is where the rubber

meets the road. It’s not so much about a position as it is the practice of what a leader
does that makes a leader a leader. This is where the action occurs and that which can be
experienced and seen by the others. If all we see is a person in a position or study a
specific trait theory, then we miss the activity of the actual leader.

This study is about leadership in action. It is also a study about the outworking of
faith and its influence on leadership. What does this look like? In what ways does faith
influence leadership practice? In order to answer this question, this study must be
researched through a grid of leadership practice. This necessitates a framework to
understand leadership practice.

In the late 1980’s, Kouzes and Posner released the first edition of their study on
leadership practice and have since revised it to its current third edition. As has already
been suggested, these authors have been part of the thrust of the research based
leadership literature. It is interesting to note that on the first page of their book they say
that “leadership is not about position or title. It’s about caring, about relationships, and
about what you do” (James M. Kouzes & Barry Z. Posner, 2003, p. 1). Therefore, the
backdrop that I have provided concerning the leadership literature moving to a focus on
relationships corresponds with their research.

Kouzes and Posner originally studied more than 1,100 managers / leaders to
discover their personal best experiences as a leader. Initially, this research was

developed through case study analyses and then was supplemented with in-depth



interviews. Through this research, they discovered emerging patterns of leadership
actions and behaviors.

And now, with the release of their third edition, they say that “for over two
decades we’ve been conducting research on personal-best leadership experiences, and
we’ve discovered that there are countless examples of how leaders mobilize others to get
extraordinary things done in virtually every arena of organized activity” (James M.
Kouzes & Barry Z. Posner, 2003). Getting extraordinary things requires exemplary
leadership practice.

Kouzes and Posner narrowed their findings to key areas of leadership practice of
exemplary leaders. They found five leadership practices of exemplary leaders—these
practices emerged as leaders were at their best. These actions and behaviors were
grouped into five practices of leaders which forms their model of leadership. The
following is a list of these practices which correspond each to two commitments as
presented in their book:

1. Model the Way
a. Find your voice by clarifying your personal values
b. Set the example by aligning actions with shared values
2. Inspire a Shared Vision
a. Envision the future by imagining exciting and ennobling possibilities
b. Enlist others in a common vision by appealing to shared aspirations
3. Challenge the Process
a. Search for opportunities by seeking innovative ways to change, grow,
and improve
b. Experiment and take risks by constantly generating small wins and
learning from mistakes.
4. Enable others to act
a. Foster collaboration by promoting cooperative goals and building trust
b. Strengthen others by sharing power and discretion
5. Encourage the Heart
a. Recognize contributions by showing appreciation for individual
excellence
b. Celebrate the values and victories by creating a spirit of community.
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Since these leadership practices are commonly found in leaders, these five areas will be
used as my guiding framework for viewing leadership. This helps to narrow the
understanding of leadership to five common categories. While these practices are not
suggested or intended to be Christian or non-Christian, I am interested in discovering in
what ways these five practices are influenced by Christian faith. Since this framework
will guide my research, I will provide a brief overview of each of these practices as
presented by Kouzes and Posner.

Model the Way. Leaders must establish their values and then choose to practice
them. Words without action can promote disillusionment in the organization. Therefore,
it becomes critical for the leader to “model the way” in order for the people of the
organization to follow the plan. A leader is committed to looking inside to discover one’s
personal values. By clarifying these personal values, Kouzes and Posner believe that the
leader finds his voice.

In order to be an effective model to the organization, a leader must know who he
or she is—this inner voice—and then seek to live out their values through their actions.
Their actions become a reflection of these values. Kouzes and Posner (2003) say that
“leaders deeds are far more important than their words when determining how serious
they really are about what they say” (p. 14).

Credibility and integrity become key components to the practice of leadership.
This is who the leader says he or she is to those within the organization. Kouzes and
Posner suggest that “exemplary leaders know that if they want to gain commitment and
achieve the highest standards, they must be models of the behavior they expect of others”

(p. 14). Leaders are examples to others within the organizations. Through their example,
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they establish a standard of behavior among others. This way in which a leader acts is
based on his or her guiding principles. These guiding principles are the values that a
leader ascribes to and seeks to act on in a leadership position. The leader is also
committed to setting the example by aligning his or her actions with the shared values
within the organization.

Inspire a Shared Vision. Leaders point the people and the organization toward a
new and desired future. Vision is often discussed in the literature as an important
component to leadership practice. This discussion is also rooted in the concept of
transformation. Everyone wants a better organization—whether it is more profits, a
better working environment, or improved quality.

The leader has the opportunity to create a picture of this future. Often this is done
in context with others. It is taking a look at what could be and then inspiring the people
in the organization to work to get there together. “They gaze across the horizon of time,
imagining the attractive opportunities that are in store when they and their constituents
arrive at a distant destination. Leaders have a desire to make something happen, to
change the way things are, to create something that no one else has ever created before”
(2003, p. 15). This “inspiration” is critical for the leader. The leader must have the
ability to “rally the troops™ and get everyone excited about the possibilities of tomorrow.
The leader then becomes the catalyst for inspiring this vision.

This brings the leader to another critical part of this concept. The vision must
become shared throughout the organization if it to be successfully achieved. The leader
can’t do it on his or her own and needs the cooperation and ownership of the people. As

they share in the vision, they become part of implementing a better tomorrow.
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Challenge the Process. Leaders face challenges along the way. The key is what
the leader does to address the challenge that makes him or her exemplary in their
practice. Whether it is a financial or personnel challenge, it is critical for the leader to
challenge the process and seek innovation. This is the opportunity for the leader to
change the course for the organization by taking a risk and seeking innovation.

Challenging the process can be viewed in two different ways. The first approach
has been suggested in the preceding paragraph as the challenging situation that exists
within the organization. However, the second is where leaders look beyond the familiar
and the current ways of doing business to seek innovation and change. It is a challenge to
doing things differently rather than continuing down the same path that has produced the
same results. Kouzes and Posner (2003) suggest that “leaders are pioneers—people who
are willing to step out into the unknown. They search for opportunities to innovate, grow
and improve” (p. 17).

The process represents the current way of doing things. The leader brings a new
way of thinking and acting that challenges this current way of thinking that opens up new
possibilities within the organization. As the leader moves forward by challenging the
process, he or she seeks small wins along the way and learns from mistakes. Certainly,
by taking risks and seeking innovation, mistakes will be made along the way. An
exemplary leader will not get sidetracked or bogged down in their mistakes. Rather, they
will respond by taking additional opportunities to succeed and generate small wins.

Enable Others to Act. Leadership is not a “one-person” show. Leaders cannot
function on an island nor try to do it all alone, although some try. The people within the

organization are critical to the leader’s success. She or he must work with and through
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others to accomplish the shared vision through cooperative goals and the desired
transformation. When goals are cooperative, there is shared ownership among the
people. They willingly participate in the desired results by investing their time and
energy in the organization.

The concept of a team is an important parallel in the organization. Just as the
football team has a coach who directs the players, the team members must do their job
and they must excel on the field. The exemplary leader, as head coach, provides the tools
and motivation for the personnel to participate at the highest levels. In some cases, this
leader becomes more of a facilitator to enable others to act in their areas. In turn, this
builds trust and respect among the personnel for the leader as they are able to share in the
organizational goals.

Kouzes and Posner suggest that power must be shared by the leader in order to
enable others to act. When leaders wield all the power, the people become powerless to
act on their own. This fosters a negative spirit within the organization. For the
exemplary leader, this power is shared. Authority and power is dispersed and the people
are empowered to act within the organization.

Encourage the Heart. Closely related to enabling others to act, the exemplary
leader is involved in encouraging the hearts of the people. The leader must encourage the
people within the organization to carry out the shared vision. In order to encourage, it
becomes critical for the leader to have a relationship with those in the organization. From
this relationship comes the desire to show appreciation for everyone’s contribution and to

create an atmosphere based in the celebration of success.
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People are often motivated when they can hear words of a job well down from a
leader. Showing this appreciation can provide the encouragement that people need in
their jobs. There is something very positive about being recognized and appreciated for
what a person accomplishes for the organization. This certainly helps to improve
employee contributions to and longevity in the organization.

Not only does the leader celebrate these individual accomplishments, but he or
she also creates a spirit of community by celebrating the values and victories in the
organization. Whether it is reviewing the mission statement and re-emphasizing the
reason why the organization exists or celebrating a significant victory as a community,
the hearts of the people are encouraged. They see results and find hope in the future of
the organization which in turn gives them a positive and good experience for their

personal investment.

Thus, the practice of leadership as presented by Kouzes and Posner becomes the
grid through which I will use as my research framework. This has already been utilized
to look at Christian leaders and business leaders. Also, in a recent work Kouzes and
Posner have written the Academic Administrators Guide to Exemplary Leadership (J. M.
Kouzes & B. Z. Posner, 2003). In this book, they use the same five exemplary practices
of leadership while integrating it with case stories from leaders in colleges and
universities.

Furthermore, they identify that “numerous scholars have applied the Five
Practices of Exemplary Leadership framework to their investigation of leadership in

higher education; several even began with the personal-best leadership case study
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approach” (p. 4). They sight studies of college coaches (Elliott, 1990; Coffman, 1999) to
presidents (Bauer, 1993), vice presidents (Plowman, 1991), business and finance officers
(Stephenson, 2002) and deans and department chairs (Xu, 1991).

Coupled with their recent adaptation of the Leadership Practice to include
Christian reflections, this framework becomes an obvious option for this study. This
framework has been used as a basis for understanding leadership practice in higher
education and continues to be a well-respected guide for leaders in today’s for-profit and

not-for-profit worlds of leadership.

Moving Forward

As I consider my own leadership journey and what I have evidenced in others, I
believe that the Christian faith influences a leader in several ways. First, the Christian
leader is motivated by his faith in God to provide leadership. This motivation does not
place emphasis on oneself through personal gain. Rather, the motivation is focused on
doing everything to honor and glorify God in the organization. The Christian leader
leads to please God, rather than people. Secondly, the Christian leader inspires people to
do their best in the organization in order to bring honor and glory to the God they serve.
There is a higher purpose to their work and the Christian leader brings the focus to this
area as a servant to his’her people and the needs of the organization. Third, the influence
of the Christian leader is not based on the improper use of power. With the responsibility
of leadership, comes the responsibility to lead with non-coercive power. Power is not
used to get what you want; rather, it becomes the goal of the Christian leader to empower

others and thus share the responsibility. Finally, the Christian leader places great
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emphasis on prayer as a way to receive direction from God to provide the leadership
needed to the organization. For the Christian leader, there is a great dependence on God
for guidance in a leadership role. This faith relationship is critical for the Christian
leader.

There certainly is a need in the leadership literature to understand the ways in
which faith influences the leadership practices. By examining the leadership practices of
three select presidents of Christian colleges, this research will provide the foundation to

future research in this area.
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CHAPTER THREE

CREATING THE LEADERSHIP PORTRAIT

Introduction

Much of the leadership literature today is written by practitioners—leaders who
write about their own personal experiences. These works are readily available at any
local bookstore. In recent years, there has been a significant influx of research-based
literature written on the subject. As researchers have probed this area of study, they have
attempted to apply different methodologies, both quantitative and qualitative, to
understand this important subject that spans the for-profit and not-for-profit world.

The use of a qualitative methodology provides a much deeper description for the
researcher, especially for the study of leadership. In 1990, Yukl said that “it is rare to
find observational studies in leadership that include supplementary methods, such as
interviews with key figures, to discover the context and meaning of events” (1990, p.
183). However, since Yukl’s writing, many researchers have focused on the use of
qualitative methodology because it provides the “thick description” needed to understand
leadership (Geertz, 1973a). Qualitative research gives the substance and the opportunity
to observe and dialogue with the leaders and followers which, in turn, provides more
insight into the subject.

As we have discussed in the literature review, there is a gap in the current
research concerning the influence of faith on leadership practice. This suggests the need
to use a research tool that will function inductively. Through qualitative research, ideas

and emerging themes can be generated to aid in further research. These qualitative
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methods are at their best when they are being used in an exploratory fashion for
generating many concepts and ideas. These concepts and ideas can then form the basis
for additional research as a foundational inquiry is established.

In qualitative research, Creswell (1998) says that “the researcher builds a
complex, holistic picture, analyzes words, reports detailed views of informants, and
conducts the study in a natural setting” (p. 15). By talking to the leader and followers in
their natural setting, important concepts and insights can be gleaned. Therefore, this
study of leadership practice calls for use of a qualitative methodology.

In some ways, what I will be attempting to do is similar to what Denzin and
Lincoln described as making a quilt (Denzin & Lincoln, 2003). This “maker of quilts”
uses “the aesthetic and material tools of his or her craft, deploying whatever strategies,
methods, or empirical materials are at hand (p. 6).” As another metaphor, they suggest
that qualitative researchers also use montage as in the method of editing cinematic
images. “In montage, several different images are superimposed onto one another to
create a picture” (p. 6). The qualitative researcher who uses montage is like a quilt maker
who cuts, stitches, and makes the pieces into an entire interpretive whole.

These pieces, while just pieces in and of themselves, will be sewn together by the
researcher to create a new and more complete work. As a quilt maker, this researcher
will attempt to piece together stories to create a portrait that depicts the influence of faith

on the leadership practice of three Christian College presidents.
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A Life of Stories

Stories captivate the imagination and the mind. Stories provide the intrigue to
ignite a deep search for meaning in life. Our lives are shaped and bound by our stories.
These stories provide a tapestry through which meaning and understanding can be woven
for one to discover. In order to research a life, we must seek out the stories from a
person’s life. These stories then become part of the larger narrative.

The use of stories is common to our experiences. We tell stories about what
happened at work. We pass down stories to our children of what it was like for us
growing up. We hear stories in the news and read about them in magazines. Stories are a
regular part of our lives. It’s how we speak and communicate. It’s also how we
understand life. Stories communicate experience and through this we learn, grow, and
change.

Researchers have recently latched onto storytelling as an appropriate
methodology in the field of qualitative inquiry (Merriam, 1998). Clandinin and
Connelly (2000) suggest that “narrative and story-telling, two intimately related terms,
are increasingly evident in the literature that swirls around these compelling scientific-
humanistic modes of inquiry” (Clandinin & Connelly, 2000). The use of stories are often
found in qualitative methodologies such as ethnography, life history, biographies, and
case studies. While qualitative research privileges no single methodology (Denzin &
Lincoln, 2000), the use of stories is a compelling tool.

Life is composed of stories. “Narrativists believe that human experience is
basically storied experience: that humans live out stories and are story-telling organisms”

(Clandinin & Connelly, 2000, p. 77). They believe that one of the best ways to study
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“human beings is to come to grips with the storied quality of human experience, to record
stories of educational experience, and to write still other interpretative stories of
educational experience” (p. 77). These written stories are called narratives.

The use of stories will be the primary methodology conducted in this research.
These stories are told within the context of a plot—this plot represents the movement of a
person’s life. The plot creates the order of a person’s life, or a period of a person’s
experience, and therefore takes the reader and the researcher on the journey to discover

meaning. The meaning is uncovered through the work of the artist and the portrait that is

painted.

The Art of Portraiture

This journey has been developed in a new form of qualitative inquiry called
“portraiture” (Lawrence-Lightfoot & Davis, 1997). Like an artist painting on a canvas,
the researcher paints an artistic expression through the narrative of life stories. “The
portrait, then, creates a narrative that is at once complex, provocative, and inviting, that
attempts to be holistic, revealing the dynamic interaction of values, personality, structure,
and history” (p. 11). The narrative documents human behavior and experience in
context—the context of the subject’s life and experience. Lawrence-Lightfoot calls this
research methodology a blend of the “curiosity and detective work of a biographer, the
literary aesthetic of a novelist, and the systematic scrutiny of a researcher” (p. 15).

English (2000) writes that “Lawrence-Lightfoot broke new ground in performing
research in educational leadership with the release of her 1983 book, The Good High

School: Portraits of Character and Culture” (English, 2000). This new ground enabled
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her to display her methodology of portraiture. Lawrence-Lightfoot suggests that the
portraitist is interested in “searching for the central story, [and] developing a convincing
and authentic narrative” (Lawrence-Lightfoot & Davis, 1997, p. 12). This narrative
provides the flow for understanding the story at hand.

Furthermore, she says that “this requires careful, systematic, and detailed
description developed through watching, listening to, and interacting with the actors over
a sustained period of time, the tracing and interpretation of emergent themes, and the
piercing together of these themes into an aesthetic whole” (p. 12). With the emergence of
themes, the researcher is able to paint the portrait.

English suggests that “it is in the notion of ‘voice’ that Lawrence-Lightfoot and
Hoffmann-Davis stake their claim to the difference in research method” (English, 2000).
In most cases, the voice of the researcher is silent. Lawrence-Lightfoot says that the
person of the researcher is “more evident and more visible than in any other research
form” (p. 13). Just as the artist creates a sketch of the portrait through his or her eyes, the
researcher does the same in portraiture while the voice of the researcher comes through
loud and clear. The portrait tells the story of the researcher and the researched. “In
portraiture, the voice of the researcher is everywhere: in the assumptions,
preoccupations, and framework she brings to the inquiry; in the questions she asks; in the
data she gathers; in the choice of stories she tells; in the language, cadence, and rhythm of
her narrative” (Lawrence-Lightfoot & Davis, 1997, p. 85).

Lawrence-Lightfoot expresses voice in the form of autobiography. English (2000)
writes that:

In voice as autobiography, the portraitist “reflects the life story of the portraitist”
(1997, p. 95). Here the portraitist/researcher brings her own life story, her familial,
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cultural, ideological, and educational experiences, to the research project. In the
matter of discerning other voices, the voice of the portraitist/researcher differentiates
between listening to a story and listening for a story. The latter implies a much more
active role for the researcher, for it means that the portraitist is creating and molding a
story instead of merely searching for one. Portraiture is thus a constructivist activity
involving intervention instead of a passive observation of life in context. (p. 22)

It is very clear that the voice of the researcher is to be seen and heard, while being written

into part of the story. She describes this simply: “from where I sit, this is what I see;

these are the perspectives and biases I bring; this is the scene I select; this is how people

seem to be responding to my presence” (p. 50).

The Voice of the Researcher

My voice is clear in this study. As an evangelical Christian, I believe in my faith
in God. I was raised in a Christian home and was involved in church throughout my life.
I have always been part of a religious community of faith. I believe in the God of the
Bible and have faith that He sent His Son to provide salvation to any that call on His
name. Furthermore, I believe that through salvation we enter into a relationship with
God. Through this relationship, I seek to integrate my faith into every area of my life. It
is a transformative process. The three leaders in this study have very similar
backgrounds to mine. We have all been influenced by the beliefs of the Protestant
Church and a theology that is conservative and evangelical.

I am also an aspiring and experienced leader. While I have not served as
president of a Christian College, I have been involved in several upper level
administrative positions in a Christian College and have also provided leadership to a
private Christian K-12 school. These leadership experiences have given me the

opportunity to probe into my faith and leadership practice and to discover my voice. This
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is all part of this research journey. Not only am I searching for meaning in the lives of
others, I am also looking for meaning and understanding in my own personal and
professional life. This is an ongoing quest with which I am vitally concerned. As an
artist in the process of painting this portrait it is impossible to separate my own journey
from those that I paint. My experiences and beliefs, along with that of those researched,

help to paint this portrait.

The Research Procedure and Process
The research process began with the selection of the presidents and colleges for
study. It was critical to consider the best possible subjects and their availability for the
research while realizing that this study should be replicated in a variety of contexts to

provide deeper meaning and a greater opportunity for more broad-based conclusions.

Selecting the Subjects for the Canvas
The scope of this study focuses on Christian College presidents and their

individual stories of leadership practice and the influence of their faith. This is the heart
and soul of qualitative researcher, and that of portraiture. This allowed me, as the
researcher, to spend considerable time with the interview subjects in their specific
context. Lawrence-Lightfoot suggests that the single case is the best approach for one
using the methodology of portraiture. She says that “the more specific, the more subtle
the description, the more likely it is to evoke identification” (p. 14).

In order to paint the picture of the connection between faith and leadership, this

study is focused on three Christian college presidents at three different colleges. As I
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examined my subject possibilities for study, there were several guiding values that
provided direction to me.

First, I believed it was important to select leaders from Christian Colleges that are
part of a national organization adhering to the same set of core beliefs. All of these
leaders are involved in a Christian university belonging to the Coalition of Christian
Colleges and Universities (CCCU). With just over 100 institutional members, the CCCU
is the recognized group of Christian colleges committed to the mission of advancing “the
cause of Christ-centered higher education and to help institutions transform lives by
faithfully relating scholarship and service to biblical truth” (CCCU website). Their
members must espouse a strong commitment to Christ-centered higher education and
Christians must be hired for all full-time faculty and administrative positions. Therefore,
the context for this study provides an explicit context for faith expression.

Secondly, as the researcher, I spent 12 years of employment at another CCCU
school in which I graduated. While there are certainly variations within the CCCU
among its membership, the core faith beliefs are clear and all are integrally committed to
provide an education that is fully integrated with biblical principles. The similarities
were apparent between the colleges as well as in my own experience. I was also familiar
with this group which gave me additional insight into the study.

Thirdly, I had previously been on all three of the selected campuses and even had
some connections with former colleagues. This familiarity and connection provided the
advanced insight needed to launch my research. This, I believe, helped to provide open

doors to my study.
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Fourth, it was important to select colleges that were in close proximity to one
another. This would help in travel time as well as provide a similar geographical context
for the study. Just over 200 miles separate these three campuses which resulted in ease of
travel between the three sites while doing my field study.

Finally, I believe that I could study any evangelical Christian leader at a college
or university in this process, whether at a Christian college or a state university.
However, because the scope of this research is not to study every leader, it was necessary
to narrow the pool of potential candidates for several reasons. I considered studying
several Christian presidents at different types of colleges. This could certainly be a
possibility for a future study. While this would result in a rich study, I believe it is
important to study leaders in a similar context and who had leadership challenges along
the way.

Furthermore, I believe it is important for this initial study to lay a foundation by
researching presidents who work for institutions in which the mission supports the
integration of faith into all of life. Because of the prominence of the Coalition of
Christian Colleges and Universities as well as my experience at a member school, I chose
three colleges and their presidents from this membership that were similar in context and

location.

Making Contacts
Knowing that my pool of potential subjects would come from the CCCU’s

membership of about 100 Christian Colleges, I began looking at specific geographic
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regions. Because of the significant population of Christian colleges and my familiarity
with this area, I chose the Midwest region.

Next, I reviewed the list of colleges in this region to identify any potential inside
connections or relationships that I might have. I also sought the recommendations of a
few other key individuals within Christian higher education. These recommendations
centered around the leaders who might be considered as “exemplary leaders” as defined
by Kouzes and Posner. This was based on the insights of a few key informants along the
way. I knew that while the leader may not be classified as “exemplary” at all times, that I
would likely find stories that emulated these five leadership practices.

Two Christian Colleges and their presidents initially stood out to me. I was very
familiar with their colleges and in one case, had met the president. Both colleges had
also gone through significant growth and transformation. Knowing this, I drafted a letter
of introduction for my study and sent it to the respective presidents asking for their
participation in the study.

In order to prepare them for my letter, I asked two individuals who knew these
presidents to make preliminary introductory contacts for me. It was important that they
would hear from someone they respected and trusted about this research proposal. One
individual worked as a vice president at one of the selected Christian colleges. I had
developed a peer relationship with him when I worked in Christian higher education. In
the other case, a former colleague I worked with contacted this president. He had a long-
term relationship with him. Both of these contacts occurred in September, 2003, and
opened a door to pursue this research at these colleges and with these presidents. These

sites visits were planned for November and December, 2003.
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The final president and Christian college selection was more difficult. I had
identified five other potential colleges to study and began the process of making contact
with them. However, this time I did not have anyone to help me gain access. Because of
a number of reasons ranging from busy schedules to disinterest, I was denied the
opportunity to conduct my study with these presidents.

However, in networking once again with one of my contacts, he suggested that I
study the president of Bethsaida College. He knew Dr. Bunton and he offered to make an
initial contact with him. Iimmediately followed-up with a letter of introduction and then
contacted him to ask his permission to be involved in the study. He agreed and I then

conducted my interviews in April, 2004.

Three Presidents and Three Christian Colleges
In order to be a member college of the Coalition for Christian Colleges and

Universities (CCCU), all three colleges selected in this study must have “a public mission
based upon the centrality of Jesus Christ and evidence of how faith is integrated with the
institution’s academic and student life programs” (CCCU website).

Capernaum University was established in 1887 while affiliated with the Reformed
Presbyterian Church. Because of hard times that the college faced, it was confronted
with a decision of closing its doors or finding another church group to assume its
operation. In 1953, the trustees of a Bible institute in the area assumed ownership of the
college. Dr. Woods became the president of the college and led the school to record
enrollment during his 25 years of leadership. In 1978, Dr. Peter Devitto became the next

president of the college, leading it to enrollment of nearly 3,000 students, more than 100
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programs of study, and a campus filled with new facilities. Dr. Peter Devitto now serves
as the chancellor.

Galilee University has been educating students for over 130 years. It was founded
by church leaders from a protestant denominational group and was open for students of
all ages regardless of their religious convictions or beliefs. In the 1960s, this institution
began to offer four-year programs of study. It has now grown to an enroliment of 4,000
students offering a wide-range of undergraduate and graduate programs. The university
board of trustees selected the current president, Dr. Gilbert Belding in 1999. Even
though he has only been in this position for a few years, he has faced some significant
challenges while at the same time gaining the respect and trust of the faculty and staff.

Bethsaida College was founded in 1947 as a church-sponsored Christian college.
This college was the liberal arts arm of this small Protestant church group. During the
1980s, this college nearly faced closure because of declining enrollment and financial
pressures. In 1989, the college board of trustees selected Dr. Nathan Bunton to guide the
college out from these difficult times. During his 15 year tenure, he provided leadership
that would triple the enrollment and expand the facilities and programs. He certainly
faced challenges along the way but through his leadership this college experienced a
transformation.

All three of these Christian colleges have a strong heritage and are considered to
be leaders in the CCCU. These presidents have had vast experience in their leadership
role at these institutions as well as other colleges. Two presidents were able to look back

on their presidential tenure as one had retired and the other was just three months away,



the other president could look forward to his presidency and career. Therefore, these

leaders bring great experience and insight to this study.

Methods of Painting

Lawrence-Lightfoot says that “a sure intention in the methodology of portraiture
is capturing—from an outsider’s purview—an insider’s understanding of the scene” (p.
25). As an outsider, I was able to gain access to each of these three colleges, the
presidents and some key personnel who had worked closely with them.

Merriam (1998) suggests that a major source of obtaining data in qualitative research is
the interview. The primary method of research I used in my research is the interview.
These interviews and additional observations brought a “thick description” to the
research (Geertz, 1973b).

I spent three days on each campus. During this time I was able to tour the campus
and observe campus life. However, the focus of my time was on the interviews. For all
of three of the colleges, I scheduled my days with between eight and nine interviews.
The interviews began at 8:00 a.m. and lasted until 5:00 p.m. They were scheduled every
hour on the hour. Most of the interviews lasted 45 minutes in length which allowed for
some time in-between for reflection and journaling.

I spent considerable time with each of the three presidents in extensive and
multiple interviews. In order to best deal with their schedules at two colleges, I divided
out my time with the presidents by spending an hour on each day of the three-day site
visit. This provided an opportunity to reflect on the previous interviews and to further

engage some of the issues that I was hearing in the other interviews. In one case, the
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president had already retired from his position as president and he was unavailable on
campus during my visit. Therefore, I spent an afternoon with him in his home after I had
conducted the interviews with the personnel on campus. By interviewing him after the
interviews of the faculty and staff at his college, it had the same effect as I went .in to the
interview informed on the challenges and perspectives of those who had worked closely
with him.

As a way to gain further insight into my research and the leadership practices of
these presidents, I interviewed approximately 20 faculty and staff from each college.
These interviews were focused on key subordinates to gain a picture of how they
experienced and saw the president’s influence of faith and leadership practice. I worked
with the president’s assistant at each of the colleges to identify the personnel for
interviews. The main criteria I used to select from both faculty and staff was to focus on
those who had had a long-term working relationship with each the presidents. This long-
term relationship is defined as those who worked with the president throughout his tenure
or who had been faculty and staff members of the university for over 10 years. In
addition, this also included those who either reported directly to the president or who had
close working relationships on committees within the administrative structure. This did
include interviewing every vice president at each of the colleges since they worked
directly for the president. A cross-section of faculty and staff who had direct or indirect
reporting relationships with the presidents were interviewed. These faculty and staff
members were also typically long-term employees of the college and could provide a

greater historical perspective.
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During each interview, extensive notes were taken by the researcher. The
interviews were also tape recorded as a way to ensure the accuracy of the interview in
case the notes were not legible. This provided