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ABSTRACT 

The purpose of this final project is to study the extent to which staff at Bakke 

Graduate University (BGU) experienced personal transformation through their work. As 

an under-resourced nonprofit engaging in a dynamic global mission, BGU has the 

potential for creating a work environment that could lead to staff burnout. In the article 

entitled “Volunteer and Non-Profit Burnout – The Burnt Stick,” Bart Gragg explains, 

“When a person starts down the path to burnout their performance begins to slip, and they 

know it. But they are tired. They get frustrated because they are not performing to their 

standards. And therefore they are not being fulfilled. Then they begin to have an attitude, 

either of anger or despair.”1 This attitude then affects donors, clients, and other 

employees negatively, which can then create even greater stress.  

The personal transformation experience will look different for each individual, 

but as a general guideline it will include a sense of self-fulfillment when the individuals 

are able to use their God-given gifts and talents in a significant role as part of a larger 

community. This project will consider different factors and criteria that need to be present 

for this transformation to happen. Based on the study and presentation of information 

gathered, this project then will develop guidelines for BGU to implement and follow to 

create an environment where staff is more likely to experience personal transformation. 

The scope of this project will include definitions for transformation, 

transformational leadership, and personal transformation as it relates to this study. Staff 

                                                 

1 Bart Gragg, "Vounteer and Non-Profit Burnout - the Burnt Stick," Maverick's Mental Meals 
(2008). http://www.maverickbusinessadvisors.com/wordpress/2008/10/a-burnt-stick/ (accessed October 30, 
2011).  
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of BGU, both present and past, will be surveyed to gather information on BGU’s work 

environment and the type of factors necessary for staff to experience personal 

transformation. This project will identify transferable principles that leaders of other 

nonprofit organizations can implement to create environments within their own 

organizations for their staff to experience personal transformation.  

This project will be limited to gathering and analyzing data from existing and past 

BGU employees and will not be a broad-based survey of employees from other nonprofit 

organizations. In addition, this project will not include the actual implementation of 

guidelines that are developed by this study, but will simply be recommendations for BGU 

leadership to follow.  
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CHAPTER 1.  

INTRODUCTION OF THE PROBLEM 

Problem 

I am studying to what extent the staff at Bakke Graduate University (BGU) is 

experiencing personal transformation through their work so that my reader may 

understand how organizations can be internal transformational agents. BGU, like many 

Christian nonprofit organizations, has a worthy mission to have a positive impact in this 

world. BGU “strengthens leaders who steward resources with and for vulnerable people 

and places, by means of contextual, Christian-based education innovatively delivered 

throughout the urban world.”1 This mission’s clientele, because of its work in developing 

countries and urban centers, is generally under-resourced and therefore BGU is 

dependent on the generous contributions of donors who identify with the mission to 

deliver its product of Christian-based education. This need for donations is a challenge 

that many nonprofits face. According to Jonathan Peizer, 

Organizational capacity, or lack thereof, is an important issue in the non-profit 
sector. This is not a revelation to any donor or non-profit struggling with the 
problem in pursuit of mission goals. Non-profits are long on good intentions, 
tenacity and passion for achieving mission. Many are also woefully under 
resourced in developing their own organizational capacity in areas including 
technical acumen, organizational development, strategic planning, advocacy and 
promotion.2 

                                                 

1 Bakke Graduate University, "About Us", Bakke Graduate University 
http://www.bgu.edu/mission_vision.htm (accessed 07/23/2011). 

2 Jonathan Peizer, "Organizational Capacity—Stepchild or Holy Grail of the Nonprofit Sector? ," 
Internet & Information Policy (2002). 
http://www.soros.org/initiatives/information/articles_publications/articles/org_capacity_20021115 
(accessed October 30, 2011).  
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The challenge of being under-resourced is often reinforced by the donor’s desire 

to see their contributions used primarily for frontline mission activities. The common 

measurement for stewarding donated funds is to have of the smallest percentage possible 

invested into administrative capacity and the greatest percentage into program-related 

expenditures. The smaller the percentage of administrative costs an organization can 

show, the greater the likelihood of continuing to receive funds. In addition 

Administrative need often takes a back seat to the more compelling mission need 
not only because funds are tight but because expertise and interest do not lie in 
these areas. Non-profit program staff may undervalue the administrative 
mechanisms that support successful for-profit or non-profit initiatives. Aside from 
the cost issue, it can be difficult to integrate these functions into a non-profit 
environment if they are thought of as simply extra expense rather than a better 
way to meet mission objectives.3 

The combination of being under-resourced and living up to donor expectations 

collides with the nature of the typical staff person working for nonprofit organizations. 

“They want to make a difference, to give back and are typically givers at heart. They 

willingly work for less pay and give of their free time. Even after their work hours are 

over. They love or need to do what they do and cannot say ‘No!’ to people that ask for 

more time.”4 The tension between staff trying to do more for the organization and the 

limitation of funds to carry out the mission of the organization creates an environment 

that easily overlooks the stress and pressure that begins to build up over time with these 

staff members. The environmental tension can then lead to staff burnout. “When a person 

starts down the path to burnout their performance begins to slip, and they know it. But 

they are tired. They get frustrated because they are not performing to their standards. And 

                                                 

3 Ibid., 2.  

4 Gragg.  
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therefore they are not being fulfilled. Then they begin to have an attitude, either of anger 

or despair.”5 Staff burnout will clearly have a negative impact on the organization in how 

it carries out its mission. Productivity and focus begin to diminish, which leads to a less 

effective mission and less support by donors, which can lead to greater stress. Armson 

states the following about the effects of stress in the workplace: 

Stress seems to have become acceptable almost to the point of being obligatory, 
so when do ordinary, acceptable levels of stress spiral into depression and even 
suicidal behavior? The causes of stress are complex. There is often an inseparable 
combination of work and domestic factors - a company merger or takeover, for 
instance, at the same time as the break-up of a relationship - and the problem is 
balancing the two. However, there are tangible, work-related causes of stress such 
as long hours, time pressure, management style, uncertainty, rapid change, 
competition or an increased workload due to a company’s downsizing. Many of 
these - long hours in particular - were a hallmark of the 1980s which have 
persisted.6 

Caroline Preston reported in The Chronicle of Philanthropy that a new survey of young 

nonprofit workers “cited burnout and low pay as the biggest reasons they might leave 

nonprofit work. When asked why they would not pursue leadership jobs, they cited 

concerns about the pressure from board members, grant makers, and heavy work burdens 

that face executive directors.”7  

The problem of under-resourced organizations creates a working environment that 

leads to stress and worker burnout, and ultimately leads to less resources being given to 

the clientele that the organization desires to serve.  However, a more important question 

                                                 

5 Ibid. 

6 Simon Armson, "Putting Stress on the Bottom Line," Management Today 00251925: 5-5, no. 
(1997). 

7 Caroline Preston, "Burnout, Low Pay May Drive Young Charity Workers Away, Survey Finds.," 
The Chronicle of Philanthropy (2007). http://philanthropy.com/article/Burnout-Low-Pay-May-
Drive/55156/ (accessed October 30, 2011). 
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focuses on the stewardship of personnel, their gifts and talents. Should the leadership of 

an organization be just as concerned with creating an environment that will allow staff to 

experience fulfillment and personal transformation as they are carrying out the mission of 

the organization? Max De Pree states, “The driving force in our organizations, both for-

profit and not-for-profit, ought not to be goal achievement or asset management or 

quantifiable growth, important as these are. Rather, our society badly needs organizations 

and people that move relentlessly toward realizing their potential.”8 When an 

environment is created for staff to realize their own potential, they then can experience 

physical, mental, and spiritual transformation that allows transformation to flow through 

them to others. Hackman and Johnson in their book Leadership: a Communication 

Perspective state this about staff realizing their potential. 

Self-actualization is the process of applying your own unique set of interests and 
abilities to become the best person you can possibly become. If you are self-
actualized, Maslow claims you will feel a sense of fulfillment and purpose. He 
also suggests those who achieve self-actualization have a strong urge to help 
others satisfy their self-actualization needs.”9  

This self-actualization then builds on and advances the mission of the organization to 

serve the community. De Pree states it well, “Organizations almost never reach their 

potential without regard to individual’s potential.”10  

This project then will use BGU as a case study to examine the challenge of 

working in an under-resourced, donor-driven environment, and how that environment can 

                                                 

8 Max De Pree, Leading without Power: Finding Hope in Serving Community, 1st ed. (San 
Francisco, CA: Jossey-Bass, 1997), 10.  

9 Michael Z. Hackman and Craig E. Johnson, Leadership: A Communication Perspective, 4th ed. 
(Long Grove, IL: Waveland Press, 2004), 88.  

10 De Pree, 76.  
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lead to stress and employee burnout. This project will attempt to answer the question of 

how to balance limited resources with personnel development. A theological argument 

will be developed to enable the leadership of BGU to establish a resource priority to 

stewarding well the people that God has placed as staff in this organization. This project 

will study the factors that prevent staff from experiencing transformational fulfillment as 

well as looking at possible solutions to create the environment for staff to experience this 

transformation.  

Audience  

The audience for my final project will be threefold. First and foremost the 

audience for this project will be the primary stakeholders of BGU. The primary 

stakeholders of BGU can be broken down into four distinct groups. The first group of 

primary stakeholders for BGU is the leadership team. This team includes the Board of 

Directors, the President, the Academic Dean, the CFO/COO and the Program Directors. 

The leadership team of BGU is the group that will have the most influence in 

incorporating any changes that may be needed in the culture and environment in which 

BGU staff work. It will be important for this team to understand the necessity of creating 

a transformational environment for its staff members and see this change as an extension 

of the BGU mission as well as a call to be good stewards of the people that God has 

placed in their care.  

The second group of primary stakeholders for BGU is the administrative staff and 

adjunct professors. This group is in a position to feel the most out of control when it 

comes to stress and burnout. They will likely feel that they have the least amount of 

influence and ability to change their circumstances short of quitting their jobs. As an 
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audience of this project, it is my goal to give them hope and a voice in identifying the 

factors that are preventing them from experiencing transformation. The staff surveys will 

give them a voice in helping to identify the factors that would have the greatest impact in 

creating an environment where they are experiencing personal transformation in the work 

place. 

The third group of primary stakeholders for BGU is the donor. This group will 

recognize the importance of allowing a portion of their donation to support the 

development and fulfillment of the staff of BGU. In fact, it is my hope that the BGU 

donor will not only recognize the importance of financially supporting the development 

of staff, but that they will also insist that the leadership team demonstrate that they are 

stewarding people as well as they steward the money that is being given. This group will 

also see that investing funds and resources into staff will result in an extension of the 

mission of BGU beyond what their contribution dollar was traditionally able to 

accomplish. 

The fourth group of primary stakeholders for BGU is the student. As the client of 

BGU, the student has received the benefit of the contextual, Christian-based education as 

well as in many cases, scholarship dollars to bridge the financial gap. It will be important 

that the client/student is aware of the benefit that an investment of resources into staff 

will have to the overall mission of BGU. The student will be in a position to encourage 

and affirm the direction of the organization towards creating an environment for staff to 

experience personal transformation. As part of the audience of this project, they will be 

able to see how transformational leadership can flow from the leadership of BGU, 

through the staff, and on to each of them individually. This practical application of the 
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project will provide an opportunity for BGU to teach transformational leadership from an 

incarnational and contextual environment. 

The second audience for this project will be the executives, managers, and 

supervisors of nonprofit organizations who are exposed to the solution identified in this 

project. Many of these leaders struggle with the same issues of balancing the need to 

carry out the mission of the organization with limited resources and providing staff and 

volunteers with a work experience that is fulfilling and enjoyable beyond the satisfaction 

of fulfilling the organizational mission. This project will attempt to identify transferable 

principles that any leader of a nonprofit will be able to use in their organization. I believe 

that this project will address a problem in the industry that most leaders will acknowledge 

is prevalent. I believe that the solutions proposed by this project to address this problem 

will be seen as common sense to most leaders. This audience may be unaware that their 

organizations are struggling with these challenges, and so the project will be useful to 

bring potential problems to the surface. In addition, they will be able to use this project to 

open a discussion about these challenges with their own stakeholders. It is my hope that 

this project will provide them with the encouragement to see that the problem is not 

insurmountable. 

The third audience is much more broad-based and includes the staff and clients of 

nonprofit organizations. The problem of stress and burnout will likely resonate with 

many of these readers. They will be able to identify with terms such as time stress, role 

conflict, attitudinal commitment, and continuance commitment. It is my hope that this 

report will encourage these readers to work within their organizations to bring about the 

change necessary in their management culture to create an environment where they are 
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thriving and sensing that God’s call in their lives is being fully implemented through their 

work.  

This project will gather information and research common challenges other 

nonprofit organizations face when it comes to implementing staff development 

initiatives. Part of this research will include a survey of attitudes and perceptions both of 

current and past BGU staff in terms of their job environment. This information will be 

presented in a way that will be helpful for executives, managers, and supervisors to 

evaluate their own work environments. 

Stakeholders 

I have several stakeholders associated with my final project journey. My Personal 

Learning Community (PLC) is a group of five leaders at Monroe Community Chapel 

with whom I have served for a number of years in a leadership capacity. They have given 

me the platform to discuss new areas of learning with them as I worked through the 

various doctoral courses at BGU. These are busy leaders, so I had not expected that they 

would have the time to carefully read each of my seventy plus page papers and provide 

feedback. I do know that they have kept me in their prayers as this journey has taken me 

away from participating in the leadership team of Monroe Community Chapel. I realize 

that this has likely caused disappointment and a certain level of discouragement for them. 

I pray that this project will be an encouragement and a gift that I can share with them 

despite the circumstances. I have continued to engage my PLC by providing them with 

my internal deadlines for writing the chapters of this project and provided them each 

chapter to review when I completed them. 
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Dr. Brad Smith is the CEO of BGU and has been exceptionally supportive in 

allowing me to be on this journey, despite my heavy responsibilities at BGU. I look for 

Dr. Smith to help me remain focused on a practical application basis. I will ask him to 

provide input about whether the results of this final project can actually be implemented 

at BGU. He is also excellent at asking questions to help define and refine this project as it 

moved forward. This project will also be one of the first Doctoral Final Projects 

presented to Bakke Graduate University, and thus Brad will be able to evaluate the 

Doctor of Transformational Leadership (DTL) degree program from a final project 

perspective.  

Mr. Don Dewey has been a longtime supporter of BGU and recently was awarded 

an honorary Doctorate from BGU. Dewey has agreed to read my work and provide input 

and guidance to ensure that my writing is clear and easily understood. As a retired 

executive of The Boeing Company and over his career, Don has fine-tuned the process of 

writing about complex issues in a clear and precise manner. He is very analytical and 

project oriented and has been an invaluable mentor for me in this process. 

Dr. Jim Laub has acted in the role of Final Project Supervisor for this project. He 

has studied, taught, and written on the subject of Servant Leadership, as well as 

Transformational Leadership. He also has created a measurement tool on Servant 

Leadership for organizations and has been a valuable resource for guiding this project 

towards presenting transformational leadership in a measurable format.  

Dr. Judi Melton has agreed to be my second reader for this paper. Dr. Melton is 

an expert in Turabian format writing as well as an excellent editor. She is BGU’s 

Registrar, a graduate of BGU, and has been a tremendous resource for doctorate students 
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as they have navigated their dissertation journey. I have enjoyed a collegial friendship 

with Dr. Melton as we have discussed a variety of issues and challenges relating to 

BGU’s global mission. I have great respect for her academic intellect and her writing 

acumen.  

The Background of the Project 

Bakke Graduate University (BGU), like many nonprofit organizations, is faced 

with a difficult challenge. BGU seems to be chronically underfunded. Each year a 

desperate plea is made to donors to help close the financial gap so that the organization 

can end the year in the black. On several occasions, staff has been asked to delay 

receiving their paychecks. Recently a plan was put into place in which staff were asked to 

take pay cuts anywhere from seven and a half to forty percent of their monthly pay in the 

event tuition revenue does not meet projections. The scholarship program has been 

impacted as well. Many scholarship recipients have been restricted to the amount of 

credits they may take each year under the scholarship program, and at one point a year-

long moratorium was implemented on granting any new scholarships. Cash flow has been 

a roller coaster of ups and downs resulting in a forced faith journey of reliance on God’s 

perfect timing. Despite these challenges, thankfully, BGU has a staff that still loves to 

serve. They want to make a difference in this world, and believe that by helping BGU 

accomplish its mission, many communities will experience transformation and a piece of 

God’s shalom through the work of BGU’s students. Many of them willingly work extra 

hours, serving the students in an excellent fashion. Money is not the primary motivating 

factor for those working for BGU, as raises have been scarce and pay levels are usually at 

the low end of industry benchmarks. 
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These challenges lead to what would appear to be an ideal partnership; a resource 

poor organization being staffed by people who are willing to work long hours for less 

pay. Working long hours for low pay is done under the guise of good stewardship and the 

unspoken expectation that staff will be willing to make certain sacrifices for the good of 

the mission. This scenario looks like the organization is being a good steward of the 

resources that God has given it; however, I believe that good stewardship encompasses 

more than stewarding finances well. I would propose that the leaders of an organization 

must also consider how to be a good steward of the people who work for the 

organization. “Leaders must consider the whole person – their moral center, the range of 

their capacities, and the height of their aspirations. Leaders need to learn to nourish and 

respect the spirit. They need to integrate profit and respect for the people who create 

profit.”11 Good stewardship should include a specific focus directed towards personal 

development of staff in a way that allows them to experience personal transformation.  

There is evidence that some staff members are experiencing the type of stress that 

may lead to worker burnout. In the past several years, several staff members abruptly 

resigned from their position with BGU. There have been occasions of illness that may 

have been stressed induced. It is likely that some current staff members have occasionally 

considered quitting and are passively or actively looking for another job. BGU is 

frequently asking staff to take on new or additional projects despite the fact that every 

employee is likely working at capacity for a forty-hour week. Technology is old and 

cumbersome, and the Student Management System desperately needs to be replaced. No 

                                                 

11 Gilbert W. Fairholm, Capturing the Heart of Leadership: Spirituality and Community in the 
New American Workplace (Westport, CT: Praeger, 1997), 183.  
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resources are available to implement these upgrades despite the fact that a new system 

would likely free up many hours of work and be a tremendous source of encouragement 

for staff and students.  

This environment creates an ideal case study to examine the problem of under-

resourced and over-worked staff that many nonprofit organizations face. BGU is a prime 

candidate to consider how to create an environment for staff to experience personal 

transformation. BGU teaches that each person has been created by God with gifts and 

talents, and these gifts and talents are designed to be used in the work place for God’s 

glory and humankind’s fulfillment. BGU teaches that joy at work and fulfillment can be 

achieved through an organization that allows every level of personnel to make significant 

decisions in the workplace and thereby allowing each member of the staff to take 

ownership of the organization.  

Desired Outcome of the Project 

Bakke Graduate University, like many nonprofit organizations, has stretched and 

leveraged its resources in a variety of ways to fulfill its mission. A significant resource of 

BGU is its staff, who have also been stretched and leveraged in ways that have the 

potential to lead to stress and staff burnout. BGU has experienced some staff turnover in 

the past few years. It is likely that there are a variety of reasons for this turnover. While 

each person has their own unique reasons for leaving an organization, it is the intention of 

this project to discover if there is a common, underlying theme as to why staff members 

of BGU have left their positions. In addition to those employees who have left BGU, a 

survey will be conducted with the current staff to determine how the environment is 

currently perceived. It is likely that this survey will find evidence of a staff that is 
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stressed and not experiencing the type of fulfillment from their jobs that they would like 

to experience. The survey will also seek factors that each employee identifies as 

necessary to create an environment of fulfillment that will lead to personal 

transformation. By researching staff turnover and current staff stress points at BGU, it is 

my desire to discover ways that the leadership of BGU can create an environment that 

invigorates and fulfills staff and allows them the sense that their lives are being 

transformed because of their work at BGU.  

Authors Kouzes and Posner state,  

There is a deep human yearning to make a difference. We want to know that 
we’ve done something on this earth that our life means something. We want to 
know that there’s purpose to our existence. Work can provide that purpose, and 
increasingly work is where men and women seek it. Work has become a place 
where we pursue meaning and identity.12  

BGU’s mission, like many nonprofit organizations, is focused on bringing about change 

within the community that it serves. It would seem logical that if a person is playing a 

part in the mission of transformation that they will experience transformation themselves. 

This may very well be true; however, my observation is that carrying out the 

organizational mission is only a small part of what workers need to feel fulfilled. I sense 

that BGU has much room for improvement in creating a work environment that allows 

staff to experience this sense of purpose and meaning beyond just helping it fulfill its 

mission. It is my desire to identify ways that BGU can develop staff towards this type of 

personal transformation. “The best organizational leaders are able to bring out and make 

use of this human longing for meaning and fulfillment by communicating the meaning 

                                                 

12 James M. Kouzes and Barry Z. Posner, The Leadership Challenge: How to Keep Getting 
Extraordinary Things Done in Organizations, 2nd ed., The Jossey-Bass Management Series (San 
Francisco, CA: Jossey-Bass, 1995), 132.  
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and significance of the organization’s work so that the individual understands his or her 

own important role in creating it. They elevate the human spirit.”13 My intention is to 

present guidelines and ideas for leaders at BGU, as well as other nonprofit organizations, 

that will help create an environment for their staff to experience personal transformation 

through their work.  

Integration with the various dimensions of Transformational Leadership 

John Maxwell states “Everything rises and falls on leadership.”14 Within every 

organization is the capacity and the limitation to create change based on the leadership of 

that organization. Maxwell goes on to say, “Your leadership ability – for better or for 

worse – always determines your effectiveness and the potential impact of your 

organization.”15 Transformational leadership will be a necessary component for creating 

an environment of transformation within an organization. “Transformational leaders are 

creative, interactive, visionary, empowering, and passionate. Further, since 

transformational leadership can convert followers into leaders themselves, these 

characteristics are often filtered throughout transformed groups and organizations.”16 

Bernard Bass, a noted researcher and scholar who has studied two types of 

leaders, states, “Under transactional leadership, followers behave in ways desired by their 

                                                 

13 Ibid., 132. 

14 John C. Maxwell, The 21 Irrefutable Laws of Leadership: Follow Them and People Will Follow 
You (Nashville, TN: Thomas Nelson Publishers, 1998), 225. 

15 Ibid., 1. 

16 Hackman and Johnson, 91.  



 

15 

leaders in exchange for goods. The goods are usually specific, tangible, and calculable.”17 

This type of leadership is non-relationally centered. The transformational leader, on the 

other hand, inspires others to excel, to give individual consideration to others, and to 

stimulate people to think in new ways. Bass found that transformational leadership 

factors were more likely to lead to employee satisfaction and effectiveness.18 The 

transformational leader has been characterized and identified by a number of different 

terms. For this project I will look at several different aspects of the transformational 

leader and how those aspects integrate to create an environment of transformation for the 

employee. 

The first aspect of being a transformational leader is to understand that “the nature 

of leadership stems from the leader’s personality and soul rather than just from his or her 

behavior.”19 This aspect of leadership contends that an ideal leader of an organization 

should lead from the depth of his/her soul. The whole-soul leader will act in the best 

interests of the employee and other stakeholders from an ethical and moral platform that 

permeates and defines the essence of the organization. This leader is “sensitive to the 

needs of others to grow, change, and mature. The new breed of spirit leader understands 

that as people feel cared about they will go to extremes to help those who help them.”20 

Enlightened leadership is another expression of the kind of leadership that is 

focused on bringing out the best in the people that are being led. “Enlightened leaders 

                                                 

17 Jay Alden & Kanungo Conger, Rabindra Nath, Charismatic Leadership: The Elusive Factor in 
Organizational Effectiveness, 1st ed., The Jossey-Bass Management Series (San Francisco, CA: Jossey-
Bass Publishers, 1988), 25.  

18 Kouzes and Posner, 321.  

19 Fairholm, 96.  
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nurture and encourage their people to be open, creative, and innovative and find what it 

takes to achieve their shared objectives. They bring out the best in people.”21 These 

leaders understand that true power comes from the people who work for the organization. 

They are proactive in responding to individual situations that come up, based on the 

needs of the people around them. “Enlightened leaders know that the hearts and minds of 

their people can be won when they are working toward a purpose they find worthwhile, 

are involved in the planning and decision-making, and feel appreciated by leadership.”22 

The enlightened leader wants to help people grow and prosper because he/she truly 

appreciates them. 

The charismatic leader as a transformation agent has not received the same level 

of research and attention that some of the other leadership characteristics have. The 

picture of a charismatic leader is one of someone with a strong and engaging personality. 

In many cases, the charismatic leader is only interested in the transformation of the 

follower as it benefits the leader. “While Bass and Avolio agreed that the most significant 

component of transformational leadership is charisma, they nonetheless believed that it 

cannot stand alone in terms of organizational effectiveness.”23 The 

charismatic/transformational leader is concerned about the individual’s needs and 

encourages these individuals to discover new ways to look at old problems. They 

                                                                                                                                                 

20 Ibid., 96. 

21 Ed Oakley and Doug Krug, Enlightened Leadership: Getting to the Heart of Change, 1st 
Fireside ed. (New York, NY: Simon & Schuster, 1994), 18.  

22 Ibid., 247. 

23 Conger, 27.  
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encourage the individual to problem solve using their own intellect and not to follow 

blindly the solutions offered by others.  

Stephen Covey indentified principled-centered leadership as transformational in 

nature. “Principled-centered leadership introduces a new paradigm – that we center our 

lives and our leadership of organizations and people on certain ‘true north’ principles.”24 

Covey states that these principles are interwoven into the fabric of every society and 

community that has flourished and are just as real as the law of gravity. These principles 

include fairness, equity, justice, integrity, honesty, and trust. “Individuals are more 

effective and organizations more empowered when they are guided and governed by 

these proven principles. They are foundational principles that when applied consistently 

become behavioral habits enabling fundamental transformations of individuals, 

relationships, and organizations.”25 This foundation of principles provides the confidence 

to employees that their leaders will treat them with fairness and justice and not by some 

arbitrary personal interest. This leads to accountability by all to a set of unchanging 

principles and not to the whims of the current leaders’ desires.  

Gilbert Fairholm in his book, Capturing the Heart of Leadership, addresses the 

idea that our spirituality, or our sense of who we are, influences our leadership approach. 

Spirituality in the workplace has become a growing topic of discussion and the leader of 

today must be aware of how each individual’s own spiritual values relate to the tasks and 

community of the organization. “Integrating the many components of one’s work and 

personal life into a comprehensive system for managing the workplace defines the 

                                                 

24 Stephen R. Covey, Principle-Centered Leadership (New York, NY: Summit Books, 1991), 18. 

25 Ibid., 19. 
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holistic or spiritual approach. It provides the platform for leadership that recognizes this 

spirit element in people and in all of their behavior.”26 The spiritual leader understands 

that people desire to be significant in their work, by the way they feel and think. The 

heart of leadership is the leaders understanding of their own philosophy of heart-felt 

values and overall perception of the world. Spirituality is not about religion, but rather 

about our inner self and the essence of who we are. “Spiritual leaders are spiritually 

transforming. They enhance people’s moral selves, help confirm others’ belief in their 

own inherent self-worth, and, in the process, they help create a new scale of meaning 

within which followers can see their lives in terms of the larger community.”27 

Servant leadership is another characteristic or aspect of a transformational leader. 

Robert Greenleaf was instrumental in bringing the term servant leadership into the 

discussion of organizational leadership. Greenleaf said, “The servant-leader is servant 

first. It begins with the natural feeling that one wants to serve, to serve first. Then 

conscious choice brings one to aspire to lead.”28 The servant-leader focuses on the 

individual more than the results. The servant-leader must demonstrate integrity between 

who they are and what they do. The servant-leader believes that putting the interest of 

those they lead first, will ultimately be in the best interest of the organization. “In all its 

applications, servant-leadership achieves what is apparently impossible: bringing 

                                                 

26 Fairholm, 25.  

27 Ibid., 191. 

28 Robert K. Greenleaf and Larry C. Spears, Servant Leadership: A Journey into the Nature of 
Legitimate Power and Greatness, 25th anniversary ed. (New York, NY: Paulist Press, 2002), 27.  
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transformative experiences to the realm of the ordinary, to the everyday events, that, 

cumulatively define our lives and shape our experiences.”29 

The steward-leader is one who understands that God is ultimately the owner of all 

things and we are His stewards. For the leader, this means that they do not control those 

who they are lead. “Stewardship asks us to be deeply accountable for the outcomes of an 

institution, without acting to define purposes for others, control others, or take care of 

others.”30 The steward-leader is willing to be held accountable for the outcome of the 

team, while controlling the process. The steward-leader believes that each person must 

act and respond as a steward. “Stewards are allowed to use their moral agency – the 

innate capacity to make moral choices. Stewards are self-directed, not other-directed, 

within the confines of the team vision and operating values.”31 Empowering individuals 

in the organization with self-governance and where mutual accountability is built into the 

relationship of team is the essence of the steward-leader. 

Each of these aspects and components of a transformational leader will influence 

the environment of transformation within the organization. The transformational leader 

will be integral in identifying the guidelines and ideas needed to help staff experience 

personal transformation through their work. 

                                                 

29 Robert K. Greenleaf and others, The Servant-Leader Within: A Transformative Path (New York, 
NY: Paulist Press, 2003), 1.  

30 Peter Block, Stewardship: Choosing Service over Self-Interest, 1st ed. (San Francisco, CA: 
Berrett-Koehler Publishers, 1993), 18.  

31 Fairholm, 201.  
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CHAPTER 2.  

LITERATURE REVIEW OR OTHER POSSIBLE SOLUTIONS 

Leadership has been a topic of discussion and writing for many years. The 

number of books and articles on leadership can be overwhelming. Many authors share 

their own “secrets” of organizational leadership and claim that if the reader just follows a 

certain step-by-step process that the author has laid out, then they will be able to 

successfully lead an organization. Experience has taught me that successful leadership 

seldom follows a step-by-step process. I have found the following books and articles 

helpful in forming the basis for this final project because of the general leadership themes 

that they address. I believe that the challenge of developing personnel towards personal 

transformation starts with the leadership of an organization. The leaders who are able to 

create an environment in which their staff can experience personal transformation will 

likely exhibit characteristics identified in the themes listed below.  

The Transformational Leader 

James Kouzes and Barry Posner in their book, The Leadership Challenge, 

recognize the increasingly complex challenges of operating and leading an organization. 

Fragmented global markets, information technology, a focus on productivity at the 

expense of community, all have contributed to a workforce that is cynical and yearning 

for a greater purpose in their lives. The authors suggest that how leaders respond to this 

challenge of cynicism and a search for greater purpose by the workforce will have a 

considerable impact in helping revitalize organizations. They suggest five fundamental 

leadership principles that will support leading an organization to achieve its best. 

“Leaders do exhibit certain distinct practices when they’re doing their best. And this 
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behavior varies little from industry to industry, profession to profession, community to 

community, country to country. Good leadership is an understandable and a universal 

process.”1  

Leaders must be willing to be transformed themselves to reflect and demonstrate 

these five fundamental leadership practices. The first practice is to be willing to challenge 

the process. Maintaining the status quo will seldom lead an organization through new and 

difficult challenges. The second practice is to inspire a shared vision. The leader must be 

passionate and enthusiastic about what the organization could be. “Leaders breathe life 

into hope and dreams of others and enable them to see the exciting possibilities that the 

future holds. Leaders forge a unity of purpose by showing constituents how the dream is 

for the common good.”2 The third practice is to enable others to act. Collaboration and 

empowerment build trust and ownership in the vision, and are essential in accomplishing 

great things. The fourth practice is to model the way. Leaders need to be consistent with 

what they say and what they do. The fifth practice is to encourage the heart of others to 

carry on. The encourager is a cheerleader and helps people see that small wins are 

possible and that the small wins add up to great accomplishments. 

The Leadership Challenge helps leaders understand that in order for people to 

experience transformation in the workplace, the leader must be willing to be continually 

transforming their own actions. This book has been helpful in identifying some of the 

factors necessary from leadership to create a transformational environment. 

                                                 

1 Kouzes and Posner, Xxiii.  

2 Ibid., 11. 
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The next book that has informed my thinking is somewhat misleading in its title. 

The Transformational Leader talks more about what the transformation of organizations 

looks like, and less about what transformation looks like in an individual leader. 

However, each of the case studies that are presented as organizations that have gone 

through transformation, were led by leaders who could be described as transformational 

leaders.  

The Transformational Leader provided a good basis for defining transformation 

as it might appear in an organization. Noel Tichy and Mary Anne Devanna state, 

“Transformational leadership is about change, innovation, and 

entrepreneurship…consisting of purposeful and organized search for changes, systematic 

analysis…. It is a discipline with a set of predictable steps.”3 This definition is incomplete 

for my purposes because it does not address the internal dynamics of what it takes to lead 

people. The authors acknowledge this deficiency partially in this statement:  

The challenge they (transformational leaders) face is to take these beliefs and 
implement them through human resource systems that give people responsibility, 
hold them accountable for its execution, reward them equitably based on the 
ability to do so, and provide them lifelong learning that enables an organization to 
renew itself constantly through the ideas and actions of its human resources.4 

Leighton Ford in his book, Transforming Leadership, begins to address aspects of 

a transformational leader that much more closely matches the type of leader I believe an 

organization needs to create the environment necessary for staff to experience personal 

transformation. Ford defines transforming leaders as “those who are able to divest 

themselves of their power and invest it in their followers in such a way that others are 

                                                 

3 Noel M. Tichy and Mary Anne Devanna, The Transformational Leader (New York, NY: Wiley, 
1986), X. 
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empowered, while the leaders themselves end with the greatest power of all, the power of 

seeing themselves reproduced by others.”5 The basis of Ford’s definition and the focus of 

his book looks at Jesus’ various leadership qualities as found in the Scriptures. There are 

challenges in using the Son of God as a leadership model for mere sinful human leaders; 

however, Ford provides the reader with eight reasons why Jesus provides us with the 

perfect transforming leader model. Many of the leadership characteristics the author 

points to in Jesus’ life here on earth will help shape my own definition of what 

transformation in an organizational environment looks like. Ford summarizes 

transforming leadership in the following way: 

Jesus stands all by himself as the transformational leader. He was able to create, 
articulate and communicate a compelling vision; to change what people talk about 
and dream of; to make his followers transcend self-interest; to enable us to see 
ourselves and our world in a new way; to provide prophetic insight into the very 
heart of things; and to bring about the highest order of change.6 (Emphasis 
author’s.) 

The Steward Leader 

Stewardship of people within an organization has taken on a whole new level of 

meaning for me after reading Peter Block’s book Stewardship: Choosing Service over 

Self-Interest. Block approaches the issue of leadership in the face of the changing 

environment of business from a stewardship perspective. His primary thesis is that the 

focus on individual leaders as the key agent for meeting the challenges of the new 

marketplace is misplaced. He believes instead that “it is this pervasive and almost 

                                                                                                                                                 

4 Ibid., 259. 

5 Leighton Ford, Transforming Leadership: Jesus' Way of Creating Vision, Shaping Values & 
Empowering Change (Downers Grove, IL: InterVarsity Press, 1991), 16.  

6 Ibid., 102. 
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religious belief in leaders that slows the process of genuine reform.”7 Empowerment on 

the other hand is the belief that the answer to many of the difficult questions of business 

lies within each person working for an organization. Stewardship then becomes an issue 

of giving away power to those who may have the least “important” position in a company 

to make decisions. Block drives to the heart of the issue by saying: 

Stewardship begins with the willingness to be accountable for some larger body 
than ourselves – an organization, a community. Stewardship springs from a set of 
beliefs about reforming organizations that affirms our choice for service over the 
pursuit of self-interest. When we choose service over self-interest we say we are 
willing to be deeply accountable without choosing to control the world around 
us.8 

Block notes that much of his advice on leadership within an organization runs 

completely counter to the way most business leaders have been trained. The idea that 

leaders would willingly put themselves in a position that would require them to be held 

accountable for an action or decision that is completely outside of their control is 

unlikely. And yet, I see this type of leadership as a critical part of creating an 

environment for personal transformation. Trusting and believing that every person is 

created to make decisions and will, if given the opportunity, make decisions that benefit 

the community or organization over self, lays the foundation for a transformational 

environment. 

Dennis Bakke, in his book Joy at Work, comes to the same conclusion as Block. 

“The power to decide must be given to as many people as possible if their individual 
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talents are to be fully utilized.”9 Bakke weaves the theme of steward leadership into the 

story of AES Corporation, the company he co-founded. He believes that the purpose of 

every organization should be to serve the community. Within the purpose of serving the 

community, he believes that God has created each person with specific gifts and talents 

designed to fulfill the purpose of stewarding God’s creation. “Work should be an act of 

worship to God. God is pleased when people steward their talents and energy to achieve 

these ends.”10 This includes the leader’s responsibility to steward people well, and 

allowing them to use their gifts and talents as God has designed them to do. Bakke goes 

on to say, “Biblical leadership requires those in authority to serve the people they lead. 

Leaders do whatever it takes to allow followers to use their talents effectively.”11 

Joy at Work has been a guide for the leaders at BGU to implement a philosophy 

of management that produces an environment wherein staff can experience true joy in 

their work. The stewardship aspect of giving away power and decisions is critical to 

achieving success in creating an environment of joy at work. Bakke presented his 

philosophy from his own experience, not from a theoretical basis. Bakke faced many 

challenges, and ultimately, the philosophy met an untimely death at AES, in many ways 

from circumstances beyond his control. Joy at Work encourages the reader to continue to 

work towards creating an environment for personal transformation. 

Max De Pree in his book, Leading without Power, presents an aspect of 

leadership that runs in a similar vein. De Pree uses the language of helping people and 
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organizations reach their potential to describe steward leadership. He believes that an 

organization’s driving force for existing and flourishing should not be profit, growth, or 

achievement, but rather to steward resources, both within the organization and its people, 

to fulfill their greatest potential. He believes that the best way to steward an organization 

to reach its potential is to help individuals reach their potential. De Pree puts it this way: 

One of the crucial tasks of leaders – and therefore one of the ends of a leader’s 
language – is to help move groups of people, whether a family or a church, in the 
direction of maturity as a community. That’s when people have the chance to 
reach their potential. Then you begin to speak the language of potential. 
Organizations almost never reach their potential without regard to individual’s 
potential.12 

There are many other books and articles that talk about stewardship and growing 

people to meet their potential, but these three books have been instrumental in helping me 

shape and clarify what stewardship means in terms of leadership in an organization. I see 

steward leadership as an absolutely critical piece of creating an environment for staff to 

experience personal transformation. 

The Servant Leader 

The servant leader is very similar to the steward leader in that they both are 

interested in helping and promoting the people that are being led. The steward leader’s 

primary guide is to make sure people are living up to their full potential and are using 

their God-given gifts and talents. The servant leader’s primary guide is to be, in the 

words of Robert Greenleaf, “servant first. It begins with the natural feeling that one wants 

to serve, to serve first. Then conscious choice brings one to aspire to lead.”13 Greenleaf is 
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a well known author who was one of the first leaders to coin the phrase servant leader. In 

the book The Servant Leader Within, ten characteristics of a servant leader are identified. 

These characteristics, listening, empathy, healing, awareness, persuasion, 

conceptualization, foresight, stewardship, commitment to the growth of people, and 

building community, are important characteristics to consider in shaping the workplace 

environment. The best test of whether a leader is living out these characteristics is to 

answer these questions. “Do those served grow as persons; do they, while being served, 

become healthier, wiser, freer, more autonomous, more likely themselves to become 

servants?”14 These are great questions to ask of those serving at BGU. 

James Hunter in his book, The World’s Most Powerful Leadership Principle, adds 

another dimension to becoming a servant leader. He includes the action of love, to help 

define how a leader should treat others in an organization. First Corinthians 13 gives us 

eight qualities of love that are primarily action words. Love is patient, kind, humble, 

respectful, selfless, forgiving, honest, and committed. Hunter says about these qualities of 

love, “What I have come to believe about these eight qualities of love is that not only are 

they a splendid definition of love, they also epitomize the very essence of leadership. And 

not only do these qualities define leadership – they embody the true meaning of 

character.”15 Living out these qualities of love in the workplace will set a person apart in 

most organizations. These are not qualities that are normally associated with good 

management and strong leadership.  

                                                 

14 Ibid., 16. 
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These two books represent the growing field of research on servant leadership. 

The concepts of servant leadership generally run counter to what most management and 

leadership books have taught in the past, and yet many people believe it is the right thing 

to do. These books provide more anecdotal evidence that servant leadership will be in the 

best interest of all the stakeholders of an organization than actual hard research data. For 

leaders in organizations, including BGU, it becomes a conscious decision to pursue and 

lead with a servant’s attitude.  

James Sipe and Don Frick expand on Robert Greenleaf’s definition of a servant 

leader in their book Seven Pillars of Servant Leadership. Sipe and Frick define a servant 

leader as “a person of character, who puts people first. He or she is a skilled 

communicator; a compassionate collaborator who has foresight, is a systems thinker; and 

leads with moral authority.”16 The two authors take this definition and expand on seven 

distinct qualities of servant leadership that include three core competencies each. 

Identifying these qualities and competencies of servant leadership is helpful in 

quantifying what servant leadership looks like and does on a day-to-day basis. The 

following table summarizes these pillars and traits as found in their book. 

The Principle-Centered Leader 

The principle-centered leader has many similarities to the steward and servant 

leader. All three are focused on helping others succeed and bringing out the most in the 

people who are being led. Stephen Covey in his book Principle-Centered Leadership 

points to this common denominator of leadership.  
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Principle-centered leadership suggests that the highest level of human motivation 
is a sense of personal contribution. It views people as the most valuable 
organizational assets – as stewards of certain resources – and stewardship as the 
key to discovering, developing, and managing all other assets. Each person is 
recognized as a free agent, capable of immense achievement, not as victim or 
pawn limited by conditions or conditioning.17 

Covey goes on to describe eight characteristics of a principle-centered leader. 

These characteristics, like other leadership characteristics that have been identified with 

aspects of a transformational leader, will be part of the basis to evaluate whether an 

organization is creating an environment for staff to experience personal transformation. 

The eight traits of a principle-centered leader as identified by Covey are:  

1. they are continually learning; 

2. they are service-oriented; 

3. they radiate positive energy; 

4. they believe in other people; 

5. they lead balanced lives; 

6. they see life as an adventure; 

7. they are synergistic; and 

8. they exercise for self-renewal.  

Covey, like many of the authors that write on leadership and transformation, 

focuses primarily on the individual leader. The assumption is made that if the leader lives 

a principle-centered life, then those that the leader leads will experience transformation. 

Covey states, 

The goal of transformational leadership is to ‘transform’ people and organizations 
in a literal sense – to change them in mind and heart; enlarge vision, insight, and 
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understanding; clarify purposes; make behavior congruent with beliefs, principles, 
or values; and bring about changes that are permanent, self-perpetuating, and 
momentum building.18 

The premise is that the organization and the people working for the organization 

will have the opportunity to experience transformation when the leader leads by key 

principles. Covey admits that this conclusion is based on his work with thousands of 

organizations and people around the world. Like other authors, Covey senses that there is 

a void of leadership in today’s business world that is focused on people and their 

fulfillment. Principled-centered leadership is his answer to filling this void. 

John Maxwell is another author who has studied leadership over many years and 

has conducted numerous seminars and workshops on leadership all over the world. 

Maxwell’s conclusion about leadership can be summed up as follows: 

One of the most important truths I’ve learned over the years is this: Leadership is 
leadership, no matter where you go or what you do. Times change. Technology 
marches forward. Cultures vary from place to place. But the true principles of 
leadership are constant – whether you’re looking at the citizens of ancient Greece, 
the Hebrews of the Old Testament, the armies of the last two hundred years, the 
rulers of modern Europe, the pastors in local churches, or the businesspeople of 
today’s global economy. Leadership principles stand the test of time. They are 
irrefutable.19  

Maxwell goes on to describe twenty-one laws of leadership that he has identified 

over the past twenty-five years. These leadership principles are different than Covey’s 

and are designed primarily for those leaders who desire to increase their influence in 

leadership. The results that he has observed when leaders follow these principles are 

primarily organizational results and not how individuals that are being led have been 
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transformed. Maxwell provides some general guidelines and principles imbedded within 

the twenty-one laws that are helpful in considering various characteristics of leadership.  

The Incarnational Leader 

Dr. Ray Bakke provides a clear picture of what an incarnational leader looks like 

in his two book, A Theology as Big as the City and Street Signs. Bakke chronicles his 

journey from the rural town of Acme, Washington, to the inner city of Chicago and the 

discoveries he made about how to do inner-city ministry. Bakke discovered that 

historically the church would plant itself as close to the center of the city as possible. The 

leaders of these churches would meet regularly with the civic and business leaders of the 

community and have a physical presence in the city. Bakke immersed himself into the 

city by following this pattern of meeting with civic and business leaders of Chicago. 

After moving his wife and children into a small downtown apartment, Bakke set out to 

learn as much about the city of Chicago as he could. In his words, “I planned to discover 

what made Chicago tick.”20 He began visiting with the Roman Catholic Parish priests and 

the Protestant church pastors to learn as much as possible about the city from them. He 

also teamed up with a Chicago Bears football player, Jim Queen, and established a 

ministry called Inner City Athletic Mission. The primary focus of this ministry was to 

place volunteers in the neighborhood playgrounds to play basketball with the inner-city 

kids and get to know them.  

Bakke also decided to send his school age kids to attend the local schools in his 

community. Unlike many white urban pastors, who would live in the suburbs and send 
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their children to mostly stable, white schools in safe neighborhoods, Bakke chose to live 

among the people to whom he ministered. He found confirmation of this decision in the 

passage of Scripture in Jeremiah 29 where God tells the Israelites to settle into Babylon 

and become actively engaged in the community. They were to seek the peace and 

prosperity of the city. Bakke states, “Logically, if Jewish refugees in Babylon could 

unpack their suitcases, raise their children and seek the shalom of Babylon, how much 

more could we be expected to do this in Chicago and be blessed of God. We chose to stay 

and raise our children in inner-city public schools.”21  

Another example of incarnational leadership is found in the book Dispossessed: 

Life in our World’s Urban Slums, by Mark Kramer. Kramer explores the slums of five of 

the world’s largest cities to help bring an understanding of the people and the needs of 

these communities. He introduces the reader to individuals “who struggle to raise their 

children, who enjoy friendships, seek employment, laugh, cry, and die in these 

settlements.”22 His purpose is to bring context to the challenges of poverty, by 

personalizing both the struggles and the joys of individuals living in poverty. This may 

seem like a far stretch to relate poverty relief to creating an environment for 

transformation within a nonprofit organizational structure, but relating the same principle 

of being incarnational in understanding individuals and their struggles is a valid 

comparison. The concept of being an incarnational leader is summed up by Kramer this 

way: 
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If you reside in a developed nation and you truly wish to help the people you’ve 
read about, you must first personalize their suffering, take it on as your own. You 
must reflect on how your own actions – your purchases, attitudes, and lifestyle – 
may, in fact, fuel their suffering. Only then can you act effectively to help the 
poorest of the poor in urban slums.23  

The Shalom Leader 

The shalom leader is primarily focused on building community within the 

organization. In his book Capturing the Heart of Leadership, Gilbert Fairholm considers 

one of the key tasks of leadership in the twenty-first century to be the transformation of 

organizations into viable communities that attract workers with needed skills and talents 

that often times have competing interests. Fairholm goes on to suggest that “community 

develops out of shared vision, beliefs, and values. Leaders build workplace community 

by providing this common vision.”24 Workers will commit to the organizational 

community when they are given the opportunity to make choices and take meaningful 

actions to accomplishing the shared vision. The shalom leader is building a culture that is 

supportive, adaptive, and appreciative. Fairholm sums up the shalom leader well when he 

states,  

Leaders see the organization holistically as both an economic enterprise and a 
human system. They work harmoniously with others in mutually beneficial 
interaction. They do all that they do in ways that bring both self and others 
satisfaction and peace. They treat each person according to his or her individual 
needs, while maintaining an attitude of unbending intent.25 

Ruth Barton, in her book Strengthening the Soul of Your Leadership, considers 

shalom leadership from a spiritual community perspective. Barton considers spiritual 
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community a much more permanent thing, because this type of community gathers 

around one person, Jesus Christ. Barton states, “if we understand that we are invited to 

participate – to find ways to live into – this great reality called spiritual community, then 

we can embrace the values that undergird community.”26 Barton goes on to describe 

certain fundamental values the organization adheres to of which she is part.  

One of the most important values presented in the book for spiritual community is 

a clear commitment on how to handle conflict and disagreement. Barton states, 

For Christian people, unity is not just one good priority among many. It seemed to 
be all Jesus wanted as everything else fell away and he faced his death. For those 
of us who are leaders in Christ’s kingdom, there is nothing more important than 
seeking this unity with all of our heart. Even when we fall short of achieving it, 
we believe that all things have already been reconciled through Christ and we do 
whatever is ours to do to be at peace with all people.27 

Enlightened Leader 

Enlightened leadership is primarily focused on leading people through change. Ed 

Oakley and Doug Krug point out in their book, Enlightened Leadership: Getting to the 

Heart of Change, that in the fast-paced business environment in which most companies 

find themselves today, it is critical for leaders to help employees manage the continually 

changing business environment. Change for most people is difficult to accept. Without 

stability in the work environment, employees generally are not able to accomplish as 

much work. Their energy is spent on resisting change or at best preventing change from 

impacting their work environment as much as possible, which leads to stress and a lack of 

fulfillment. It is the job of the enlightened leader to help employees embrace change with 

                                                 

26 R. Ruth Barton, Strengthening the Soul of Your Leadership: Seeking God in the Crucible of 
Ministry (Downers Grove, IL: IVP Books, 2008), 175. 
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an open mind and thrive on finding solutions to new challenges. Helping staff develop a 

mindset of openness and welcoming continuous improvement and renewal within the 

organization will help create a work environment wherein staff can begin to experience 

personal transformation. Oakley and Krug explain that “renewing organizations require 

Enlightened Leaders who can bring out the best in their people – their people’s 

innovation, their ability to anticipate the future, their ability to make it work. In so doing, 

these leaders inspire a consciousness of continuous renewal in their people.”28 

The authors go on to describe various characteristics of an enlightened leader and 

how they might respond in a changing environment. The enlightened leader encourages, 

develops and empowers the staff of an organization in order to get the best results. Their 

primary thesis is stated as follows, “Provide an opportunity and an environment that 

allows people to enjoy their work while setting high expectations for performance, and 

watch performance go up. When the performance goes up, so do the self-esteem and job 

and personal satisfaction, which again positively impacts performance.”29  

Enlightened Leadership  focuses on helping an organization respond to a 

continually changing business environment. While my project is focused on creating a 

work environment for personnel to experience personal transformation, many of the key 

leadership characteristics of an enlightened leader that help organizations respond 

positively to external change are just as valuable to helping staff respond to internal 

changes within the organization. When an enlightened leader can help staff members 

                                                                                                                                                 

27 Ibid., 186. 

28 Oakley and Krug, 41.  

29 Ibid., 247. 
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accept and embrace the changes happening around them, they will build a piece of the 

foundation needed to create an environment for personal transformation.  

Robert Quinn authored a book called Deep Change: Discovering the Leader 

Within. This book examines change from the perspective of how an individual can lead 

people through deep change both organizationally and individually . Quinn does not use 

the term “enlightened leader” to describe the person who is willing to help organizations 

and people through deep change, but the characteristics that he describes are very similar 

to those of Oakley and Krug.  

The general theme of this book is that while the tendency of most people is to 

avoid deep change, those who are willing to face change head on and lead people and 

organizations through the process of deep change, have the opportunity to create an 

environment of excitement and fulfillment. Quinn tells his readers,  

Each of us has the potential to change the world. Because the price of change is so 
high, we seldom take on the challenge. Our fears blind us to the possibilities of 
excellence – and yet another formidable insight. This insight concerns the price of 
not making deep change. That price is the choice of slow death, a meaningless 
and frustrating experience enmeshed in fear, anger, and helplessness, while 
moving surely toward what is most feared.30 

This is a great reminder that leadership does indeed matter. The type of leader that 

can create a work environment for staff to experience personal transformation is the 

leader who will be able to understand and embrace the need to lead people through deep 

change. Ultimately, to avoid the experience of work that Quinn defines as a “meaningless 

and frustrating experience enmeshed in fear, anger, and helplessness,” a leader must 

understand how change impacts people and organizations. 

                                                 

30 Robert E. Quinn, Deep Change: Discovering the Leader Within, Jossey-Bass Business & 
Management Series (San Francisco, CA: Jossey-Bass Publishers, 1996), 11. 
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John Kotter, in his book Leading Change, addressed the inevitability of 

organizations having to face change. Today’s organizations face rapid change in 

globalization, technology, markets, and competition. Kotter describes the work 

environment that often impedes the ability to create change as “inwardly focused 

cultures, paralyzing bureaucracy, parochial politics, a low level of trust, lack of 

teamwork, arrogant attitudes, a lack of leadership in middle management, and the general 

human fear of the unknown.”31 This definition does not describe an environment where 

personnel can experience personal transformation.  

Kotter goes on to describe an eight-stage process of creating major change. Each 

of these stages: 

1. establishing a sense of urgency; 

2. creating the guiding coalition; 

3. developing a vision and strategy; 

4. communicating the change vision; 

5. empowering broad-based action; 

6. generating short-term wins; 

7. consolidating gains and producing more change; and 

8. anchoring new approaches in the culture, takes a leader who is engaged with the 
people working in the organization.  

This list of change processes is helpful in identifying leadership characteristics needed to 

carry out the organizational goals. The enlightened leader will know how to lead people 

and organizations through the necessary changes to keep an organization flourishing and 

giving people the opportunity to experience transformation.  

                                                 

31 John P. Kotter, Leading Change (Boston, MA: Harvard Business School Press, 1996), 20. 
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The Spiritual Leader 

Spirituality in the workplace has been a taboo subject for many years. Americans 

have grown accustomed to compartmentalizing their spirituality and their work. 

Spirituality is expected to be expressed through the individual’s religious practices 

outside of work and work should not be an environment to express, desire, or engage in 

spirituality. Today however, according to Gilbert Fairholm, in his book Capturing the 

Heart of Leadership, a “growing number of people are beginning to talk about spirit and 

work in ways that are intended to enhance personal satisfaction, increase levels of 

personal commitment to organizational goals, and allow workers maximum freedom to 

function authentically to their spiritual values.”32 This spirituality in the workplace is not 

religion specific but addresses an inner desire by workers to reconcile their own values 

and worldview with the work that they do. 

Fairholm goes on to describe eight elements and characteristics of spiritual 

leadership. The eight characteristics that are all common descriptions of a good leader: 

1. community; 

2. competence; 

3. continuous improvement; 

4. a higher moral standard; 

5. servant; 

6. spirituality; 

7. stewardship; and 

8. visioning.  

                                                 

32 Fairholm, 2.  
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Many of these characteristics have been identified in the different types of leadership that 

this project has examined. For Fairholm, the concept of a spiritual leader in the workplace 

is for the leader to understand that each worker brings a desire to experience peace and 

fulfillment to the workplace. How the leader responds to this need will make a significant 

impact on the environment needed to create personal transformation. 

In line with understanding spirituality in the workplace, James Autry in his book 

Love and Profit: The Art of Caring Leadership states “work can provide the opportunity 

for spiritual and personal, as well as financial, growth.”33 Autry goes on to describe in his 

book how the kind of good management that provides the opportunity for spiritual 

growth is a matter of love, or caring for people. Expressing love for people in the 

workplace is not a commonly accepted practice and yet, Autry suggests, this might be a 

key element of being an effective leader. His concept of expressing love to staff defined 

as a workplace where “everyone is treated with dignity and respect, with honesty and 

trust, and with love – the values and qualities that will make business better even when 

business is not going so well.”34 Creating an environment where people feel loved and 

valued is likely a key component for giving people the opportunity to experience personal 

transformation. 

Laurie Beth Jones takes this idea of spirituality in the workplace one step further 

in her book, Jesus, CEO. Jones introduces what she calls Omega management style. This 

style is modeled after the life of Jesus as recorded in the Gospels. The author wrote this 

book to address several leadership problems she had encountered in the corporate world. 

                                                 

33 James A. Autry, Love and Profit: The Art of Caring Leadership, 1st ed. (New York, NY: 
Morrow, 1991), 17.  
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The leadership styles that the author encountered often ran counter to the leadership style 

she had observed in reading about Jesus’ life. “I too often saw invaluable human energy 

and intelligence untapped and underutilized. I saw multiple examples of corporate abuse, 

neglect, and violence.”35 

The problem in many organizations, both for-profit and not-for-profit, is leaders 

who focus on the end results of carrying out their mission with little regard to the impact 

on individuals working for the organization. The author sums up the problem and 

solution with the following statement: 

With the business world changing so rapidly and so drastically, it seemed to me 
that we need creative and innovative role models now more than ever before. I 
believe the world is crying out for leaders whose goals are to build up, not to tear 
down; to nurture, not to exploit; to undergird and enhance, rather than to 
dominate. Jesus as a leader struck me as the noblest of them all.36 

The author of Jesus: CEO examines three areas of leadership in which Jesus 

demonstrated particular strength while leading people: the strength of self-mastery, the 

strength of action, and the strength of relationships. Jones assumes that if leaders focus on 

strengthening all three of these areas in their own personal development they can become 

a transformational leader modeled after Jesus. As a Christian leader, who believes that 

Jesus is a perfect example to follow in my personal life, it should not be a difficult step to 

believe that Jesus also provides the perfect example of what a spiritual leader in the 

workplace would look like. 

                                                                                                                                                 

34 Ibid., 162. 

35 Laurie Beth Jones, Jesus, Ceo: Using Ancient Wisdom for Visionary Leadership, 1st ed. (New 
York, NY: Hyperion, 1995), Xiv.  

36 Ibid., xv. 
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Conclusion 

Each of the books in this review have provided a good foundation for 

understanding the various aspects of leadership that I believe are critical for creating an 

environment for staff to experience personal transformation. The steward, or calling-

based leader, acknowledges that God has created all humans with certain gifts and 

talents, and as leaders, they understand their responsibility to help the people they lead to 

identify and use those gifts in the most effective and God-honoring way. The 

incarnational leaders make their leadership personal. They take the time to get to know 

the people they lead, and customize their leadership responses to fit each individual. The 

enlightened or reflective leaders help the people they lead to see how change can be a 

catalyst for improvement in the future but also a way to reflect on and honor the way 

things have been in the past. The shalom leaders are focused on community. They desire 

to help people feel a part of something larger than themselves. The spiritual or prophetic 

leader is willing to address inconsistencies in the workplace. They will break down 

systemic barriers that prevent joy and fulfillment from happening in a workplace 

environment. The servant leader is a person of character that willingly gives up position 

and power to serve others first. They are focused on seeing others grow and flourish in 

their positions. The principle-centered or contextual leader considers how past leadership 

traits have influenced the current situation. They build on the best of what has happened 

in the past. The transformational or global leader understands the complexity of today’s 

global business environment and encourages, inspires, and models the best of leadership 

traits. 
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The information gathered from these books were used to create a survey that 

reflects the traits of each of these eight leadership models. The questions asked in the 

survey attempted to identify whether the leadership at BGU reflects the qualities and 

traits of these leadership perspectives.  
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CHAPTER 3.  

CONTEXT OF MINISTRY 

Historical Background 

Organizational leadership theories and research is a fairly recent discipline. Prior 

to the twentieth century the majority of the population was primarily rural in nature and 

consisted of farmers and small family-owned businesses. Large industrial organizations 

began to develop after the start of the Industrial Revolution in the mid 1800s and 

leadership skills became a topic of research around the turn of the century. Dennis Bakke, 

in his book Joy at Work, states, “Most historians mark the Industrial Revolution as a 

pivotal moment in our economic and social history. The nature of work changed in 

fundamental ways.”1 Factories began to specialize in producing certain products and 

factory workers were given specific repetitive tasks to accomplish each day for efficiency 

of production. Factory managers took on the role of dictating what the worker was 

expected to do each day and created production goals for each worker. As factory work 

became more widespread and the assembly line was popularized management became 

very patriarchal in nature. Bakke notes in his book that some of the patriarchal 

perceptions of owners or managers about workers who labored in their factories were: 

Workers are lazy; workers work primarily for money; workers put their own 
interests ahead of what is best for the organization; workers perform best and are 
most effective if they have one simple, repeated task to accomplish; workers are 
not capable of making good decisions about important matters that affect the 
economic performance of the company; workers do not want to be responsible for 
their actions or for decisions that affect the performance of the organization; 
workers need care and protection just as children need the care of their parents; 

                                                 

1 Bakke, Joy at Work: A Revolutionary Approach to Fun on the Job, 43. 
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workers should be compensated by the hour or by the number of “pieces” 
produced; workers are like interchangeable parts of machines; and workers need 
to be told what to do, when to do it, and how to do it.2 

Peter Block in his book Stewardship: Choosing Service over Self-Interest, says 

this about patriarchy: 

Patriarchy is not about leadership style; it is a belief system first and foremost, 
shared to some extent by us all. Its fundamental belief is that in order to organize 
effort toward a common goal, which is what organizations are all about, people 
from top to bottom need to give much of their attention to maintaining control, 
consistency, and predictability.3  

This drive for efficiency resulted in the development of Human Resource 

departments. Workers became just another resource to manage, albeit somewhat more 

complex and volatile then a machine. “In effect, people (labor) are simply variables like 

money and material. Similarly, the label “human resources” has a dehumanizing 

connotation. We have financial resources, fuel resources, and human resources,4 states 

Bakke. This type of organizational leadership, which still exists, is known as 

transactional leadership. Leighton Ford, in his book Transforming Leadership, states this 

about transactional leadership: “For half a century leadership studies have focused on 

leadership as an ‘exchange process,’ a transactional relationship which promises rewards 

to followers in exchange for performance.”5  

Research on leadership over the first seventy years of the twentieth century 

examined leadership skills from this transactional perspective. Early research scientists 

                                                 

2 Ibid., 45. 

3 Block, 23. 

4 Bakke, Joy at Work: A Revolutionary Approach to Fun on the Job, 49.  

5 Ford, 21.  
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believed that leaders were born with certain character traits that made them good leaders. 

However, the results of these studies, showed that effective leaders did not all exhibit the 

same traits or combination of traits. The conclusion that certain traits could not define an 

effective leader then led to the belief that leadership effectiveness depended on the 

situation the leaders found themselves facing. Michael Hackman and Craig Johnson 

noted this about situational leadership in their book Leadership: A Communication 

Perspective. “A leader is not always successful in every situation. A leader’s 

effectiveness depends on his or her personality, the behavior of followers, the nature of 

the task, and many other situational factors.”6 Studies also looked at functional leadership 

to determine what makes an effective leader. Hackman and Johnson go on to say, “The 

underlying assumption of the functional approach is that leaders perform certain 

functions that allow a group or organization to operate effectively.”7 The focus of these 

leadership studies was on the effectiveness of the leader to manage the common worker 

from a patriarchal perspective. 

The 1970s ushered in a new attitude among workers. A cynicism began to take 

hold among workers as they searched for significance in their occupation beyond simply 

being transactional. James Kouzes and Barry Posner say this about the new realities of 

leadership in their book The Leadership Challenge, “Our loyalty to institutions – and 

institutions’ loyalty to people – is sinking like a stone. No longer would we rather fight 

than switch; we just switch.”8 Where the previous generation could count on working for 

                                                 

6 Hackman and Johnson, 64.  

7 Ibid., 64. 

8 Kouzes and Posner, Xviii.  
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the same company for life and be taken care of through a pension, the recession of the 

1970s created a new paradigm for workers. Fully-funded pensions began to disappear and 

job security became a thing of the past. The environment was ripe for the creation of a 

new paradigm of leadership. Hackman and Johnson write: 

Beginning in the late 1970s, the transformational approach emerged as a new 
perspective for understanding and explaining leadership. The transformational 
approach was first outlined by James MacGregor Burns. He compared traditional 
leadership, which he labeled as transactional, with a more “complex” and “potent” 
type of leadership he called transformational.9  

The transformational leader looks beyond the basic needs of the worker and 

considers how to fill the worker’s high-level needs. Abraham Maslow developed a 

hierarchy of needs that every individual looks to fill (see figure 1). The transactional 

leader made sure that the employee’s basic safety, and to some extent social needs, were 

met through the workplace. The transformational leader, according to Bernard Bass, a 

follower of Burns, used meeting the basic needs as foundational to meeting the higher-

level self-esteem and self-actualization needs of workers.  

 
Figure 1. Maslow's Heirarchy of Needs 

                                                 

9 Hackman and Johnson, 88.  
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Hackman and Johnson go on to say: 

The transactional leader is most concerned with the satisfaction of physiological, 
safety, and belonging needs. To meet these needs, a transactional leader 
exchanges rewards or privileges for desirable outcomes – much the way a Marine 
drill sergeant would trade a weekend pass for a clean barracks. Transformational 
leaders also attempt to satisfy the basic needs of followers, but they go beyond 
mere exchange by engaging the total person in an attempt to satisfy the higher-
level needs of self-esteem and self-actualization. Transformational leadership is 
empowering and inspirational; it elevates leaders and followers to higher levels of 
motivation and morality.10 

The last thirty years has brought a deluge of books and articles on different 

aspects of leadership. Robert Greenleaf coined the phrase Servant Leadership in 1977, 

and this term has been popularized in many writings by many authors. In 1990 Stephen 

Covey wrote about Principle-Centered Leadership followed by Peter Block’s book on 

Steward-Leadership in 1993. These books have been followed by a plethora of writings 

about the “soft” side of leadership. These include Caring Leadership, Spiritual 

Leadership, Enlightened Leadership, the 360º Leader, leading without power, and leading 

like Jesus, to name just a few. The majority of these writings acknowledge the 

importance of taking into consideration how the leader treats the people that are being 

led. Kouzes and Posner developed a questionnaire that has been distributed to over 

20,000 people to “select the seven qualities that they most look for and admire in a 

leader, someone whose direction they would willingly follow.”11 The results are listed in 

table 1 below. 

Characteristic 2007 
edition 

2002 
edition 

1995 
edition 

1987 
edition

Honest 89% 88% 88% 83% 

                                                 

10 Ibid., 89. 

11 Kouzes and Posner, 20.  
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Forward-looking 71% 71% 75% 62% 
Inspiring 69% 65% 68% 58% 
Competent 68% 66% 63% 67% 
Intelligent 48% 47% 40% 43% 
Fair-minded 39% 42% 49% 40% 
Straightforward 36% 34% 33% 34% 
Broad-minded 35% 40% 40% 37% 
Supportive 35% 35% 41% 32% 
Dependable 34% 33% 32% 33% 
Cooperative 25% 28% 28% 25% 
Courageous 25% 20% 29% 27% 
Determined 25% 24% 17% 17% 
Caring 22% 20% 23% 26% 
Imaginative 17% 23% 28% 34% 

 

 
Table 1. Characteristics of Admired Leaders 

The top four characteristics were honesty, forward-looking, inspiring, and 

competent. For Kouzes and Posner, this translates to the word credibility. They 

summarize the results with the following: “Above all else, we must be able to believe in 

our leaders. We must believe that their word can be trusted, that they’ll do what they say, 

that they’re personally excited and enthusiastic about the direction in which we’re 

headed, and that they have the knowledge and skill to lead.”12 Leaders inspire others to 

want to act in a way that benefits an organization or the community that the organization 

serves.  

Current Situation 

Today, globalization and technology continues to change the way leaders can 

effectively lead people within organizations. The transactional leader no longer has the 

                                                 

12 Ibid., 26. 
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upper-hand because information is so readily available to the multitudes. According to 

Kouzes and Posner,  

Power has gone to the people – the clients. With access to information only a 
keystroke away, power has shifted from those with titles to those with technology 
and the skills to use it. More than any other force, this power shift is responsible 
for the flattening of hierarchies and the movement of the center of organizational 
gravity away from the powerful boss to empowered people.13  

Kouzes and Posner go on to describe the new realities facing the twenty-first 

century leader. Today’s world is interconnected in ways that just a few decades ago 

would be unimaginable. Information can be shared instantly around the world, and 

business, through technology, has no borders. Knowledge has become the greatest 

resource that organizations need to manage and leverage for success. With information 

and technology at the fingertips of today’s workers, traditional manufacturing jobs are 

being reduced. The new environment for workers is to trade long-term permanent careers 

for short-term projects that do not demand loyalty to the boss. The shifting and 

fragmented work environment is causing workers to yearn for greater purpose in their 

jobs and lives. For the leader, this provides challenges but also many opportunities to 

make a difference. Kouzes and Posner suggest the following:  

Opportunities to restore hope and create a sense of meaning in our lives. 
Opportunities to rebuild a sense of community and increase understanding among 
diverse peoples. Opportunities to turn information into knowledge and, by doing 
so, to improve the collective standard of living. Opportunities to apply knowledge 
to products and services, creating extraordinary value for the customer.14 

                                                 

13 Ibid., xviii. 

14 Ibid., xx. 
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Stephen Covey in his book, The 8th Habit: From Effectiveness to Greatness, 

addresses the characteristics of this new age of the information/knowledge work. Covey 

considers seven seismic shifts in today’s marketplace.  

1. The globalization of markets and technologies.  

2. The emergence of universal connectivity.  

3. The democratization of information/expectations. 

4. An exponential increase in competition.  

5. The movement of wealth creation from financial capital to intellectual and social 
capital. 

6. Free agency. 

7. Permanent white water.  

Organizational leaders are struggling to adjust to these new realities. Covey states, 

“Despite all our gains in technology, product innovation and world markets, most people 

are not thriving in the organizations they work for. They are neither fulfilled nor excited. 

They are frustrated.”15 Covey’s conclusion is that people are not being allowed to use 

their talents and intelligence in a significant way for the organization. He calls this desire 

to engage one’s talents and passions in a significant way the voice of the human spirit. 

Covey claims that the “one who is respected as a whole person in a whole job – one who 

is paid fairly, treated kindly, used creatively and given opportunities to serve human 

needs in principled ways,”16 is able to find their voice and life’s calling. Transformational 

leaders are those leaders who are able to identify this need to have voice and help provide 

                                                 

15 Stephen R. Covey, The 8th Habit: From Effectiveness to Greatness (New York, NY: Free Press, 
2004), 3.  

16 Ibid., 24. 
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meaning and direction to employees through their work. It is through and because of this 

current environment of change that employees have the opportunity to experience 

fulfillment and transformation in their lives. 

The historical perspective of business and leadership development over the past 

century is important to understand in terms of the current environment and how both 

leaders and workers are struggling to adjust to the new realities. The nonprofit sector 

operates within this business environment and struggles with many of the same 

challenges. A survey of young nonprofit workers in Cleveland17 discovered that passion 

for a cause is not enough for workers to stay engaged long-term. Most of the workers 

surveyed had been working in the nonprofit sector for less than ten years. 

How many years of experience do you have in the nonprofit sector as paid staff? 

Answer Options Response 
Percent Response Count 

0-2 years 32.9% 47 
3-5 years 42.7% 61 
6-10 years 18.2% 26 
11+ years 6.3% 9 

Table 2. Cleveland Study of Nonprofit Workers – Question 3 

The primary reason for joining the nonprofit sector was because they believed in the 

mission and wanted to give back to society. 

                                                 

17 Katie Artzner, Carter. Matt, Jones, Jamie, Mirkin, Kari, and Nassif, Jana, "Building a Career in 
Nonprofit Cleveland: Focus on the Nonprofit Identity", YNPN/Cleveland http://ynpn.org/cleveland/about-
2/reports/ (accessed November 26, 2011 2011). 
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Graph 1. Cleveland Study of Nonprofit Workers – Question 6 

Some of the things they valued about working in the nonprofit sector were as follows: 
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Graph 2. Cleveland Study of Nonprofit Workers – Question 10 

An interesting finding of why they were thinking about leaving was pay and workload. 
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Graph 3. Cleveland Study of Nonprofit Workers – Question 11 

Many had thought about leaving the nonprofit sector completely. 

Have you ever 
considered leaving 

the nonprofit 
sector?

Yes
65%

No
35%

 
Graph 4. Cleveland Study of Nonprofit Workers – Question 18  

The primary reason for considering leaving the industry was because of low pay. 
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If you have considered leaving the 
nonprofit sector, what would be your 
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Graph 5. Cleveland Study of Nonprofit Workers – Question 19  

The Cleveland young nonprofit worker survey would suggest that the nonprofit 

industry not only has to consider how the information/knowledge worker is changing the 

organizational environment for leaders, but this industry must also face the issue of 

compensation and workload. A previous generation may not have allowed the issues of 

compensation and workload to override the sense of being part of a worthwhile mission. 

Today’s nonprofit worker is looking for more than being part of a great cause to stay 

engaged long-term with an organization. 

Relevant Personal, Community and Global Issues 

This project is poised to be a well-timed study. As a leader at Bakke Graduate 

University, I have seen the challenges of developing staff towards personal 

transformation first hand. BGU is a fairly young, fast growing, entrepreneurial nonprofit 

organization. This creates both an exciting and interesting environment, but it also creates 
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tension and stress as people and resources are stretched to the maximum to carry out the 

mission. It is often stated by staff that BGU is delivering innovative and transformational 

education on a global stage. The stories that are told by students of the hardships they 

encounter to be a part of BGU are inspirational. The stories of transformation that are 

happening in urban centers around the world through BGU’s students are incredible. It 

would seem that the opportunity to live vicariously through the mission of the school 

would be all that the staff needs to experience personal transformation and complete job 

satisfaction. And yet, I believe that my studies will show that just being part of an 

exciting, world-changing environment is not enough to create personal transformation 

and job satisfaction.  

Transformational leadership is a central theme of BGU, as well as an 

understanding of how faith and work are to be integrated in one’s vocation. The 

transformational leader’s job is to help create the environment where people can use their 

calling to impact people, organizations, and communities in a way that brings glory to 

God. BGU teaches that experiencing transformation is possible by understanding and 

fulfilling one’s call from God to be stewards of his creation. God gives gifts and talents to 

each person he creates to be used for this purpose. The combination of following a God-

given call by using God-given talents in a way that brings him glory is a formula for 

transformation. I anticipated that this study would find that the times when BGU focuses 

on developing staff in a way that helps them grow individually and shows care for them 

as individuals is when personal transformation happens, and when BGU takes its focus 

off of personal development of staff is when dissatisfaction and job burnout happens. 
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It is my hope and desire that not only will BGU and its staff benefit greatly from 

this study, but many other nonprofits will as well. By identifying the necessity of 

focusing on people development within an organization, this study will give nonprofit 

leaders the motivation to look within their own organizations and how they are or are not 

personally developing staff. It is too easy for nonprofit leaders to assume that carrying 

out the mission of the organization is all that is needed for staff to experience personal 

transformation. 
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CHAPTER 4.  

BIBLICAL AND THEOLOGICAL BASIS 

This chapter will present the biblical and theological basis for the leadership of an 

organization to establish a resource priority towards creating an environment for staff to 

experience personal transformation. The first section will look at the theology of work 

and calling to show that God has established work as an activity that is a good and 

necessary part of creating, sustaining, and redeeming creation and that He has given 

every human being certain gifts and talents that He expects to be stewarded well. Work 

matters to God, and it is as important to consider how we do our work as it is what work 

we do. The balance of this chapter will examine various aspects of transformational 

leadership from a biblical perspective. What does the Bible say about leadership and the 

responsibilities that leaders have to those they lead? 

Theology of Work and Calling 

“In the beginning God created the heavens and the earth” (Gen. 1:1). Scripture 

begins with the narrative of God working at the creation of the world in which 

humankind resides. As he completes each task, He looks upon His work and declares that 

it is good. The creation account reveals something about God that many Christians do not 

spend much time contemplating. God is a worker! Genesis 2:2 tells us “On the seventh 

day God had finished his work of creation, so he rested from all his work.” For many 

Christians, this marks the end of God’s official work duty and that he is now at rest, 

waiting for his followers to join him in heaven. The work of creation, however, was not 

the end of God’s work. Scripture has many references to God working as a creator, 

sustainer, redeemer and consummator. Colossians 1:17 tells us “He existed before 
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anything else, and he holds all creation together.” In Job 38, God reminds Job that it is 

God that created and maintains the universe, and the Psalmist describes the work of God 

in creating and maintaining the universe in Psalm 104. John 5:17 tells us “In his defense 

Jesus said to them, ‘My Father is always at his work to this very day, and I too am 

working.’” Doug Sherman and William Hendricks, in their book Your Work Matters to 

God, state very clearly.  

God is a worker. This alone gives us a clue that work itself must be significant, 
that it must have intrinsic value. For by definition, God can do nothing that is not 
inherently good, or else He would violate His own nature and character. The fact 
that God calls what He does “work” and calls that work “good” means that work 
has intrinsic worth.1  

It is clear from Scripture that God is a worker. He is in the business of creating, 

sustaining, redeeming, and consummating. But should humans have the same expectation 

of having to work? Genesis 1:26 tells us that we are made in God’s image, and so who 

we are and what we do should be a reflection of God. God goes on in this passage to give 

His creation a work and life activity mandate. This mandate, which is commonly referred 

to as the Creation Mandate, directs humans to “Have a lot of children! Fill the earth with 

people, and bring it under your control. Rule over the fish in the ocean, the birds in the 

sky, and every animal on the earth” (Gen. 1:28). God further directs human’s activity in 

Genesis 2:15, “The LORD God placed the man in the Garden of Eden to tend and watch 

over it.” In Psalm 8:6-8, David reaffirms this mandate to include all of creation. Finally, 

God gives us a work pattern to follow in Genesis 2:2-3, “On the seventh day God had 

finished his work of creation, so he rested from all his work. And God blessed the 

                                                 

1 Doug Sherman, and Hendricks, William, Your Work Matters to God (Colorado Springs, CO: 
NavPress, 1987), 81. 
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seventh day and declared it holy, because it was the day when he rested from all his work 

of creation.” Kenman Wong and Scott Rae summarizes this creation mandate by saying 

So work has nobility because it was created before the entrance of sin and is the 
means by which we cooperate with God in the exercise of dominion over the 
creation. But there’s a more foundational reason why work has value to God. God 
is a worker and human beings are workers by virtue of being made in God’s 
image. In other words, we work because that’s who God is and who we are in His 
image.2 

God not only created us to work, He uniquely created each of us to carry out this 

mandate. In Genesis 2, Scripture tells us the story of how God formed or fashioned Adam 

from the soil. Adam was designed specifically for the task of stewarding God’s creation. 

God designs and fashions each human being uniquely and with a specific purpose in 

mind. Ray Bakke, William Hendricks, and Brad Smith state in their Bible study 

companion, Joy at Work Bible Study Companion, “That design is our giftedness: It is 

God’s gift to us as individuals. It is an endowment from God that enables us to add value 

to the world.”3 In Genesis 4:17-22, Scripture tells us that even after Adam sinned and was 

expelled from the Garden of Eden, God designed and fashioned people with gifts and 

talents for specific tasks that were to be used to steward His creation. We are told that 

Cain’s descendants were musicians, tool-makers, and herdsmen; occupations that were 

designed to add value to the world. This same message of uniquely designed humans is 

found in Psalm 139:13-16, Ephesians 2:10 and other passages throughout Scripture. 

As uniquely designed creations of God with a mandate to steward this earth, 

humans then have a responsibility to determine how best to use the gifts and talents with 

                                                 

2 Kenman L. Wong, and Rae, Scott B., Business for the Common Good : A Christian Vision for 
the Marketplace (Downers Grove, Ill.: IVP Academic, 2011), 52. 

3 Raymond J. Bakke, William Hendricks, and Brad Smith, Joy at Work Bible Study Companion 
(Seattle, WA: PVG, 2005), 57. 
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which God has created them. This is often referred to as a person’s calling. It is quite 

common in churches to acknowledge and support the idea of a pastor or missionary being 

called to do the “work of the Lord;” however, Scripture would indicate that the “work of 

the Lord” goes beyond the occupation of formally preaching the Gospel. Paul Stevens, in 

his book Doing God’s Business: Meaning and Motivation for the Marketplace, says this 

about calling: “First of all, we are called to follow Someone before we are called to do 

something. So calling starts with the invitation of Jesus to come to him just as we are and 

to be enlisted as his followers.”4 Dr. Stevens goes on to say that when God calls us to 

Himself, He “leads us into particular expressions of service appropriate for our gifts and 

talents through our passions, abilities, and opportunities. And that work we do, whether 

international business or graphic art, becomes part of the all-embracing summons of God 

to belong to him, to live in a suitable manner, and to ‘do the Lord’s work.’”5 Michael 

Novak, in his book Business as a Calling, further defines calling by identifying four 

characteristics that are evident in a person’s calling. Each calling is unique to each 

individual, a calling requires talent and it must fit our abilities, a true calling reveals a 

feeling of enjoyment and a sense of renewed energy, and callings are not always easy to 

discover.6 

Another aspect of being created in God’s image is the nature of community. 

Scripture reveals the nature of God throughout the narrative, but prior to creating humans 

                                                 

4 R. Paul Stevens, Doing God's Business: Meaning and Motivation for the Marketplace (Grand 
Rapids, MI: William B. Eerdmans Pub. Co., 2006). 21. 

5 Ibid., 36. 

6 Michael Novak, Business as a Calling: Work and the Examined Life (New York, NY: The Free 
Press, 1996), 34-34. 
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in His image, God is revealed as one in community. The Word in Life Bible states this 

about the community nature of God: “Something profoundly important is revealed about 

the nature of God in the statement, ‘Now we will make humans, and they will be like us’ 

(Genesis 1:26, emphasis added). God is not speaking as a solitary figure, but as a 

plurality, as a Being of more than one Person.”7 God was in community from the 

beginning as the Trinity, but it was through the Trinity that the work of creation 

happened. Jeffery Van Duzer, in his book Why Business Matters to God, describes this 

work in community as “All of the mighty acts of creation flowed out of that relationship. 

Indeed, because the work of creation was itself an overflowing of the love nature of the 

Godhead, it was a tangible expression of this relational character.”8 This would suggest 

that as image-bearers of God, humans must pursue community-building as well as carry 

out the work of co-creating and stewarding of God’s creation in community. Of course as 

individuals, man or woman, cannot be a community. Stevens suggests that human beings 

“are created in God’s image as male and female. Males are not the image of God and 

neither are females. We are designed for community, to experience it, to build it, and to 

extend it by being fruitful, multiplying, and filling the earth.”9 Van Duzer goes on to 

state, “The nurturing and building of community is, therefore, one of the fundamental 

tasks to be pursued by those seeking to be genuinely human. To be true to the Genesis 

                                                 

7 The American Bible Society, Word in Life Bible: Contemporary English Version (Nashville, TN: 
Thomas Nelson Publishers, 1998), 6. 

8 Jeffrey B. Van Duzer, Why Business Matters to God: (and What Still Needs to Be Fixed) 
(Downers Grove, IL: IVP Academic, 2010), 31.  

9 Stevens. 27. 



 

62 

account, any theology of business must be relational and communitarian in character.”10 

It is clear from Scripture that humans developed their God-given skills to provide 

products and services to the community early on (Gen. 4:20-22). Business, in its purest 

form, is a community of people, designed and created to serve the needs of the 

community. Novak summarizes this thought by saying, “More than ever, work is work 

with others and work for others. Nearly all work is a matter of doing something for 

someone else.”11  

Knowing that people are designed and fashioned by God for specific purposes, 

and that God calls us to be stewards of His creation, including fellow human beings, it 

stands to reason that God has designed humans to work in community. According to the 

Joy at Work Bible Study Companion, this “means that leaders and managers should pay 

particular attention to the giftedness of the people who work in their enterprises.”12 

Understanding this concept of workers being made in God’s image and being uniquely 

designed by God with gifts and talents for purposes that God has preordained should 

provide leaders within an organization ample incentive to pay close attention to how and 

why they develop and lead staff towards personal transformation. Bakke, Hendricks, and 

Smith state in summary, 

Finally, Christian leaders are in a position to help people see their gifts as 
purposeful for stewarding the creations and create environments of trust that 
allow this to happen. It’s important to realize that people long to do something 
meaningful with their lives. They want their lives to count. They want to matter. 
Leaders of organizations have a wonderful opportunity to create work that 

                                                 

10 Van Duzer. 32. 

11 Novak. 125. 

12 Bakke, Hendricks, and Smith, Joy at Work Bible Study Companion. 61. 
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matters- to take job tasks and enterprises that are seemingly mundane or 
insignificant and infuse them with a sense of mission and purpose.13  

Jesus: The Transformational Leader 

The study of transformational leadership is the centerpiece of BGU’s doctoral 

program. Within that study, BGU lays out eight perspectives of transformational 

leadership (Appendix B) each of which uniquely contributes to the transformation of the 

community. This project is focused on the transformation of the community within an 

organization and in particular how leadership influences and affects that transformation. 

With Jesus as the model of a perfect transformational leader, this next section will 

examine each of the eight perspectives on transformational leadership and highlight from 

Scripture how Jesus was an example of this style of leadership. Leighton Ford in his book 

Transforming Leadership: Jesus’ Way of Creating Vision, Shaping Value & Empowering 

Change, says this about Jesus’ leadership model.  

He was able to create, articulate and communicate a compelling vision; to change 
what people talk about and dream of; to make his followers transcend self-
interest; to enable us to see ourselves and our world in a new way; to provide 
prophetic insight into the very heart of things; and to bring about the highest order 
of change.14 

Calling-Based Leadership 

Bakke Graduate University suggests that calling-based leadership is one where 

“The leader seeks to understand God-given gifts, experiences and opportunities in 

understanding his/her unique role as a called instrument of Christ’s transforming work in 

                                                 

13 Ibid., 67. 

14 Ford, 15. 
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and above world cultures.”15 This definition implies that a calling-based leader is not just 

one who works within the organized church but reaches into the community. Paul 

Stevens suggests in his book, The Other Six Days, that “there is the call to do God’s 

work, to enter into God’s service to fulfill his purposes in both the church and the world. 

This involves gifts, talents, ministries, occupations, roles, work and mission – the call to 

service.”16 Os Guinness says in his book, The Call: Finding and Fulfilling the Central 

Purpose of Your Life, “Calling is the truth that God calls us to himself so decisively that 

everything we are, everything we do, and everything we have is invested with a special 

devotion, dynamism, and direction lived out as a response to his summons and service.”17 

The transformational leader also helps individuals begin to understand and identify their 

calling and how that calling is specifically and uniquely designed in each person’s life to 

carry out the mission of God.  

Jesus was very much aware of his calling. In Luke 2 we see Jesus as a twelve year 

old boy responding to his parents. “Why did you have to look for me? Didn’t you know 

that I would be in my Father’s house?” (Luke 2:49). As Jesus was facing the time of his 

crucifixion he prayed, “Father, if you will, please don’t make me suffer by having me 

drink from this cup. But do what you want, and not what I want” (Luke 22:42). In John 6 

Jesus very clearly stated his calling. “I didn’t come from heaven to do what I want! I 

came to do what the Father wants me to do. He sent me, and he wants to make certain 

                                                 

15 Bakke Graduate University, "Perspectives on Transformational Leadership," in Overture I: 
Ghana, ed. Dr. Randy White (Accra, Ghana: 2011); ibid. 

16 R. Paul Stevens, The Other Six Days: Vocation, Work, and Ministry in Biblical Perspective 
(Grand Rapids, MI.:Vancouver, B.C.: W.B. Eerdmans; Regent College Pub., 1999), 88. 

17 Os Guinness, The Call: Finding and Fulfilling the Central Purpose of Your Life (Nashville, TN: 
W Pub. Group, 2003), 29. 
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that none of the ones he has given me will be lost. Instead, he wants me to raise them to 

life on the last day” (John 6: 38-39).  

Jesus also clearly helped others see and live out their calling. Each of the disciples 

were called from their various occupations to follow Jesus. In Matthew 4:19 Jesus tells 

Peter and Andrew, “Come with me! I will teach you how to bring in people instead of 

fish.” In Matthew 16: 18 – 19 Jesus says, “And I tell you that you are Peter, and on this 

rock I will build my church, and the gates of Hades will not overcome it. I will give you 

the keys of the kingdom of heaven; whatever you bind on earth will be bound in heaven, 

and whatever you loose on earth will be loosed in heaven.” Clearly Jesus understood his 

call and helped the disciples begin to understand the work that God had called them to 

do. 

Incarnational Leadership 

The incarnational leader pursues shared experiences, shared plights, shared hopes, 

and shared knowledge and tasks. The basis of incarnational leadership is found in the 

example of Christ and how He lived among humankind and how He lives in individuals. 

Scripture tells us, “The Word became flesh and made his dwelling among us. We have 

seen his glory, the glory of the one and only Son, who came from the Father, full of grace 

and truth” (John 1:14). Any leader who desires to be an agent in bringing Christ’s shalom 

to their community must model Christ’s incarnational example. The description of 

Christ’s incarnational work is found in this Scripture: “Though he was God, he did not 

think of equality with God as something to cling to. Instead, he gave up his divine 

privileges; he took the humble position of a slave and was born as a human being. When 

he appeared in human form, he humbled himself in obedience to God and died a 
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criminal’s death on a cross.” (Phil. 2:6-8). The incarnational leader follows the example 

of Jesus in how he came to live among the people he was sent to serve. Jesus lived and 

walked among the communities. He took time to listen and empathize with the 

community. In many ways He became a part of the community. The people around Him 

believed that He cared for them, loved them and shared their pains. The incarnational 

leader is present among those they lead. They will take the time to build genuine 

relationships and connections to those they lead. Solutions will come from listening to the 

community and allowing the community to determine how best to serve the organization.  

Reflective Leadership 

“The reflective leader lives in reality, reflects on its meaning, and catalyzes others 

with courage, symbols, and examples to make meaning in their own lives,”18 according to 

Bakke Graduate University. Dr. Stephen de Beer defines reflection as “the moment of 

discernment or imagination, individually but especially communally.”19 Reflection is a 

way to step back and determine whether the leader is currently following a path that is 

effective in accomplishing the stated plans and purposes. There are a number of examples 

in Scripture where Jesus stopped his busy activity to pray and reflect on his mission. 

Matthew 4 tells the story of Jesus going into the desert for forty days to be tempted by the 

devil. Jesus’ fasting and confrontation with Satan was Jesus’ chance to clarify his mission 

before his public launch. The Transfiguration story as found in Luke 9, points to the 

discussion Jesus had with Moses and Elijah. “They spoke about his departure, which he 

                                                 

18 Bakke Graduate University; ibid. 

19 Stephan de Beer, "Reflective Leadership - Making the Cities of Tomorrow," in Overture I 
Ghana (Accra, Ghana: Institute for Urban ministry, 2011). 
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was about to bring to fulfillment at Jerusalem” (Luke 9:31-32). Finally, in Luke 24, we 

read about the discussion Jesus had with two disciples on the road to Emmaus, 

summarizing and reflecting on his mission. “And beginning with Moses and all the 

Prophets, he explained to them what was said in all the Scriptures concerning himself” 

(Luke 24:27). 

A reflective leader helps a community imagine what their community should look 

like. This reflection involves three elements of “Imagineering.” The first involves 

creating a story from the perspective of the future. The story is a reflection of the 

community as if what was imagined has come true. As this story is created and told, a 

vision or picture is created in the community’s mind that helps them see the possibilities 

of a better world. Finally the leader connects the community to the resources that are 

needed to make the vision a reality. Jesus was a master at creating the story of his future 

glory as if it was already in place. This is referred to as the kingdom now and not yet. 

Jesus made sure as he left this world to give his followers instructions on what was 

expected of them to see that this future glory comes to pass. “He said to them, ‘Go into 

all the world and preach the good news to all creation” (Mark 16:15). This instruction 

included the resource they needed to accomplish this mission. “But you will receive 

power when the Holy Spirit comes on you” (Acts 1:8). 

Shalom Leadership 

The word shalom is not a commonly used word in the North American Christian 

church. Generally this word is associated with the Hebrew and the Jewish traditions. 

Nicholas Wolterstorff gives us this definition: “Shalom is the well-being and flourishing 

of all that God has created. This involves reconciliation and enjoyment with God, with 
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others, with one’s self, and with the physical environment.”20 Shalom leadership in an 

organization could be thought of in terms of shalom for the staff, shalom within each staff 

personally, and shalom between staff members. The leader works toward the well-being, 

abundance, and wholeness of the whole organization as well as the individual. 

Shalom for the staff means that safety and resources are provided for their well-

being. Jesus modeled this as He spoke in the synagogue and quoted the prophet Isaiah, 

“The Spirit of the Lord is upon me, for he has anointed me to bring Good News to the 

poor. He has sent me to proclaim that captives will be released, that the blind will 

see, that the oppressed will be set free, and that the time of the LORD’s favor has come” 

(Luke 4:18-19). 

A shalom leader must also work towards shalom in staff. In order for the 

organization to experience shalom, its staff must exhibit a sense of morality and biblical 

ethics. In Zechariah, Scripture tells us, “But this is what you must do: Tell the truth to 

each other. Render verdicts in your courts that are just and that lead to peace” (Zech. 

8:16). The Psalmist also tells us, “Turn away from evil and do good. Search for peace, 

and work to maintain it” (Ps. 34:14). And again, “Look at those who are honest and 

good, for a wonderful future awaits those who love peace” (Ps. 37:37). Jesus was the 

master at bringing truth to light. On many occasion Jesus spoke words that brought forth 

the truth in people’s heart. (The rich young man in Mathew 19; the little children with 

Jesus in Mark 10; Jesus and the Samaritan woman in John 4; Jesus and Zacchaeus the tax 

                                                 

20 Dr. Randy White, "Our Transformation in Leadership," in Overture I: Ghana (Accra, Ghana: 
2011). 
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collector in Luke 19.) Shalom cannot be experienced without truth and honesty being 

present. 

Finally, the shalom leader must work towards shalom between people. This means 

reconciliation between staff members who have had conflict and disagreements. Shalom 

between staff means being assured that minority status staff are empowered and held in 

equal esteem in the organization as well as those without the traditional power and 

authority. Throughout the Gospels we see Jesus as an advocate for the powerless, poor, 

and disenfranchised. He also actively worked towards the reconciliation of the Jews and 

the Gentiles. Shalom in an organization can be experienced when conflict, discrimination, 

and disempowerment are eliminated.  

Prophetic Leadership 

Prophetic leadership defines a leader who is willing to speak truth to power, and 

identify systems and practices that are inherently unjust in an organization. Scripture tells 

us, “Speak up for those who cannot speak for themselves; ensure justice for those being 

crushed” (Prov. 31:8). Jesus gave us several examples of speaking the truth against the 

religious system set up by the Jewish leaders. In John 2, we are told how Jesus cleared 

the temple of the vendors and money changers. “Get these out of here! How dare you 

turn my Father’s house into a market!” (John 2:16). In Matthew 23, Jesus challenges the 

teachers of the law and the Pharisees, calling them hypocrites, snakes, and brood of 

vipers, because of the way they were misleading the people. And finally we see Jesus 

using agitation by announcing that His followers would desert Him when He was 

arrested. Peter responds that he would never deny Jesus. Jesus very clearly tells Peter that 

indeed he would deny Jesus. These words were a source of agitation to Peter when he 
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ultimately denied that he was a follower of Jesus. These tactics can be and should be used 

within appropriate contexts by the prophetic leader. 

Servant Leadership 

The mindset of a servant leader must be on the well-being of the individuals being 

led. Jim Laub states it well, 

Servant leadership promotes the valuing and development of people, the building 
of community, the practice of authenticity, the providing of leadership for the 
good of those led, and the sharing of power and status for the common good of 
each individual, the total organization and those served by the organization.21  

This focus on developing people and building a community for the common good of each 

individual has transformative value. In John 13, Jesus gives us the ultimate example of 

being a servant leader when he wrapped a towel around his waist and began to wash the 

disciples’ feet. Jesus clearly expects us to follow his example. “I have set you an example 

that you should do as I have done for you” (John 13:15). Jesus exhibited the nature of a 

servant throughout his life, and stated on numerous occasions the principle of the first 

shall be last and the last shall be first. 

Jesus gives us additional insights into servant leadership in Mark 10:42-45, 

So Jesus called them together and said, “You know that the rulers in this world 
lord it over their people, and officials flaunt their authority over those under them. 
But among you it will be different. Whoever wants to be a leader among you must 
be your servant, and whoever wants to be first among you must be the slave of 
everyone else. For even the Son of Man came not to be served but to serve others 
and to give his life as a ransom for many. 

This passage points to the concept that a servant leader becomes a servant in nature as 

opposed to doing servant activities. Steven Crowther points from this passage,  

                                                 

21 Jim Laub, quoted in Grace Preedy Barnes, ed. Servant First: Readings and Reflections on the 
Practice of Servant Leadership (Indianapolis: Precedent Press, 2006), 11. 
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Jesus endorsed and practiced this style of leadership for the disciples to follow. 
This is not a list of things to do to lead well; it is a dynamic of becoming a 
different person. This process does not happen by willing it to happen, but 
happens through an emptying of self in relationship to the Lord. The Lord 
transforms the leaders in this process so that this leader can be a servant – truly a 
great leader.22 

Marv Gibbs in his article The Servant Leader as Coach, looks at the story that 

Jesus tells us in Luke 10 known as the Good Samaritan, as a guide to identifying five 

servant-leadership principles for creating positive change within an individual or 

organization. “1) First, the story demonstrates assessing the need as a point of beginning. 

2) This is followed by resourcing. 3) The third step is moving forward or finding a way 

forward. 4) This is followed by empowering through networking. 5) Finally, there is the 

act of dedicating to support as a continuing process.”23 These guiding principles can be 

implemented by servant leaders within an organization. 

Contextual Leadership 

The transformational leader “recognizes the previous work of God in other 

cultures and seeks to experience and build its unique gospel expression.”24 Every 

community has a story of how it was established, and the events and people that 

influenced its development into the characteristics and identity that it currently 

represents. This is also true of organizations and the contextual leader recognizes and 

reminds others of that story. Jesus regularly quoted Old Testament Scripture that pointed 

to the context of God’s story that was being played out while he was on this earth. Luke 

                                                 

22 Steven Crowther, "The Spirit of Service: Reexamining Servant Leadership in the Gospel of 
Mark," Inner Resources for Leaders (2003). 
http://www.regent.edu/acad/global/publications/innerresources/vol1iss3/crowther_spirituality.pdf. 

23 Marv Gibbs quoted in Barnes, ed. 

24 Bakke Graduate University; ibid. 
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18:31 says, “Jesus took the Twelve aside and told them, ‘We are going up to Jerusalem, 

and everything that is written by the prophets about the Son of Man will be fulfilled.’” In 

Luke 4, Jesus reads from the book of Isaiah a passage that pointed to the coming 

Messiah. After reading this passage, Jesus states, “Today this scripture is fulfilled in your 

hearing” (Luke 4:21). The reminder of what Scripture said in the past helped the 

followers of Jesus understand the context of his ministry and what could be expected in 

the future. 

Global Leadership 

The global leader understands the complexity of working in a global, pluralistic, 

multi-cultural environment. While today’s world looks much different than when Jesus 

walked this earth, many of these same factors were present on a regional basis. Jesus 

recognized the global nature of the message of the Gospel. In Matthew 28:19, Jesus tells 

the disciples to “go and make disciples of all nations.” This may have been 

incomprehensible to the disciples at the time, but Jesus was preparing them for how the 

Holy Spirit and persecution would disperse His followers throughout the known world. 

Jesus was also very much aware of the various cultures represented in Palestine. His 

conversation with the Samaritan woman at the well transcended traditional cultural and 

religious differences. “The Samaritan woman said to him, ‘You are a Jew and I am a 

Samaritan woman. How can you ask me for a drink?’ (For Jews do not associate with 

Samaritans)” (John 4:9). The Samaritan went on to say, “Our fathers worshipped on this 

mountain, but you Jews claim that the place where we must worship is in Jerusalem.” 

Jesus responded, “Believe me, woman, a time is coming when you will worship the 

Father neither on this mountain nor in Jerusalem” (John 4:19-21). The global leader will 
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proactively work within the different ethnic and cultural groups and form partnerships 

that will build a global community within the organization, or with those the organization 

serves. 

Theology of Stewardship 

Stewardship is a word that the Christian Church generally associates with the act 

of tithing one’s income. It has come to represent the small amount of money people give 

away, rather than all the financial resources a person has as well as the God-given talents 

and gifts they could use to celebrate God in their daily lives. The basis of any theology of 

stewardship is the understanding that God is the creator and owner of everything. Psalm 

24:1 clearly states, “The earth is the LORD’s, and everything in it. The world and all its 

people belong to him.” Ron Walborn and Frank Chan state this about stewardship in 

God’s kingdom in their article Stewardship and the Kingdom of God, 

Any discussion of stewardship must therefore begin with a healthy understanding 
of Kingdom discipleship. We must resist our tendency to limit our concept of 
stewardship to matters of money and finance, because biblical stewardship 
encompasses far more: it means coming fully under the reign of God in every area 
of our lives.25 

Merriam-Webster Dictionary defines stewardship as “the conducting, supervising, 

or managing of something; especially: the careful and responsible management of 

something entrusted to one’s care.”26 This understanding of stewardship, or management 

of something entrusted to one’s care, is at the core of the Creation Mandate. Walborn and 

                                                 

25 Ronald Walborn, and Chan, Frank, "Stewardship and the Kingdom of God," Office of Church 
Stewardship (2001). http://www.cmalliance.org/resources/publications/stewardship-theology.pdf (accessed 
December 16, 2011). 

26 Merriam-Webster, "Stewardship", Merriam-Webster http://www.merriam-
webster.com/dictionary/stewardship (accessed December 17, 2011 2011). 
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Chan describe this mandate as, “In Genesis 1 and 2, when God grants Adam and Eve 

dominion over the creation, He is asking them to rule on His behalf. The responsibilities 

of naming the animals, filling and subduing the earth show that they are being given an 

ambassadorial reign as God’s vice-regents.”27 Throughout the Old Testament, the 

Israelites were reminded of their role as stewards and not owners. This was evident in the 

laws that God set up regarding tithing, land ownership, harvest seasons, and caring for 

the poor. Jesus firmly established the concept of being a steward of the talents that God 

has given us by telling the parable of the faithful and unfaithful servants as found in 

Matthew 24, Mark 13, and Luke 12, as well as the parable of the talents found in 

Matthew 25 and Luke 19. Walborn and Chan point out, 

There are other passages that properly fall under our stewardship care. The use of 
time and opportunities to minister (Ephesians 5:15,16) certainly must be governed 
with wise stewardship. Since our physical bodies are temples of the Holy Spirit (I 
Corinthians 6:19), our care of them is also a stewardship. Finally, the Lord would 
be well pleased if the stewardship of our homes included the welcoming of others 
in hospitality (Hebrews 13:2; 1 Peter 4:9).28 

God’s Kingdom reigns today in all of creation, and being a steward of His kingdom, 

means acknowledging that “whatever you do, do it all for the glory of God.” (1 Cor. 

10:31). Kirk Nowery states: 

To be a 360º steward you must wisely, faithfully manage the trust you have been 
given. That “trust” for which you are responsible is the sum total of all that you 
are and all that you have. It is a sacred trust because God Himself gave it to you, 
and His intention is that you steward it in a way that pleases Him and yields the 
greatest return. He wants you to not merely add, but to multiply.29 

                                                 

27 Walborn. 

28 Ibid. 

29 Kirk Nowery, 360º Stewardship (Camarillo, CA: Spire Resources, Inc., 2007), 12. 
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As a leader of an organization, this trust includes stewarding other people’s gifts 

and talents. Genesis 2 says that Adam and Eve were personally designed by God for a 

specific task. Psalm 139 and Ephesians 2 describe how humans are all fashioned by God 

“so we can do the good things he planned for us long ago” (Eph. 2:10). Moses understood 

this truth and used that knowledge to construct the temple of God. “The LORD has gifted 

Bezalel, Oholiab, and the other skilled craftsmen with wisdom and ability to perform any 

task involved in building the sanctuary. Let them construct and furnish the Tabernacle, 

just as the Lord has commanded” (Exod. 36:1). Today, workplace leaders are placed in a 

similar position to follow this principle of stewarding people’s giftedness. Bakke, 

Hendricks, and Smith describe this concept by stating, “In light of what we saw above 

about the nature of giftedness and where it comes from, stewardship means that leaders 

and managers should pay particular attention to the giftedness of the people who work in 

their enterprises. This is the issue of job fit.”30 Workers long to do something meaningful 

with their lives and by placing them in jobs that fit their giftedness is a “wonderful 

opportunity to create work that matters – to take the job tasks and enterprises that are 

seemingly mundane or insignificant and infuse them with a sense of mission and 

purpose.”31  

The theology of stewardship can be summarized with the Creation Mandate as 

found in Genesis 1:28: “Then God blessed them and said, ‘Be fruitful and multiply. Fill 

the earth and govern it. Reign over the fish in the sea, the birds in the sky, and all the 

                                                 

30 Bakke, Hendricks, and Smith, Joy at Work Bible Study Companion, 61. 

31 Ibid. 
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animals that scurry along the ground.’” and Peter’s exhortation as found in 1 Peter 4:10-

11. 

God has given each of you a gift from his great variety of spiritual gifts. Use them 
well to serve one another. Do you have the gift of speaking? Then speak as 
though God himself were speaking through you. Do you have the gift of helping 
others? Do it with all the strength and energy that God supplies. Then everything 
you do will bring glory to God through Jesus Christ. All glory and power to him 
forever and ever! Amen. 

Conclusion 

There is a common misunderstanding in the North American culture that work is 

a result of the fall of Adam, and that the best that work can be in the non-church 

environment is a way to fund the mission of the Church. When a theology of work is 

understood from the perspective of the Creation Mandate, then the work of the scattered 

Church from Monday to Friday becomes a critical component of God’s mission for our 

lives. When work outside the institutional church is understood as part of God’s mission 

for our lives, then how we steward our gifts and talents in this environment becomes an 

act of worship to God. When leaders within organizations understand that stewardship 

includes stewarding staff member’s gifts and talents, then how they lead becomes as 

important, if not more so, than the organizational outcome of their leadership. This then 

should bring a leader to a place where they desire to understand the transformational 

leadership characteristics of Jesus as a pattern to follow in their own leadership 

responsibilities. 
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CHAPTER 5.  

ORGANIZATIONAL TRANSFORMATION 

Bakke Graduate University (BGU) is a unique cutting-edge, higher education 

institution that is focused on training leaders to bring Shalom to the urban centers of the 

world. BGU’s strategy of training practitioners with practitioners provides a practical, 

real-world education. BGU has the networks and the management expertise to bring this 

education to the leaders in the cities of the developing world. The transformational 

impact that BGU has had in just a few short years has been incredible.  

BGU is positioning itself as an international leader in training students to become 

global urban change agents for Christ through transformational global urban leadership 

principles. Whether a student enrolls in the Doctor of Ministry in Transformational 

Leadership for the Global City, Doctor of Transformational Leadership, Master of Arts in 

Global Urban Leadership, Master of Arts in Social and Civic Entrepreneurship, or the 

Master of Business Administration degree program the emphasis remains the same. This 

unique integration of theology and business working hand in hand to transform cities 

around the world is what makes BGU special.  

The mission and vision found on BGUs website,1, is to strengthen leaders who 

steward resources with and for vulnerable people and places, by means of contextual, 

Christian-based education innovatively delivered throughout the urban world. The vision 

of BGU is to look beyond itself to embody the commonly-held vision of an international 

network. BGU serves and is served by a global network of urban leaders and partners and 

                                                 

1 http://www.bgu.edu/mission_vision.htm. 
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our vision is shaped by this network and our partners. BGU’s vision includes the 

following key components:  

Emerging and Experienced Transformational Leaders 
To strengthen current and future Christian leaders who are rooted in the timeless 
truths of Scripture, understand context and culture and proactively lead in the 
midst of today’s global realities. 

Whole Gospel, Whole Church, Whole World 
To connect the work of international Christian leaders through commonly-held, 
foundational perspectives of Christian theology and practice including: God’s 
heart for the vulnerable, the call to work for justice, the proclamation of the 
Gospel, the value of cities, and the necessity to personally live in deepening 
relational community. 

Kingdom Sharing 
To distribute resources - finances, leadership, authority, and insight - throughout 
the church worldwide. Many cultures that are financially-rich are relationship-
poor. Regardless of economic trade policies, God has created a worldwide 
Kingdom economy that forces interdependence within the church world-wide. 
BGU’s vision is to create the relationships, common values, and communication 
needed to stimulate the flow of resources to fuel a new era of sharing partnership. 

Perspective and Values Education 
BGU provides a worldwide model of graduate education that invites students to 
evaluate and reinvent how they accomplish their work. This model includes 
education that results in changed values and paradigms, not just added 
knowledge. It is accomplished through “come and see” experiences that move 
students outside of comfort zones into new global realities and is committed to 
not uprooting students from their current ministry locations. BGU is facilitated by 
global faculty, global communication tools, and student cohorts diverse in church 
affiliation - gender, experiences and cultures. 

Accessibility to Life-Long Learning 
BGU creates pathways for learning that offer front-line practitioners the hope of 
life-long, credentialed, high-quality education. Students are given tools to help 
them learn life-long habits of reflection and theological inquiry in the midst of 
their leadership action. BGU is not seen as a three to four-year relationship, but a 
life-long equipping partner, advancing them through degrees and serving them 
with on-going teaching, networking and platforming opportunities. 

Virtual Services 
BGU utilizes technology, travel and network relationships to provide a high-level 
of service to students in various world locations. BGU is not only ‘high-tech,’ but 
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also ‘high-touch,’ emphasizing relationships and the use of technology to 
dispense information more efficiently and bring community together.2 

The mission and vision of BGU implements an important strategy in revealing 

God’s kingdom here on earth to the urban centers around the world. Teaching about the 

eight perspectives of leadership has been an accelerator of city transformation for many 

of BGU’s students. Theology of Work has been welcomed throughout the world with 

many students experiencing personal transformation in how they view the world of 

commerce. This project is studying how BGU is implementing these principles of 

leadership and its understanding of Theology of Work in its internal processes. In a 

Balanced Scorecard report (Appendix D) to the President of BGU, one of four critical 

success factors for BGU to accomplish its mission, asks the question, “Is BGU a Joy at 

Work organization?” The philosophy of Joy at Work, as outlined in Dennis Bakke’s 

book, Joy at Work, and the Joy at Work Bible Study Companion, by Ray Bakke, William 

Hendricks, and Brad Smith, is foundational to BGU’s understanding of Theology of 

Work. Transformational leadership, when considered from the perspective of BGU’s 

understanding of Theology of Work, is a critical component of training leaders to bring 

Shalom to the urban centers of the world. The eight perspectives of transformational 

leadership identify the characteristics of transformational leadership, and thus become a 

matrix that determines whether these principles are being actively engaged in the process 

of transformation. BGU will be better positioned to teach theology of work and 

Transformational Leadership to its students if these principles are being practiced 

internally by the staff at BGU. This project will examine the results of a survey 

                                                 

2 University.  
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completed by staff, to determine how well it is implementing the philosophy of joy at 

work and following the principles of transformational leadership. Strengths and 

weaknesses will be identified and matched with various characteristics of 

transformational leadership. Where weaknesses are identified, recommendations will be 

given as to how leadership can focus on particular transformational leadership principles 

to strengthen these areas.  

Bakke Graduate University – A Laboratory for Transformation 

BGU has created an innovative and unique approach to graduate studies in both 

theology and business. This creativity was primarily birthed from the work of two 

brothers in the seemingly polar opposite worlds of theology and business. These brothers, 

Ray and Dennis Bakke, used their respective platforms of theology and business to create 

laboratories of innovation in how urban theology and business management could be 

transformed to better reflect what they saw as biblical models. 

Dr. Ray Bakke started his career in urban theology in the inner city of Chicago. 

Dr. Bakke immersed himself into the community that he served and began to learn what 

it meant to be an incarnational leader to the urban world. The type of leadership that Dr. 

Bakke began practicing can be summed up best by the insights of author Robert 

Linthicum with his in-to-with paradigm.3 Linthicum advocates a ministry with the city 

instead of what is often more typical of suburban churches as a ministry to the city. 

Linthicum points out the importance of an incarnational in urban ministry to come 

alongside people in the community and work with them by listening to them. Too often 

                                                 

3 Jim Westgate, "Linthicum's in-to-with Paradigm," in Overture I: Ghana, ed. Dr. Randy White 
(Accra, Ghana: 2011). 
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church leaders will come into a community and after assessing the environment will 

decide what they best can provide in assistance. While this may seem to be a noble 

gesture, it often is perceived in the community as arrogant and disrespectful. The first 

step in incarnational ministry is to develop relationships. Developing relationships takes 

time and the ability to listen. Another point to consider in developing urban ministry is 

that relationships must be incarnational in nature. As described in a previous chapter, 

Jesus lived and walked among the communities. He took time to listen and empathize 

with the community. In many ways He became a part of the community. The people 

around Him believed that He cared for them, loved them, and shared their pains. Only 

after incarnational relationships are established, can leaders effectively be an agent of 

shalom to the community. This model of incarnational leadership for the transformation 

of the city has been an important teaching point at BGU. 

BGU has also used the city as its classroom or laboratory. This model of 

education also resulted from Dr. Bakke’s experience in urban ministry in Chicago. Dr. 

Bakke’s first lesson in using the city as a laboratory came while studying at Trinity 

Seminary. He and a few other students approached a professor, Paul Little, to teach them 

about urban evangelism. The Professor Little told them that he knew very little about that 

topic but that they should engage in learning about it and teach him. According to Dr. 

Bakke,  

This turned out to be a life- and ministry-transforming course for several of us. 
Here was the academic reversal: the vulnerable professor as learner, encourager 
and interpreter. We, the students organized the course and dragged Paul all over 
Chicago for ten weeks of exciting learning as a student community. For Paul 
Little, Jesus was clearly more than a message; his itinerancy with a band of 
disciples was a model. I’ve made it a norm to teach this way. It’s not efficient, but 
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it has been very effective. Obviously, teaching is much more than mere course 
content.4 

In 1980, Dr. Bakke was given the opportunity to use his experience in contextual, 

consultative-based urban ministry in an international forum. The Lausanne Committee 

for World Evangelization asked him to become a large city consultant to more than two 

hundred cities on six continents. Dr. Bakke’s work with the Lausanne Committee led to 

the development of a new paradigm in urban ministry called Asset Based Community 

Development. This ministry strategy looks for signs of hope within a city and considers 

ways to partner with active ministries in a city to help them build their capacity to reach 

more people. Dr. Bakke describes his work with the Lausanne Committee in terms of the 

Asset Based Community Development model: 

My counsel to Lausanne and World Vision colleagues became simply this: Let’s 
go find every bishop in the city and ask, “If you had to prove that God is alive in 
the city, what would you point to, to prove it?” Everyone has favorite ministry 
models. Our consultations were designed to bring those people together in a room 
with less than one hundred, to teach each other what they were doing and what 
they were learning in the city. It was not about me telling them what to do. I was 
the chief student in the process.5 

BGU was born out of Dr. Bakke’s experience in global, urban ministry and 

consultations. This collaborative approach to learning, by using the cities as the 

classroom and practitioner as teachers, runs counter to many university models, 

particularly seminaries. Yet it is this model that appears to give students the tools to 

become transformational agents in their own communities. Dr. Randy White states,  

The first skill of anyone committed to the transformation of the city in the name 
of Christ is the ability to see, and following that, to conceptualize. Look at the 
                                                 

4 Bakke, A Theology as Big as the City, 24. 

5 Raymond J. Bakke, A Surprising Journey: From Saxon to Chicago and Back (Acme, WA: 
Bakken Books, 2009), 179. 
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word “transformational.” Trans refers to movement, such as in transportation. 
Form refers to a structure or system. In order to see and conceptualize movement 
to a new form of being a city, one that reflects the shalom of God, we need more 
than eyes and a brain. We need experience.6 

The goal of BGU’s Doctor of Ministry degree is “to expand the capacities of leaders with 

the skill sets, theological/historical perspectives, networks, and an array of models 

necessary for catalyzing transformational ministry in complex, global urban settings, 

leading to the growth of physical, spiritual, economic, environmental, personal, and 

relational shalom.”7 This model and subject of teaching at BGU should lend itself to an 

innovative approach to put into practice these principles of catalyzing transformation 

internally among the staff at BGU. 

Dr. Ray Bakke’s brother, Dennis Bakke, also has a history of innovative, 

transformative work. His accomplishments, however, have been in the business world. 

Mr. Bakke is well known in the business world as the author of the book Joy at Work. 

The “Joy at Work” philosophy is a combination of two important principles, both of 

which are taught at BGU. The first principle is understanding theology of work as viewed 

through the lens of the creation mandate. God, the creator, sustainer, redeemer, and 

consummator of the universe made humans in His image. He gave humans the ability and 

authority to co-work with Him in His creation. God found great pleasure in His creative 

work and noted that it was very good (Gen. 1:1-30). As creatures made in God’s image, 

humans should also find great pleasure and joy in their work. Joy at work is possible 

when people have the freedom to use their talents and gifts for the benefits of God’s 

                                                 

6 Dr. Randy White, "Conceptualizing, Connecting, and Transforming the City," in Overture I 
Ghana (Accra, Ghana: 2011). 

7 Dr. Randy White, "Dmin Core Competencies," in Overture I Ghana (Accra, Ghana: 2011). 
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creation. Mr. Bakke relates the following on a study that the World Bank conducted of 

70,000 poor people around the world. 

One of the questions asked of respondents was this: “What is your most pressing 
need?” The answer was not social services or homes or other material things. 
What these people wanted most was the freedom and wherewithal to be 
entrepreneurs. This was not surprising to me. People I have met – regardless of 
class, income, nationality, and education level- want a chance to make the most of 
their abilities to meet the needs of their families while doing something useful for 
society.8 

Mr. Bakke co-founded AES Corporation, a world-wide energy giant, with the 

philosophy of allowing workers to use their gifts and talents in an entrepreneurial 

environment. Workers were encouraged to make significant decisions that, in typical 

corporate settings, were made by supervisors and others higher up in the management 

chain. It was Bakke’s belief that God created humans to make decisions, which  was 

based partly on the story of creation as found in Genesis where God gave Adam the job 

of naming the animals. Bakke believed that when workers are allowed to make decisions 

that have a significant impact on their work environment they will be using their God-

given abilities, and be doing it with a greater sense of joy.  

The second principle that Bakke incorporated into his business was the 

understanding of stewardship and servanthood as important leadership qualities. 

Stewardship to Bakke, was not about how much money he gave away, but rather how he 

used his gifts and talents to make a positive contribution to society. Stewardship is a 

concept that assumes that the steward does not own the resources at their disposal. This 

philosophy was evident in the leadership of AES, who were taught to give away decision 

making power and allow others to make critical decisions. The leaders were still 

                                                 

8 Bakke, Joy at Work: A Revolutionary Approach to Fun on the Job, 25. 
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accountable for the overall results, but did not control, or own, the decision making 

process.  

The leadership at AES also understood the principle of being a servant. Bakke 

stated, “I tried to make my attitude reflect Max De Pree’s admonition that leaders should 

introduce employees as the ‘people I serve.’ I had to find a way to remind myself daily 

that giving up many of my executive powers was essential to the goal of creating a fun 

workplace.”9 Bakke goes on to state, “The most important character traits of a leader who 

embraces the principles and values championed in this book are humility; the willingness 

to give up power; courage; integrity; and love and passion for the people, values, and 

mission of the organization.”10 

The combination of these two brother’s life work has spawned the laboratory 

called BGU. BGU takes the best of experiential, urban theology as modeled by Ray 

Bakke, with a theology of work that embraces the creation mandate to use one’s God-

given gifts and talents to serve society through commercial enterprise, and applies the 

eight perspectives of transformational leadership to this setting to create a unique 

university. This unique setting provides a great opportunity for the leadership of BGU to 

practice what they teach. Transformational leadership characteristics plus a theology of 

work from the perspective of the creation mandate should lead to a joy at work 

environment.  

                                                 

9 Ibid., 131. 

10 Ibid., 134. 
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Creating an Environment of Transformation 

Leadership will have a significant influence on whether an environment of 

transformation can be created within an organization. This project has looked at a number 

of different leadership characteristics and the impact that these types of leaders can have 

on a community. This next section will provide a summary of these leadership 

characteristics with the intention of identifying the foundation necessary for staff to be 

able to experience personal transformation within an organization. 

The transformational leader must be willing to experience transformation 

themselves in order to lead others towards transformation. This includes being willing to 

challenge the status quo of an organization. In many cases, transformation happens 

through difficult challenges that lead to deep change in an organization. The leader must 

be able to communicate and inspire a shared vision that helps staff envision what the 

future might hold. The leader must enable and empower staff to accomplish these 

changes by building an environment of trust. Transformational leaders must be willing to 

model how to embrace change and be consistent in what they say and what they do. 

Finally, the transformational leader must be able to encourage the hearts of the staff to 

carry on despite the difficulties; helping to identify small wins in order to accomplish 

great things.  

The steward leader must be willing to give up power and yet still be held 

accountable for the actions of the community that they serve. The steward leader 

acknowledges that the people that they lead have gifts and talents and they want to be 

able to use these gifts and talents to serve a greater purpose. Stewarding people’s gifts 

and talents means empowering others to reach their potential. The steward leader also 
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understands that the primary reason an organization exists is to steward resources to help 

the community flourish and not to simply drive profit or meet certain economic goals. 

The servant leader has a natural tendency to want to serve first. They must be 

good listeners, have empathy for others, have a desire to see others grow, and develop 

their potential. One of the servant leader’s primary qualities must be an evidence of love 

towards others. Love shows evidence of patience, kindness, humbleness, respect, 

forgiveness, selflessness, honesty, and commitment. The servant leader is known for 

integrity and a willingness to put other’s interest before their own.  

Likewise the principle-centered leader is consistent between their word and their 

deeds. They are driven to help people reach their full potential and radiate positive 

energy. They lead by example with a balanced life of work, family, worship, and 

recreation. They are life-long learners and are in a continual state of self-renewal in order 

to better lead their families and organizations. The principle-centered leader works to see 

that people’s behavior is congruent with their beliefs and principles.  

The incarnational leader is one who willingly puts themselves in the midst of 

those they lead. They have a desire to build relationships with the people they lead, and 

the best way to build relationships is to get to know each person personally. The 

incarnational leader looks for ways to share experiences, hopes, and challenges with the 

people they lead. They share tasks and knowledge to exhibit a common vision.  

The shalom leader is all about building community. They look for ways to use the 

variety of skills and talents found within a community and focus them towards a common 

goal. The shalom leader engages the community to be part of the solutions to challenges 

that are faced. They share successes with the community and take personal responsibility 
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for failures. Unity and peace is a driving force of the shalom leader, and is accomplished 

through communicating a common vision and making sure people are participating 

measurably in the process of carrying out the mission of the organization. 

The enlightened leader helps people manage the continually changing work 

environment. Many people struggle with accepting change. They have a tendency to 

resist change even if it means that in the long-term it may mean the survival of the 

organization for which they work. The enlightened leader understands the difficulties of 

accepting change, and works to develop an environment that embraces change as a way 

to help organizations improve and renew processes. The enlightened leader helps people 

anticipate the future and to envision how embracing change will create an exciting and 

fulfilling mission of which they can become a part. 

The spiritual leader understands that people are looking for personal satisfaction 

and fulfillment in their jobs. The spiritual leader takes into account the holistic nature of 

people by helping to guide workers in identifying their gifts and talents and directing 

their work towards fulfilling their need to be part of something significant. The spiritual 

leader will create an environment where people feel loved and cared for. They treat each 

person with dignity and respect and acknowledge each person’s personal spiritual 

journey. The spiritual leader’s goal is to nurture people and build them up and help them 

live up to their full potential as humans and workers.  

Surveying the Current Environment 

The argument has been made in this project that in order to create a work 

environment for staff to experience personal transformation certain key leadership 

characteristics must be present. There are several ways to identify whether these 



 

89 

leadership characteristics are present in any given organization. One method would be to 

interview or survey the existing leadership of an organization and identify whether these 

leadership characteristics are evident in how they respond to specific questions. The 

limitation of this approach is that leader’s perception of themselves may differ from the 

perception of those they lead. The leader may see him or herself with certain leadership 

strengths that are in fact, not evident to those they lead. The leader may also have a 

tendency to self-deprecate and not honestly acknowledge the strengths that they, in fact, 

do have.  

Another way to determine whether an organization is creating an environment for 

staff to experience personal transformation is to interview existing and past staff, asking 

them whether they are experiencing personal transformation in their jobs. The challenge 

with this method is the variety of factors existent in each person’s life that may have 

prevented them from experiencing transformation, that have little or nothing to do with 

the actual work environment. The staff member also may not have the same 

understanding of what personal transformation looks like and have difficulty in 

articulating whether or not they are experiencing transformation.  

The method that this project chose to determine whether the environment for 

personal transformation exists is a combination of the two methods listed above. A 

survey was conducted consisting of three general themes, with nine questions for each 

theme and one question asking for general comments on that particular theme. Each 

question had a multiple-choice answer and provided an opportunity for additional 

comments to be made to help clarify the answer. The survey was distributed to all present 

and past employees of BGU  for the past three years, and included executive leadership 



 

90 

as well as staff. One past employee had previously opted out of all surveys generated by 

BGU and was not included in this survey. A total of four past employees were sent a 

survey, two of whom completed the survey. Of the twenty current staff members who 

were sent a survey, seventeen completed the survey.  

The first survey was created with the general theme of the overall work 

environment of BGU. The rationale for each question is provided in this report, but was 

not included in the original survey. Each participant was asked, “As you reflect on your 

time with BGU, please assess the internal workplace environment of BGU, at the time of 

your employment, in the following areas: 

1. BGU is engaged in a worthwhile mission. It is important to establish whether the 
majority of participants believe in the mission of the organization or not. If the 
majority of participants do not believe that the organization is engaged in a 
worthwhile mission, then this will likely have a negative impact on the workplace 
environment.  

2. The work I am doing is significant in carrying out the mission of BGU. This 
question establishes whether the staff person is able to connect their tasks with the 
overall mission of the organization. 

3. Working for BGU provides me with a sense of belonging to a community. 
Community is an important aspect of shalom leadership. 

4. I am encouraged to look for ways to engage in continual learning. The principle-
centered leader is encouraging a life-long learning environment. 

5. BGU provides a positive and uplifting work environment. The spiritual leader is 
creating an environment of love and acceptance. 

6. BGU helps me accept and embrace change in my work environment. The 
enlightened leader helps lead people through change. 

7. BGU is a good steward of my gifts and talents. The steward leader is understands 
the importance of encouraging people to use their gifts. 

8. BGU encourages me to seek a proper work/life balance. The principle-centered 
leader models a proper balance between life at work and outside of work. 
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9. BGU compensates me financially in a manner that I feel is fair. According to the 
Cleveland study the overwhelming reason people gave for considering leaving the 
non-profit sector was because the income was too low. 

10. Please provide comments on how BGU can create a more joyful work 
environment.” 

The second survey had the theme of considering the leadership of BGU. Each 

participant was asked, “As you reflect on your time with BGU, please assess the BGU 

leadership at the time of your employment, in the following areas: 

1. BGU leadership is willing to challenge the status quo. The transformational leader 
is willing to challenge existing processes. 

2. BGU leadership inspires me to see the vision of what BGU could be. The 
transformational leader inspires a shared vision. 

3. BGU collaborates with and empowers me to carry out the BGU mission. The 
steward leader empowers individuals to reach their potential. 

4. BGU leadership models what is expected of me. The incarnational leader models 
the actions that they expect staff to follow. 

5. BGU leadership encourages me as a worker. The spiritual leader encourages and 
nurtures people. 

6. BGU leadership is committed to me as an employee and person. The principle-
centered leader is focused on helping others succeed. 

7. BGU leadership is honest and leads with integrity. The servant leader treats 
people honestly and with integrity. 

8. BGU leadership never hesitates to be a servant leader. The servant leader’s 
natural tendency is to serve others first. 

9. BGU leadership communicates the BGU vision in meaningful ways. The shalom 
leader builds community through shared vision. 

10. Please provide comments on how BGU leadership can create a more joyful work 
environment.” 

The third survey had as its theme self-reflection and how the individual perceived 

the work environment at BGU. Each participant was asked “As you reflect on your time 
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with BGU, please assess how BGU leadership treated you as an individual in the 

following areas: 

1. My supervisor listens to my expressed concerns. The spiritual leader cares about 
the individual and creates an environment of caring. 

2. My supervisor believes in my ability to do my job with excellence. The steward 
leader empowers the individual to reach their potential. 

3. My supervisor appreciates all that I do for BGU. The shalom leader considers 
each individual and builds an environment of trust and appreciation. 

4. My supervisor cares for me as an individual. The incarnational leader is able to 
identify with each worker and create personal relationships. 

5. My supervisor puts my interest ahead of his/her interests. The servant leader is 
known for their integrity and willingness to put other’s interest in front of their 
own. 

6. My supervisor allows me to make decisions that are important to my area of 
work. The shalom leader makes sure each individual is participating in significant 
ways in accomplishing the mission of the organization. 

7. My supervisor empowers me to make decisions. The transformational leader 
enables and empowers staff to accomplish tasks by building an environment of 
trust. 

8. My supervisor encourages me in a way that brings out the best in me. The 
enlightened leader helps people anticipate the future and envision how embracing 
change can create an exciting and fulfilling mission.  

9. My supervisor stewards well my gifts and talents in my area of work. The steward 
leader acknowledges that the people that they lead have gifts and talents and they 
want to be able to use these gifts and talents to serve a greater purpose. 

10. Please provide comments on how your supervisor can create a more joyful work 
environment. 

This project has some limitations because of the uniqueness of BGU as well as the 

difficult financial circumstances in which it finds itself. BGU has the unique opportunity 

to teach the principles of transformational leadership. Because these principles are central 

to who BGU is as an organization, staff members are much more likely to understand and 

identify with the various characteristics of transformational leadership. This 
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understanding has the potential of raising the level of expectation by staff that their work 

environment will reflect what is being taught at BGU. The survey results may show that 

BGU is not implementing leadership characteristics at the level staff expect, and yet may 

very well exceed the level that most nonprofit organizations are currently implementing. 

While this may skew the results when compared to a broader audience, the project is 

primarily designed as an internal assessment of an organization’s work environment and 

is not designed to assess a quantifiable standard within the industry. For BGU, while the 

expectations may be higher than in other organizations, the assessment is designed to 

point out areas of leadership that can be strengthened.  

The survey also assesses the work environment from the perspective of a “joy at 

work” philosophy. BGU has the unique opportunity to have as one of its primary funders 

and stakeholders, the author of the book Joy at Work, Dennis Bakke. BGU continually 

advocates this management philosophy among its leaders and staff, and has created the 

expectation that “joy at work” is the norm to achieve. Since this philosophy is not widely 

accepted or implemented in the business and nonprofit world, there may not be the same 

level of understanding or expectation within other organizations. The survey attempted to 

avoid the type of terminology that would be understood differently by those immersed in 

a “joy at work” environment. The survey questions described an ideal environment that 

most workers could identify with, even if they were not cognizant of the “joy at work” 

philosophy espoused by Dennis Bakke. 

The circumstances that BGU currently finds itself in will also create a significant 

limitation in using the findings of the survey. BGU is experiencing a severe financial 

hardship that has led to the decision to close the legal entity of Bakke Graduate 
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University. At about the same time that the survey was being distributed to the active 

employees of BGU, there was an announcement that administrative staff would be laid 

off and that the remaining staff would be having their pay cut significantly. Staff 

members were encouraged to answer the survey questions from the perspective of their 

time prior to any knowledge of being laid off or having their pay reduced. While in 

theory it was possible to answer the survey questions without any bias to the current 

circumstances, the likelihood that the current events influenced the answers and 

comments is quite high. It is difficult to assess the level of influence that the 

circumstances had on the survey and so the results will be assessed as though the school 

will not be shutting down. 

It is the hopes and prayers of the staff and students that the mission of BGU will 

be carried on in some other form. However, the likelihood of finding investors to 

continue the mission of BGU in its current form is quite small. This reality means that 

most of the staff will be forced to find employment elsewhere and the opportunity to use 

the information gathered from the survey to create an environment that is more likely to 

allow staff to experience transformation at BGU will not be available. The 

recommendations to BGU will be theoretical since they most likely will not be able to be 

implemented at BGU. The concept of assessing transformational leadership traits in a 

“joy at work” environment are still valid. Transferable principles will be summarized and 

recommendations for other organizations will be included in Chapter seven.  
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CHAPTER 6.  

FINDINGS & RESULTS 

The primary evaluation tool used for this project was the survey; three if which 

were distributed to all present and past employees of BGU who worked for BGU over the 

past three years, and included executive leadership as well as staff, as described in the 

previous chapter. The surveys were designed to assess whether BGU was creating an 

environment for staff to experience personal transformation based on both 

transformational leadership characteristics as well as “joy at work” principles.  

The first survey asked the recipient to reflect on their time with BGU and assess 

the internal workplace environment of BGU. The survey found that 74 percent of 

respondents believe that BGU is doing extremely or very well in creating an enjoyable 

workplace environment. One person commented, “I trust everyone will have the joy of 

experiencing this kind of environment at least once in their life, where age and longevity 

don’t squash youth and excitement. Where roles can change and new skills can be 

developed. Where people are listened to with expectation and confronted without anger 

or long memories.” The summary results of this survey are reflected in the following 

chart: 
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Internal Work Place Environment Summary

41%

33%

18%

4% 4%

Extremely w ell

Very w ell

Moderately w ell

Slightly w ell

Not at all w ell

 
Graph 6. Internal Work Place Environment Summary  

 

The highlight of this survey was that 100percent of the respondents believed that 

BGU was engaged in a worthwhile mission extremely often or very often and 95 percent 

believed that a great deal or a lot of the work that the respondent did was significant in 

helping to carry out this mission. One respondent commented, “The mission has 

captivated us from the beginning. It is what keeps us here.” Another commented, “I 

wouldn’t be working as hard as I do if I didn’t believe what I am doing is important in 

carrying out the mission of BGU.” There also was a sense that each person belonged to 

the community of BGU. The survey indicated that 95 percent of the respondents felt that 

they were part of a community extremely or very often. The respondents also indicated 

that they were able to use their gifts and talents in appropriate ways. The survey showed 
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that 83 percent of the respondents believed that BGU is a good steward of their gifts and 

talents extremely or very often. 

Despite the financial difficulties and other resource challenges, 78 percent 

responded that BGU provides a positive and uplifting work environment extremely or 

very often. One respondent commented, “Even in the midst of downturns or event 

through the closure process it is the positives and uplift that comes from different voices 

at different times that makes this a viable and valuable place to work.” As an institution 

of higher learning it was somewhat surprising to find that only 66 percent of staff felt 

they were encouraged to engage in continual learning extremely or very often. One 

respondent commented that “sometimes resources and workload interfere with this.”  

BGU has been on the cutting edge of a changing industry of how education is 

being delivered. Sixty-one percent of BGU staff felt that they are being helped a great 

deal or a lot in accepting and embracing change in their work environment. One person’s 

comments did a good job of analyzing the changing environment. “BGU is a relatively 

young university and there is ‘change’ at every corner as we learn from our mistakes and 

try to continuously improve and deliver quality. If an employee has difficulty in 

accepting and embracing change, then BGU is not the environment they should work in.”  

The responses to the last two categories are similar to the findings in the nonprofit 

Cleveland survey. It was found that 50 percent of the respondents believed that BGU was 

fair in how they were being compensated, and only 33 percent felt like they were 

encouraged to seek a proper work/life balance extremely or very often. These two areas, 

work load and pay, were the top two reasons people were considering leaving the 

nonprofit sector according to the Cleveland study. Two comments, I believe, summarize 
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the sentiments well. “I am satisfied with BGU’s compensation, but I do think that 

everyone is underpaid out of necessity to keep the school sustainable financially.” And 

“while the concept of ‘work as ministry’ is very true for most of the workaholics at BGU, 

the concept of a work/life balance is not encouraged on the day-to-day grind. With most 

employees answering emails at night and over the weekends, I’ve often felt guilty for not 

doing the same.” 

The second survey asked staff to assess various aspects of the overall leadership 

of BGU. Overall 69 percent of the respondents indicated that leadership did extremely or 

very well in carrying out the mission of BGU. The comment of one respondent seemed to 

summarize the overall tone of this survey. 

All of the BGU leadership has a huge heart for the mission of BGU and would do 
nearly anything to see it realized. I think the disconnect would often come in 
regards to the actual implementation of the BGU mission and values. With so 
many strong leaders with different gifts and areas of expertise, it seemed that 
sometimes we weren’t all moving in the same direction with a shared focus for 
implementation. Part of this is probably due to the fact that leadership was so 
spread out geographically, making it hard to connect on the day-to-day issues and 
to see how all elements of the school could work together in a common direction 
and to be able to say “no” to opportunities or non-priorities, if needed. As a staff 
person, more unity from leadership regarding focus and implementation of the 
BGU vision would create a more joyful work environment. 

The summary of the results on the nine questions from the leadership survey is 

shown in graph 4. 
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Leadership Summary Totals

35.45%

33.76%

23.69%

6.51% 0.59%

Extremely w ell

Very w ell
Moderately w ell

Slightly w ell
Not at all w ell

 
Graph 7. Leadership Survey Summary  

 
The question that received the highest marks was if BGU is committed to the 

individual as an employee and a person. The survey showed that 79 percent of the 

respondents believed that BGU commits a great deal or a lot to them as a person and an 

employee. Approximately 73 percent of the respondents believe that the leadership is 

willing to challenge the status quo. One person commented, “I have been astounded by 

their creative approaches to solving problems, particularly in the area of personnel 

management. They never hesitate to initiate important conversation, even if it will lead to 

conflict, in order to find a better way of doing things.” This mirrored the sentiment that 

BGU encourages the respondent as a worker and that overall the leaders at BGU are 

servant leaders. One particular comment suggested, “This is a truly humble and hard-

working group of people.” 
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The other five questions all were scored from 63 to 68 percent in the extremely or 

very well category. Comments included, “We did quite a bit of future thinking…we 

probably could have done more with how we would get there in concrete terms,” with 

reference to inspiring vision. Lack of resources seemed to be the limiting factor in 

empowering staff to carry out the BGU mission as well as communicating the BGU 

vision in meaningful ways. The fact that so many of the staff and leaders were working 

from remote locations was a barrier to leaders being able to model what was expected of 

staff. One area of concern that this survey generated was the response to question number 

seven. The survey asked whether BGU leadership is honest and leads with integrity. Only 

31.6 percent of the respondents said leadership did this extremely well, and 36.8 percent 

of the respondents said this was done very well. The remaining 31.6 percent of the 

respondents indicated that the BGU leadership led with honesty and integrity moderately 

well or not well at all. These responses would indicate there is the need for additional 

research to determine what type of actions caused this cautious response. One comment 

suggested, “No group is perfect, but the vast majority of time there was a desire for and 

evidence of integrity on the part of our leadership and our team.”  

The third survey asked for reflections on the respondent’s immediate supervisor 

specifically as opposed to the overall leadership of BGU. The responses reflected 

considerably higher marks for these individuals then the overall leadership. Nearly 84 

percent responded that their immediate supervisor led extremely or very well as 

compared to 69 percent of the overall leadership. This comment seems to capture the 

sentiment: 

Joy comes from the freedom to make decisions and engage in decision-making 
necessary in my work environment. I feel valued and supported. If at times, I 
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don’t make the “best” decision, I believe I have the freedom to explain my 
reasoning. I feel that I have a joyful work environment. Successes are celebrated 
and failures are accepted with the feeling my supervisor knows I will try to 
always do my best. 

The summary of the nine questions on the survey of the respondent’s reflection on 

their immediate supervisor is shown in the chart below: 

 

Individual Reflection Summary

11.78%
4.30%

29.14%

54.79%

Extremely w ell

Very w ell

Moderately w ell

Slightly w ell

Not at all w ell

 
Graph 8. Individual Reflection Summary  

 
The highest response in all three surveys, with the exception of whether BGU is 

engaged in a worthwhile mission, was whether the respondent’s supervisor appreciates all 

that they do for BGU; a remarkable 100 percent of the respondents indicated that their 

supervisor appreciates all that they do for BGU a great deal or a lot. Comments like “I 

receive very positive feedback,” or “I hear thank you all the time!” and “Appreciation 

flows in these offices,” seem to encapsulate the sentiment of staff towards their 
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supervisors. Another category with a high marks was whether the person’s supervisor 

believed in the respondents ability to do their job with excellence. The survey showed 

that 95 percent of the respondents felt that their supervisor believed they were doing their 

job with excellence a great deal or a lot. One commented, “I never lacked for positive 

encouragement. The confidence my supervisor instilled in me helped me approach each 

task or project.” The “joy at work” philosophy was highlighted with 95 percent of 

respondents saying that their supervisor allowed them to make decisions that were 

important to their area of work. This comment summed up the philosophy by stating, “I 

am allowed to make pretty much all the decisions that are purely in my area, and when 

there are areas that overlap or are not really my area but may affect me, I know I can 

make suggestions, and often make decisions.” 

Three survey questions asked respondents whether their supervisor listened to 

their expressed concerns, cared for them as an individual, and encouraged them in a way 

that brought out the best in them. Between 79 and 84 percent responded with extremely 

or very often. One comment indicated how unique this is in the work world. “I feel 

completely comfortable coming to my supervisor with any type of concern…this is not 

typical in most work environments.” Another commented, “My supervisor expresses 

concern about the well-being for all employees as well as for me.”  

Similar to the survey question about whether a supervisor allows the respondent 

to make decisions that are important to their area of work, staff was asked if their 

supervisor empowers them to make decisions. The survey showed that 79 percent of the 

respondents indicated that their supervisor did this extremely or very well. Two 

comments appeared to show why this was lower than the 95 percent response on allowing 
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staff to make decisions but still received fairly high marks. One staff person responded, 

“Sometimes it seems this concept is better in theory than in practice, depending on the 

type of decision.” Another commented, “Not only did my supervisor empower me, he 

gave me the tools to help make these decisions.” 

The question that received the lowest marks in this survey was whether the staff 

person’s supervisor stewarded well the individual’s gifts and talents in their particular 

area of work. Only 68 percent of the respondents said that their supervisor does this 

extremely or very well. While that is a fairly high mark, it represents a concern about 

how well BGU implements the Creation Mandate in stewarding the God-given gifts of 

the people they supervise. Perhaps this comment is indicative of why this is the case. “I 

think, like most of us, she is focused on survival.” One final comment, however, does 

provide the encouragement that BGU is on the right track in this area. “I think this is one 

of the best things about BGU. I have learned that there will always be pieces of my work 

that I might not entirely enjoy, but my supervisors take time and effort to assign me tasks 

and place me in positions where I am using the most important aspects of my gifting.” 

The overall summary of the three surveys shows that 75.5 percent of all 

respondents believe that BGU is doing extremely or very well in its leadership. There is 

no industry standard with which to compare this data, so the limitation of this data for 

BGU is to simply look internally and decide where improvements can be made based on 

the limited data presented. Perhaps in the future this data can become a standard that 

other nonprofits will use to compare their own leadership culture. The chart below 

provides a summary of the overall results of all three surveys.  
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Overall Summary Totals

43.45%

32.08%

17.79%

5.05%
1.64%

Extremely w ell

Very w ell

Moderately w ell

Slightly w ell

Not at all w ell

 
Graph 9. Overall Summary Totals  

  
 A summary of the three individual survey categories is as follows: 

1) Leadership Summary Total 

a. Extremely well  ..................... 35.46% 

b. Very well ............................... 33.77% 

c. Moderately well .................... 23.69% 

d. Slightly well ............................ 6.51% 

e. Not at all well .......................... 0.59% 

2) Reflection Summary Total 

a. Extremely well ...................... 54.80% 

b. Very well ............................... 29.14% 

c. Moderately well .................... 11.78% 

d. Slightly well ............................ 4.30% 
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e. Not at all well .......................... 0.00% 

3) Environment Summary Total 

a. Extremely well ...................... 40.12% 

b. Very well ............................... 33.34% 

c. Moderately well .................... 17.91% 

d. Slightly well ............................ 4.34% 

e. Not at all well .......................... 4.33% 

4) Overall Summary Total 

a. Extremely well ...................... 43.46% 

b. Very well ............................... 32.09% 

c. Moderately well .................... 17.79% 

d. Slightly well ............................ 5.05% 

e. Not at all well .......................... 1.64% 

It has been concluded in this project that leadership will have a significant 

influence on whether an environment of transformation can be created within an 

organization. The three surveys were designed to look at a number of different leadership 

characteristics and ask questions that could be related back to these specific leadership 

traits. This method of questioning then allows for the opportunity to analyze the results 

based on specific leadership traits. From graph 10 one is able to see which leadership 

traits BGU is strong in and which leadership qualities need strengthening. The categories 

combine the top two responses of the possible five responses allowed for in each 

question. 
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Graph 10. Survey Summary by Leadership Category  

 
A breakdown of each leadership category is as follows: 

1. Transformational Leader 

a. Extremely well ...................... 43.87% 

b. Very well ............................... 38.60% 

c. Moderately well .................... 33.33% 

d. Slightly well .......................... 29.83% 

e. Not at all well ........................ 28.07% 

2. Steward Leader 

a. Extremely well ...................... 44.00% 

b. Very well ............................... 28.15% 

c. Moderately well .................... 15.95% 

71.93%

77.40%

72.37%

57.25%

71.10%

88.98%

83.60%

78.57%

50.00%

55.00%

60.00%

65.00%

70.00%

75.00%

80.00%

85.00%

90.00%

95.00%

Tr
an
sfo
rm
ati
on
al 
Le
ad
er

Ste
wa
rd
 Le
ad
er

Se
rv
an
t L
ea
de
r

Pr
inc
ipl
e‐
Ce
nt
er
ed
 Le
ad
er

Inc
arn
at
ion
al 
Le
ad
er

Sh
alo
m 
Le
ad
er

En
lig
ht
en
ed
 Le
ad
er

Sp
irit
ua
l L
ea
de
r



 

107 

d. Slightly well ............................ 6.60% 

e. Not at all well .......................... 6.68% 

3. Servant Leader 

a. Extremely well ...................... 44.00% 

b. Very well ............................... 37.23% 

c. Moderately well .................... 25.47% 

d. Slightly well .......................... 29.37% 

e. Not at all well ........................ 23.50% 

4. Principle-Centered Leader 

a. Extremely well ...................... 21.65% 

b. Very well ............................... 36.93% 

c. Moderately well .................... 32.75% 

d. Slightly well .......................... 17.50% 

e. Not at all well ........................ 18.88% 

5. Incarnational Leader 

a. Extremely well ...................... 44.75% 

b. Very well ............................... 26.35% 

c. Moderately well .................... 26.35% 

d. Slightly well .......................... 15.80% 

e. Not at all well ........................ 15.80% 

6. Shalom Leader 

a. Extremely well ...................... 57.60% 

b. Very well ............................... 25.83% 
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c. Moderately well ...................... 8.28% 

d. Slightly well ...........................  5.55% 

e. Not at all well .........................  5.55% 

7. Enlightened Leader 

a. Extremely well ...................... 34.95% 

b. Very well ............................... 35.05% 

c. Moderately well .................... 21.90% 

d. Slightly well ...........................  8.05% 

e. Not at all well .........................  0.00% 

8. Spiritual Leader 

a. Extremely well ...................... 39.00% 

b. Very well ............................... 46.60% 

c. Moderately well .................... 26.63% 

d. Slightly well .......................... 17.67% 

e. Not at all well ........................ 15.80% 

The weakest leadership trait at BGU, according to this survey, is in the area of 

principle-centered leadership. This leadership trait was described earlier in the project as 

the ability to help people reach their full potential and radiate positive energy. The 

principle-centered leader leads by example a balanced life of work, family, worship, and 

recreation. They are life-long learners and are in a continual state of self-renewal in order 

to better lead their families and organizations. The principle-centered leader works to see 

that people’s behavior is congruent with their beliefs and principles. The survey questions 
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and responses that were most closely identified with this particular leadership trait are as 

follows.  

1. BGU leadership is committed to me as an employee and person. 42.1% responded 
a great deal; 36.8% responded a lot; 10.5% responded a moderate amount; 
and10.5% responded a few.  

2. I am encouraged to look for ways to engage in continual learning. 27.8% 
responded extremely often; 38.9% responded very often; 16.7% responded 
moderately often; 5.6% responded slightly often; and 11.1% responded not at all 
often.  

3. BGU encourages me to seek a proper work/life balance. 5.6% responded 
extremely often; 27.8% responded very often; 33.3% responded moderately often; 
16.7% responded slightly often; and 16.7% responded not at all often.  

4. BGU compensates me financially in a manner that I feel is fair. 11.1% responded 
extremely well; 38.9% responded very well; 38.9% responded moderately well; 
5.6% responded slightly well; and 5.6% responded not at all well.  

These responses would suggest that BGU struggles with the same challenges as 

identified in the Cleveland nonprofit study, which indicated that nonprofit workers 

generally feel overworked and underpaid. In addition, for reasons not specified in this 

study, an environment of continual learning has not been firmly established. This could 

very well be because the organization is underfunded and is hesitant to free up limited 

resources for training seminars and workshops, or it could be that staff are simply too 

busy at their jobs to want to take the extra time to attend workshops and seminars.  

The next three categories, the transformational leader, servant leader, and 

incarnational leader, all scored in the low 70 percent level. In analyzing the questions, 

answers, and comments in these three categories a factor that may be causing a lower 

mark is the diverse geographical locations of the offices of BGU. The ability to model 

action, inspire vision, show care to others, and reflect a servant attitude are all best done 

when someone is physically present. The challenge for BGU is to identify ways a leader 
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can model these leadership traits without being physically present. The question remains 

as to whether remote office leadership is able to create an environment for staff to 

experience personal transformation.  

The steward leader and spiritual leader categories scored at 77 and 78 percent 

respectively. A highlight of the steward leader category was the response to the question, 

“My supervisor believes in my ability to do my job with excellence.” Nearly 80 percent 

of the respondents said this happens a great deal. However, only 21 percent indicated that 

BGU collaborates and empowers them to carry out the BGU mission extremely well. 

Forty-Four point four percent of respondents indicated that BGU stewards their gifts and 

talents extremely often, but only 31.6 percent said their supervisor stewards their gifts 

and talents extremely well. These statistics seem to indicate that there is a weakness in 

connecting what BGU believes about the ability of its staff and how well they are able to 

use that ability to carry out the mission. The spiritual leader is a reflection of feeling 

listened to, encouraged, and working in a positive environment. These marks are quite 

encouraging considering the difficulty BGU has continued to have financially. 

The last two categories, enlightened and shalom leadership, scored the highest 

overall with an 84 and 89 percent respectively. The enlightened leadership category 

included two questions about the mission of the organization. In responding to whether 

those surveyed believed BGU is engaged in a worthwhile mission, 94 percent of the 

respondents indicated that BGU is engaged in a worthwhile mission extremely often, and 

72 percent felt as though what they did contributed a great deal towards carrying out that 

mission. The responses to these two questions contributed significantly to the high marks 

BGU received in the enlightened leadership category; however, another aspect of 
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enlightened leadership is the ability to effectively lead people through change within an 

organization. Respondents to the survey indicated that only 27.8 percent felt as though 

BGU helped them a great deal in accepting and embracing change in their work 

environment. This variance highlights the complexity of the different aspects and 

characteristics of each leadership category. The shalom leader scored the highest of all 

categories and reflects an overall sense of being appreciated, being allowed to make 

significant decisions, and belonging to a community.  

The surveys were designed to assess whether BGU is creating an environment for 

staff to experience personal transformation based on both transformational leadership 

characteristics as well as “joy at work” principles. In retrospect, the surveys themselves 

were not comprehensive enough to gather the necessary data to make a clear correlation 

between the questions and transformational leadership characteristics. Each of the 

leadership traits identified in this project as important qualities to create an environment 

for personal transformation only included between two and four questions that could be 

directly linked to those traits. Often there was overlap in questions that could have been 

linked to more than one leadership trait as well. The limited number of questions left the 

survey results open to being analyzed from certain preconceived biases. The actual 

outcome of the survey, despite these limitations, was valuable in determining an overall 

sense of job satisfaction by staff. The fact that 75 percent of all respondents were 

extremely or very pleased with the leadership of BGU would appear to be a positive 

indicator of overall job satisfaction. In addition, the strengths and weaknesses of BGU 

were identified to an extent that further data collection and analysis could be conducted in 

specific areas to better assess the work environment. For example, in the area of 
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enlightened leadership, more data could be collected on leading change and analyzed 

without asking about the mission and vision of the organization. So overall the intended 

results fell short of expectation, but the project did provide a framework for possible 

future study.  
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CHAPTER 7.  

CONCLUSION 

Analysis and Principles Learned 

This project has become a fairly comprehensive study on the implementation of 

the eight perspectives of transformational leadership that BGU has been teaching in its 

doctoral programs. This section will summarize the key aspects of each of the 

transformational leadership characteristics that BGU has identified and relate these 

characteristics to actionable ways that leadership has or could implement within the BGU 

work environment. 

 Calling-Based Leadership 

This project has referred to calling-based leadership as steward leadership. The 

steward leader understands that everything here on earth is owned by God, which 

includes the talents and abilities to work in specific ways within God’s creation to create, 

sustain, redeem, or consummate. The steward leader generally has been placed into an 

organization and has the responsibility of helping others use their abilities to carry out the 

mission of the organization. The leader in an organization generally has the power to 

make decisions regarding all areas in which the staff are engaged. The steward leader is 

willing to give up the power of decision-making and delegate this responsibility and 

empower staff to make significant organizational decisions that affect their areas of 

influence. The leader in an organization generally has the power to direct the activity of 

staff in any way they see fit. The steward leader realizes the talents and abilities of the 

people they lead and works diligently to direct people to work in the areas that they have 
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the most ability. They also empower staff to develop their individual skills and talents in 

a way that allows them to reach their full potential. The workplace that reflects steward 

leadership would have regular feedback from staff asking them if they see ways within 

the organization to better use their skills. There would be a freedom to make decisions, 

with proper input, that was free from second guessing. Each staff person would believe 

that they are a valued member of the organization, and that their wellbeing, as an 

employee, was of equal importance as the mission itself.  

Incarnational Leadership 

The incarnational leader is one who desires to develop relationships with staff 

members. They do this by looking for ways to share experiences, hopes, and challenges 

with the people they lead. This leader is willing to take on any task that they ask others to 

accomplish. The incarnational leader models the type of attitude and excellence that they 

expect from their staff. There is a consistency between what they say and what they do. A 

work environment that is infused with incarnational leadership is a place that is safe to 

express joys and sorrows, blessings and challenges. Feedback would be sought on 

whether staff members feel cared for and valued. 

Reflective Leadership 

This project has used the term enlightened leader as an alternative to the term 

reflective leadership. The enlightened leader is one who helps the people they lead 

understand and embrace change. This leader understands the reality of the changing 

environment that the world is bringing to organizations. They work diligently at helping 

people see the path of change that they have already come through, and point to potential 

fulfillment that is possible by embracing change in the future. They use signs and 
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symbols from the past as points of reference to give staff members’ courage to face a 

changing future and bring out the best in each individual. The enlightened leader is able 

to help staff visualize what the preferred future looks like by articulating the mission and 

vision of the organization. When staff are able to envision the preferred future it gives 

them incentive to embrace change. The workplace that is led by an enlightened leader 

embraces the type of change necessary to accomplish great things, both personally and 

organizationally. There is a sense of confidence in what the future holds.  

Shalom Leadership 

The shalom leader is focused on building a healthy and flourishing community. 

This does not come at the expense of avoiding conflict, but rather by engaging the 

community to be part of the solution to challenges and potential conflict. The shalom 

leader works diligently at identifying and using the variety of skills and talents within the 

community and focuses them towards the common mission of the organization. Each 

staff person senses they are of equal importance to the organization, and their 

participation and decisions are important to the success of the organization. The 

community is whole, because all are committed to the vision and everyone is 

participating fully with their unique set of skills and abilities. An organization led by a 

shalom leader will be able to have each staff member articulate the vision of the 

organization and how what they do is a key part of the organization’s success. A shalom 

community will know when something is not right with the staff, and the leader will 

gently but firmly identify the problem and engage the staff in solving the challenge. The 

leader works toward the well-being and abundance and wholeness of the community as 

well as the individuals.  
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Prophetic Leadership 

This project has used the term spiritual leader in place of the term prophetic 

leader. The spiritual leader is guiding staff members towards a productive and fulfilling 

work experience. The spiritual leader takes into account the holistic nature of people by 

helping them identify their gifts and talents and guiding them to use their abilities in a 

way that is fulfilling and part of something significant. The spiritual leader’s goal is to 

nurture people, build them up, and help them live up to their full potential as humans and 

workers. They treat each person with dignity and respect and acknowledge each person’s 

personal spiritual journey. The spiritual leader, like the prophetic leader, assures that 

systems of power are not present in the workplace. They work diligently at giving voice 

to those with the least power in an organization. They speak directly against any attitude 

or posture that would take advantage of someone in a weaker position. An organization 

that has an environment led by a spiritual leader will have staff that feel cared for and 

encouraged. Staff will feel free to express their concerns about power structures or 

inappropriate actions by supervisors. The environment will be an uplifting positive 

experience for all staff. The spiritual leader will allow a diverse range of religious 

understanding, while holding firm on the implicit values of the organization.  

Servant Leadership 

The servant leader is the person who has a natural desire to put other’s interest 

before their own. They are driven by the desire to see others grow and develop as people 

and workers to their greatest potential. They are willing to put aside their own personal 

goals to help others accomplish their own goals. They live a life of integrity where what 

they say is what they do, both at work and at home. One of the servant leader’s primary 
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qualities is the evidence of love for others. They fit the biblical definition of a love that is 

patient, kind, humble, respectful, forgiving, selfless, honest, and committed. Other 

characteristics that describe a servant leader are listener, empathy, awareness, foresight, 

stewardship, community, and a commitment to the growth of people. The organization 

that is led by a servant leader will have staff that is confident in their abilities. They will 

likely reflect the servant leader’s action by being willing to serve others as well. They 

will be known for their high level of customer service and likely be a place where others 

will want to work because of their reputation of kindness.  

Contextual Leadership 

This project has replaced the term contextual leader with the term principle-

centered leader. The principle-centered leader considers staff the most valuable part of an 

organization. It is the staff that is able to steward all of the other resources of the 

organization. They are the ones who discover, develop, and manage resources for the 

organization to accomplish its mission. The principle-centered leader understands the 

context in which each staff person is working. They understand that the actions of the 

past have shaped and molded the current environment. They also realize that each 

individual has been shaped and molded by past experiences as well. As the principle-

centered leader contemplates these stories and actions of the past, they lead with grace 

those that have been influence by the past. Because of the high value of staff, the 

principle-centered leader allocates appropriate resources to support staff. These resources 

include adequate, benchmarked pay, continued education opportunities, and benefits that 

provide peace and security to the worker and their family. The principle-centered leader 

considers the employee an equal stakeholder in the organization. They employee is no 
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less important than the investors or the clients. This means that the employee has a 

balanced work load, and is able to separate completely from work to engage in family, 

worship, and recreation activity as appropriate.  

Global Leadership 

This project has replaced the term global leader with transformational leader. The 

transformational leader encapsulates many of the characteristics of the other leadership 

traits, and from that perspective is a global leader. The transformational leader 

understands the complexity of today’s global and urban organizational landscape. The 

transformational leader must be willing to experience transformation personally, by 

embracing the deep change that is necessary to navigate this rapidly changing world. The 

transformational leader is skilled at communicating vision and inspiring mission so that 

staff members will be able to see past the pain of change, and envision the future as it 

should be. The transformational leader builds trust by being consistent in word and deed. 

They will be able to encourage the hearts of staff to work through the difficult challenges 

that every organization is going to face from time to time. The small wins are celebrated 

as vigorously as the large wins. The transformational leader is very aware of the diversity 

of cultures and ethnicity and is able to navigate the global community with ease. The 

organization that is led by a transformational leader is one that reflects a level of comfort 

in the midst of change. The status quo of this organization is consistently challenged and 

tested to assure that staff is empowered and carrying out the mission in the most effective 

and impactful way possible.  
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Application for Other Ministries 

Bakke Graduate University is a unique nonprofit organization that has the 

opportunity to teach the principles of transformational leadership and theology of work 

all over the world. Because BGU teaches transformational leadership for the global city, 

most of its staff has a fairly good understanding of what a transformational leader looks 

like. They have heard the stories of students who have been transformed because of what 

they have learned and then have worked at transforming the communities within which 

they work. This fact may create a sense of intimidation for other organizations who may 

be unwilling to take on a project such as this because of their unfamiliarity with the 

principles of transformational leadership. BGU has also had the privilege of being the 

training ground for a theology of work that elevates the status of “regular” workers to the 

same level as pastors and missionaries. Teaching this theology is also helpful in 

understanding vocational calling and stewardship of that calling. Along with an 

understanding of theology of work, BGU also has been indoctrinated in the principles of 

joy at work as outlined in Dennis Bakke’s book because it was a founding principle of 

BGU. Combining these three areas as core to BGU’s teaching may make it seem 

unattainable for other organizations to be in a position to implement these principles. 

While understanding each of these three areas is important to creating an environment for 

personal transformation to be experienced by employees, BGU is faced with the same 

challenges as any other organization in actually implementing these principles. It is one 

thing to teach these principles; it is a completely different challenge living up to them. 

This project is simple enough to implement for just about any organization. The 

survey is designed to poll all current and former workers of an organization and is not 
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limited to only one classification of workers. This survey is designed for leaders, 

supervisors, office staff, field staff, and warehouse workers. The survey also does not 

have to be initiated by a leader within an organization. While the results may prompt 

excuses, denials, and frustration, the simplicity of the survey design should not prompt 

accusations of bias or ulterior motives. The survey questions are designed to address 

common issues that any organization may face, and also speaks to what nearly all 

employees would like to experience at their work.  

The hard work of taking the results of this survey and making the deep changes 

that may be necessary to move scores higher on the scale will be up to each individual 

organization. At this point it will be important that the leadership of the organization 

understands what the survey is saying and the type of changes that are necessary to create 

a joyful, fulfilling, and transformative work environment. The leadership also will need 

to believe that making the necessary organizational changes will not only help the 

organization be better positioned to carry out its mission, but that these principles of 

leadership are grounded in Scripture. This project was undertaken with the belief that 

creating an environment where staff can experience personal transformation is a clear 

way to bring glory to God by stewarding His creation. It is this understanding that will 

create the incentive and discipline to implement the type of changes that most 

organizations will likely find that they need to make in order to improve their ratings in 

each category. 

Recommendations  

BGU, like many nonprofits, has been significantly under-resourced as it has 

carried out its mission throughout the world. This is evidenced by its recent decision to 
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close out the legal entity of Bakke Graduate University due to financial hardships. The 

lack of adequate funding generally results in what appears to be a common concern 

among many nonprofit workers: inadequate compensation and feeling overworked. The 

Cleveland study noted that the top two things that nonprofit workers like least about their 

job was their amount of pay and workload. The two lowest marks that BGU received 

from the survey conducted for this project was compensation and work/life balance.  

 

BGU encourages me to seek a proper work/life balance 
Extremely often 5.60 % 
Very often 27.80% 
Moderately often 33.30% 
Slightly often 16.70% 
Not at all often 16.70% 

BGU compensates me financially in a manner that I feel is fair 
Extremely well 11.10% 
Very well 38.90% 
Moderately well 38.90% 
Slightly well 5.60% 
Not at all well 5.60% 

Table 3. BGU Environment Survey, Questions 8 and 9  

The response to the question on work/life balance was telling. The statement 

asked if BGU encourages them to seek a proper work/life balance. One-third responded 

that they were not at all encouraged or only slightly encouraged, with another one-third 

that stated they were encouraged moderately often. It is quite likely that if staff members 

are not being encouraged to seek a proper balance between work and life outside of work, 

then many are feeling the pressure to work longer hours or take work home with them. 

One respondent commented; 

Yes, they encourage me to do so, but I don’t see this practiced by leadership. I 
understand the desire and the willingness to be committed to the vision, but I 
think there could be a better balance with this within leadership. Because of the 
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heaviness of the workload, there is quite a bit of stress that carries over into other 
areas of life. In this respect, it is difficult to maintain a healthy balance at times. 

This feedback points to a leadership issue. A transformational leader must model the 

actions they want to see from their staff. If the model is to work as many as hours as it 

takes to get the job done, then that is what will likely be done by staff. Some will do it 

willingly, others will do it reluctantly, and others might do it with resentment. The 

principle-centered leader should ask if this is a healthy model to encourage staff to 

follow, and whether this is showing a balanced approach in valuing staff at the same level 

as the client or donor. Bart Gragg wrote this about both volunteers and paid workers in 

nonprofit organizations in an article Volunteer and Non-Profit Burnout – The Burnt Stick: 

“Asking these folks to regularly work overtime because you expect them to or because 

they are on the payroll is abusive and hurtful to their core being.(Emphasis author’s)”1 

Scripture very clearly sets out a model of work and rest in the creation story. God 

created the world in six days and on the seventh day rested. This pattern was codified into 

the Ten Commandments as well in the fifth commandment. Within God’s framework of 

work and rest and the government’s wage and labor laws, leadership sets the expectation 

of what is an appropriate work load within an organization. Scripture gives us several 

other examples to consider as work/life balance is considered. In Exodus 18 we see 

Moses working from morning until night acting as judge over the Israelites legal 

arguments. Jethro, Moses’ father-in-law, noticed that Moses was overworked and 

suggested that he appoint others to help him with the workload. Jethro tells Moses, 

“Having them to share the load will make your work easier. This is the way God wants it 

                                                 

1 Gragg. 
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done. You won’t be under nearly as much stress, and everyone else will return home 

feeling satisfied” (Exod. 18:22-23). Jesus himself, after being so busy helping others that 

he and the disciples missed supper told the disciples, “Let’s go to a place where we can 

be alone and get some rest” (Mark 6:31). Both Moses and Jesus had an excessive 

workload. Moses chose to re-allocate resources by having key leaders join him in judging 

legal cases. Jesus decided that rest and getting away was the best solution for both He and 

the disciples overwork situation. In both cases, something was likely left undone because 

of the decisions that were made. The leaders that Moses appointed to help him likely had 

other tasks around the camp and certainly Jesus left healing tasks undone among the 

people when He decided to get away. The transformational leader must make themselves 

aware of the circumstances around them and make the difficult decisions about which 

things to leave undone in order to either distribute work load or encourage rest and 

relaxation. 

The challenge of underpaid and overworked nonprofit workers is not unique to 

BGU. In a recent national survey of 6,000 nonprofit leaders, Ready to Lead? Next 

Generation Leaders Speak Out,2 it was noted that long hours and compromised personal 

lives are significant deterrents to pursuing a career in the nonprofit sector. In addition, it 

was discovered that 69 percent of survey respondents felt underpaid for the work that 

they did. This statistic is a common theme among nonprofits and yet it continues to 

perpetuate in a seemingly “that’s just the way it is” kind of attitude. The challenge of 

building organizational capacity to allow staff to not feel overworked and to pay them a 

                                                 

2 Patrick Corvington Marla Cornelius, and Albert Ruesga "Ready to Lead? Next Generation 
Leaders Speak Out," (2008). http://meyerfoundation.org/downloads/ready_to_lead/ReadytoLead2008.pdf. 
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market wage should be the number one priority for BGU, as well as other nonprofits. 

Peizer points out that “Hypothetically, capacity investment in for-profit and non-profit 

activities should mirror each other. The only legal difference in the Western context 

between a non-profit and a for-profit is where each allocates its profits.”3 The for-profits 

understand that investing in the front end to build capacity, as well as investing profits in 

the back end to build capacity, are necessary to grow the business in a healthy way. 

Nonprofits, on the other hand, have traditionally invested any surplus funds back into 

program mission and not into organizational capacity. This decision is generally driven 

by the donor’s desire to see every available dollar being used for mission under the guise 

of good stewardship. Peizer states it this way: 

The current system institutionalizes a cycle of non-profit poverty by not 
addressing the skill sets and resources needed for sustainability. It clearly allows 
both parties to avoid building the appropriate organizational capacity to fulfill 
mission objectives as effectively as possible. The end result undermines the donor 
grantee partnership and more importantly, the objective of supporting the 
constituency each wishes to help. Most discussions around “more effective 
philanthropy” and “more effective service delivery” continue to skirt the issue 
rather than attacking it head on.4  

The challenges facing BGU, as well as many other nonprofits, is daunting. It 

would appear as though sufficient funding is one of the primary factors preventing the 

development of an environment for staff to experience personal transformation. The 

solution to this dilemma will need to use the best of the leadership traits discussed in the 

project. The steward leader understands the great responsibility of stewarding all of 

God’s creation, including people in a way that brings God glory. The incarnational leader 

                                                 

3 Peizer. 

4 Ibid. 
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has developed strong relationships with all of the key stakeholders of the organization 

and has built a level of trust to lead the organization through change. The enlightened 

leader is diligent in communication and vision casting to keep stakeholders encouraged 

through the change process. The shalom leader is actively seeking the peace and unity of 

the various stakeholders and not allowing disagreements to create division among the 

stakeholders. The spiritual leader is not afraid to speak out against the misuse of people’s 

time and talents by underpaying and overworking staff. The servant leader is diligent to 

see that the people they serve are growing and flourishing in the work environment. The 

principle-centered leader is willing to make the difficult decisions that come with 

balancing the mission of the organization with the resources to carry it out. The global 

leader is willing to challenge the status quo of an organization that is chronically 

underfunded and where staff are being overworked. They will be able to inspire donors 

and directors and encourage the heart of staff to take on the deep change necessary to 

create an environment for personal transformation.  

Final Thoughts and Summary 

This project has identified one of the key barriers in creating an environment for 

staff at BGU to experience personal transformation. The challenge of adequate funding to 

allow pay levels to reach standard benchmarks, as well as allowing for enough staff to 

distribute work load properly, has been and continues to be an industry-wide challenge. 

This project was not designed to study the various factors of underfunding, or to discover 

different solutions to allow an organization to experience full funding. However, this 

section will offer a few thoughts about some of the factors that have created a funding 
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crisis at BGU, and some possible solutions to explore. In addition, a summary of the 

goals stated for this project and how they were accomplished will be explored. 

As an accredited higher education institution, BGU has certain standards to 

maintain in order to remain accredited. Accreditation standards require a number of high-

level executive type positions to oversee educational programs. These positions include a 

President, Dean, Registrar, Program Directors, and a Chief Financial Officer. These 

positions typically are filled by staff with advanced degrees and thus are in a higher pay 

range. The number of students in a program is generally not a factor as to whether these 

positions are required by the accrediting agencies. Thus the best way to take advantage of 

an economy of scale with these higher salaries is to increase the number of students 

attending courses. The corresponding cost of having more students enrolled decreases per 

student with each additional student. One of BGU’s challenges was the ability to grow a 

student base fast enough to cover these higher paid oversight positions.  

BGU, like many nonprofits, was working within the general mindset that 

nonprofit workers do not and should not earn as much as the general business market. 

Donors who give to nonprofits generally want the majority of their gifts to go directly to 

the client; in BGU’s case, the developing world student who could not afford the full 

tuition. This created a tendency to do more with less financial resources and a resolve by 

the board of directors to create a sustainable financial model that did not include 

contributions for general operations. When a budget was presented that left a need to 

cover operational costs with contributions, it was suggested that staff pay be cut in order 

to close the financial gap. This created a tension of whether good stewardship is just 

about financial resources, or whether it includes stewarding people as well. 
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The worldwide economic crisis in 2008 certainly played a part in the financial 

crisis that BGU experienced as well. The liquid assets of BGU’s donors were suddenly 

not available to contribute at the same levels as before and students facing economic 

challenges in their own ministries were forced to delay their education, or struggled to 

pay their tuition. A tremendous pressure was put on the scholarship funds in order to fill 

courses with students, and these funds were depleted as well. This combination of donors 

wanting to see operational costs completely covered by tuition, a reduced availability of 

donor dollars, and economic challenges by students themselves led to a cash flow deficit 

that could not be overcome. Reducing salaries by 40 percent was not a long-term viable 

option and so the decision was made to close down the school. 

There are a couple of strategies that, had they been implemented early on in the 

organization’s life, may have allowed BGU to weather the financial crisis. In a proposal 

to World Vision called Gleaning: Rediscovering God’s Solution to Poverty, author Tim 

Weinhold suggests that God designed businesses to be the economic engine that funds 

work with the poor. Mr. Weinhold uses the God-mandated model of Old Testament 

gleaning as evidence that a part of the purpose of businesses was to serve the under-

resourced people in the world. Gleaning was done not as a charity, but as a partnership of 

mutual respect and responsibility. The concept of engaging business to partner with the 

nonprofit world in a much more proactive and broader way is worth investigation. Many 

owners and CEO’s of businesses use their personal wealth to help fund nonprofits, but 

this concept looks at the business itself as the generator of wealth and opportunity in 

which the nonprofits to participate. The model needs to look beyond merely having a 

business donate funds without any conditions. The nonprofit organization needs to be 
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able to add value to the transaction as well. This is where the creative minds of 

transformational leaders need to focus their attention in collaborating and developing new 

ways to fund the mission of nonprofits.  

This sense of collaboration also needs to be prevalent within the nonprofit world 

itself. The search for donor dollars becomes a competition among nonprofits to access a 

limited pool of money rather than a partnership of determining how to share these 

resources. Peizer suggests,  

Mergers are all too uncommon in the non-profit environment. As many pundits, 
writers and futurists continue to tell us, the future belongs to networked 
organizations and constituencies. Collaboration and communication is a keystone 
of the networked organizational model. It takes a tough-minded and visionary 
person to create, direct and maintain a non-profit. Sadly, all too often ego’s get in 
the way of cross-organizational cooperation.5 

For BGU, a partnership could mean collaborating with other universities to share 

academic and program overhead or a sharing of marketing resources or administrative 

overhead with other nonprofits. Whatever the solution, the transformational leader is 

willing to break down the barriers of tradition and lead the organization through the deep 

change necessary to accomplish greater mission with less resources.  

The purpose of this project was to study to what extent staff at BGU is 

experiencing personal transformation through their work, so that the reader might 

understand how organizations can be internal transformation agents. The results of this 

study were inconclusive as to whether staff as a whole at BGU is indeed experiencing 

personal transformation. One of the stated goals of this project was to discover if there is 

a common, underlying theme as to why staff members at BGU have left their positions. 

                                                 

5 Ibid. 
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While the number of staff who left BGU over the past three years is not a significant 

number, it could be concluded that the same pressures of being overworked and 

underpaid for many in the nonprofit world could have been a significant factor at BGU as 

well. Another stated goal was to determine how the work environment at BGU is 

currently perceived. The survey results provided a fairly broad understanding of what the 

perception is. The staff as a whole are excited about and committed to the mission and 

vision of BGU. There seems to be an overall satisfaction of how they are treated and the 

opportunities that they have to have an impact within the organization. They experience 

and understand the pressures and challenges of being part of an underfunded, mission-

oriented nonprofit organization.  

Another stated goal was to discover ways that the leadership of BGU can create 

an environment that invigorates and fulfills staff and allows them the sense that their lives 

are being transformed because of their work at BGU. The study did reveal various 

aspects of leadership that, when incorporated well within the culture of the organization, 

could create an environment where staff can experience personal transformation. BGU is 

a young, entrepreneurial organization that is on the cutting edge of higher education. This 

fact means that continual change is inevitable. BGU must continue to communicate and 

help visualize the preferred future for staff at BGU. Leading staff through the types of 

deep change necessary to stay on the cutting edge of education takes a dedicated and 

focused approach in enlightened leadership. Staff must be continually reminded of why 

changes are necessary to carry out the mission and vision of BGU in a transformative 

fashion. BGU has also developed a remote office model, which includes members of the 

core team operating from different states. This model needs to be evaluated to determine 
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whether incarnational, servant, and transformational leadership can be carried out from 

remote locations. BGU must be prepared to accept that perhaps the best model to 

implement this type of leadership will come by having the core leadership team in the 

same location as the majority of the administrative staff.  

Finally, one of greatest areas that BGU has the opportunity to make a significant 

impact in the lives of staff is to consider how to direct a greater amount of resources 

toward salaries. This redirection of funds would include hiring adequate administrative 

staff so that tasks are accomplished within the normally accepted forty hour per week 

standard. The redirection of resources also would make sure that continued education and 

job training would be adequately funded and work time allotted for staff to attend various 

trainings. Ultimately, staff would sense that they are equal stakeholders in the 

organization, and would feel as valued as clients that BGU serves.  

These are challenges faced by many nonprofit organizations. If BGU is willing to 

go to even greater lengths to work towards implementing these changes, it could very 

well become a model for other organizations to follow. BGU could be known not only for 

its innovative approach to higher education, but also for its innovative approach to 

creating an environment for workers in organizations to experience personal 

transformation in ways few people ever experience at work.  
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APPENDIX A.  

BGU Leadership Survey 

  

1. BGU leadership is willing to challenge the status quo 

A great deal 
 

47.40% 

A lot 
 

26.30% 

A moderate amount 
 

21.10% 

A few 
 

5.30% 
None at all 0.00% 

2. BGU leadership inspires me to see the vision of what BGU could be. 

Extremely well 
 

36.80% 

Very well 
 

26.30% 

Moderately well 
 

31.60% 

Slightly well 
 

5.30% 
Not at all well 0.00% 

3. BGU collaborates with and empowers me to carry out the BGU mission. 

Extremely well 
 

21.10% 

Very well 
 

42.10% 

Moderately well 
 

31.60% 

Slightly well 
 

5.30% 
Not at all well 0.00% 

4. BGU leadership models what is expected of me. 

Extremely well 
 

31.60% 

Very well 
 

31.60% 

Moderately well 
 

26.30% 
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Slightly well 
 

10.50% 
Not at all well 0.00% 

5. BGU leadership encourages me as a worker. 

A great deal 
 

47.40% 

A lot 
 

26.30% 

A moderate amount 
 

15.80% 

A few 
 

10.50% 
None at all 0.00% 

6. BGU leadership is committed to me as an employee and person. 

A great deal 
 

42.10% 

A lot 
 

36.80% 

A moderate amount 
 

10.50% 

A few 
 

10.50% 
None at all 0.00% 

7. BGU leadership is honest and leads with integrity. 

Extremely well 
 

31.60% 

Very well 
 

36.80% 

Moderately well 
 

26.30% 
Slightly well 0.00% 

Not at all well 
 

5.30% 

8. BGU leadership never hesitates to be a servant leader 

A great deal 
 

38.90% 

A lot 
 

33.30% 

A moderate amount 
 

22.20% 

A few 
 

5.60% 
None at all 0.00% 
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9. BGU leadership communicates the BGU vision in meaningful ways. 

Extremely well 
 

22.20% 

Very well 
 

44.40% 

Moderately well 
 

27.80% 

Slightly well 
 

5.60% 
Not at all well 0.00% 

Leadership Summary Totals 

Extremely well 
 

35.46% 

Very well 
 

33.77% 

Moderately well 
 

23.69% 

Slightly well 
 

6.51% 
Not at all well 0.59% 
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APPENDIX B.  

BGU Leadership Survey Comments 

Question 1. BGU leadership is willing to challenge the status quo 

At BGU we do not accept the “status quo” as always the best way of doing things. 

At BGU the leadership is always open to and accepting of change. There is tension in 

change, but I believe this tension is good as I believe in an environment of “continuous 

improvement”. 

Most likely our greatest strength and greatest weakness. Sometimes we just had a 

hard time settling in on what we do best. Change was a very high value. 

I have been astounded by their creative approaches to solving problems, 

particularly in the area of personnel management. They never hesitate to initiate an 

important conversation, even if it will lead to conflict, in order to find a better way of 

doing things. 

In some areas & depends on who is challenging. 

Question 2. BGU leadership inspires me to see the vision of what BGU could be. 

I believe the vision is repeated often and I am free to provide my input into the 

vision of what BGU could become in the future. 

Definitely... 

Again, we had dreams that we could do education in a manner that others 

couldn’t...yet we still had to deal with regulations, and finances that at times we could not 

change or over come. 
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I have never seen a more committed and hard-working group of people. They are 

completely committed to the task at hand, which is furthering BGU’s mission in whatever 

capacity they are able. 

We did quite a bit of future thinking...we probably could have done more with 

how we would get there in concrete terms..... 

Question 3. BGU collaborates with and empowers me to carry out the BGU mission. 

In my case the empowerment was there from the leadership, but often my skill 

limited me accepting that empowerment 

Sometimes it’s hard to see this when you’re sitting behind a desk all day, but yes, 

I believe they try to do this. 

It frees me to experiment, but does not give the resources to make it happen 

Question 4. BGU leadership models what is expected of me. 

The modeling by the core team was incredible. 

One of the challenges here is that the staff and faculty are mostly remote, so not 

easy to observe modeling up close and personal. 

In my position, the leaders who were above me were less capable than myself, 

which was not always very encouraging. 

Question 5. BGU leadership encourages me as a worker. 

Encouragement was constant 

For “encouragement” to be more than sentimentalism it has to be under girded by 

adequate support and a sustainable workload. 

The only reason for this low score is due to particular members of leadership who 

I have found more discouraging than the majority of the leadership as a whole. 

Question 6. BGU leadership is committed to me as an employee and person. 
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I believe that BGU leadership is concerned about me as both and employee and a 

person and tries to compensate me within the limited budget they have with not only 

money, but fringe benefits. 

There was a high level of commitment and support for people at all levels which 

allowed for growth and change. 

Question 7. BGU leadership is honest and leads with integrity. 

No group is perfect, but the vast majority of time there was a desire for and 

evidence of integrity on the part of our leadership and our team. 

I have never doubted that leadership is working and praying to make the best 

possible decisions for employees and for the organization as a whole. I believe they 

initiate every decision with prayer and wisdom. 

Sometimes information was not communicated in a way that made employees feel 

that there was honesty and integrity, but a hidden agenda. Communication is one of the 

biggest problems at BGU. 

Question 8. BGU leadership never hesitates to be a servant  

Particularly while taking larger cuts or delays in salary than the rest of us. This is 

the sort of thing you can brag to your friends about. “In my organization, the leadership is 

so committed that....” 

We have had some exceptions, but again the passion for and the models of servant 

leadership are evident to all. 

This is a truly humble and hard-working group of people. 

I think the intent was and is there...economics and pace of expectations 

complicate this role. 

Question 9. BGU leadership communicates the BGU vision in meaningful ways. 
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If “communicating the BGU vision in meaningful ways” means modeling what 

we teach, then I believe the leadership does this. 

This really varies between moderately and extremely well, but on average I would 

say very well. Sometimes the value pillars are complicated and don’t seem to really affect 

my reality of work. Other times they spur conversations that eventually result in system 

changes, and that’s great, but it does take a little while. Unfortunately now that I am used 

to it, it’s hard for me to imagine what could be done differently! Brad is a very gifted 

speaker, as well, and I have enjoyed being part of Extended Staff and hearing his 

interpretations of our realities. I do think though, looking back, that we have tolerated 

incompatible visions a little too long, in several cases (i.e. the issue of sustainability - 

theories of advancement - trying to do the same thing differently for each program - 

issues with the expansion in the Caribbean and general admissions policies). 

The biggest struggle was getting the message out in a meaningful way to a 

worldwide set of networks with so little money and people power to get this done. 

Definitely through courses, web site, flyers etc., events etc. 

Question 10. Please provide comments on how BGU leadership can create a more 
joyful work environment. 

All of the BGU leadership has a huge heart for the mission of BGU and would do 

nearly anything to see it realized. I think the disconnect would often come in regards to 

the actual implementation of the BGU mission and values. With so many strong leaders 

with different gifts and areas of expertise, it seemed that sometimes we weren’t all 

moving in the same direction with a shared focus for implementation. Part of this is 

probably due to the fact that leadership was so spread out geographically, making it hard 

to connect on day-to-day issues and to see how all elements of the school could work 
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together in a common direction and to be able to say “no” to opportunities or non-

priorities, if needed. As a staff person, more unity from leadership regarding focus and 

implementation of the BGU vision would create a more joyful work environment. 

“Joy” is more than continual happiness. I believe there is joy in the work 

environment even though things may not always be running smoothly. Work is hard at 

times and there is stress; however, even in times of stress there is a joy in the feeling that 

what I do is important and makes a difference. 

Communication has always been an issue that we come back to, I think because 

things change so quickly at BGU that it can leave some people/personality types with a 

constant sense of instability. Perhaps this could be helped somehow. One idea might be to 

try scheduling Extended Staff mornings every month to check in with leadership and take 

the pulse of the vision(s), and also have a sense of accountability for decisions made at 

longer Extended Staff times. The value pillars are a good start but - there isn’t much 

continuity between Value Pillars and Extended Staff times. Adding more of a round table 

type of time instead of a devotional time once a month could add connectivity and 

momentum to the Extended Staff times. 

At this time, it’s just by finishing well under incredible pressure and sacrifice. 

Dealing with the reality that the great experiment is over using a Appreciative Inquiry 

point of view rather than a problem solving finger pointing process. Forgiveness and 

grace will bring this to a close with joy and thanksgiving. 

Tuesday prayer times, dinners out, extended staff meetings, birthday celebrations, 

events etc certainly do this....perhaps more scheduled break times would release some of 

the pressure of work volume.....using lunches and breaks to build relationships.... 
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By making sure that there is a commitment to adequate staffing and departmental 

services -- that of a real university. We have never had adequate infrastructure. 

Provide space that is conducive for all voices to be heard. 

Communication back from supervisor after input is given 
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APPENDIX C. 

Reflection on BGU Survey 

1. My supervisor listens to my expressed concerns. 

Extremely often 
 

 
47.40% 

Very often 
 

36.80% 

Moderately often 
 

15.80% 

Slightly often 
 

0.00% 

Not at all often 
 

0.00% 

2. My supervisor believes in my ability to do my job with excellence. 

A great deal 
 

78.90% 

A lot 

 

15.80% 

A moderate amount 
 

5.30% 

A little 
 

0.00% 

None at all 
 

0.00% 

3. My supervisor appreciates all that I do for BGU. 

A great deal 
 

78.90% 

A lot 
 

21.10% 

A moderate amount 
 

0.00% 

A little 
 

0.00% 

None at all 
 

0.00% 

4. My supervisor cares for me as an individual. 

Extremely well 
 

57.90% 

Very well  
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21.10% 

Moderately well 
 

21.10% 
Slightly well 0.00% 
Not at all well 0.00% 

5. My supervisor puts my interest ahead of his/her interests. 

Extremely often 
 

35.30% 

Very often 
 

41.20% 

Moderately often 
 

5.90% 

Slightly often 
 

17.60% 
Not at all often 0.00% 

6. My supervisor allows me to make decisions that are important to my area of work.
  Percent 

A great deal 
 

73.70% 

A lot 
 

21.10% 

A moderate amount 
 

5.30% 
A little 0.00% 
None at all 0.00% 

7. My supervisor empowers me to make decisions. 

Extremely well 
 

47.40% 

Very well 
 

31.60% 

Moderately well 
 

15.80% 

Slightly well 
 

5.30% 
Not at all well 0.00% 

8. My supervisor encourages me in a way that brings out the best in me. 

Extremely well 
 

42.10% 

Very well 
 

36.80% 

Moderately well 
 

10.50% 
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Slightly well 
 

10.50% 
Not at all well 0.00% 

9. My supervisor stewards well my gifts and talents in my area of work. 

Extremely well 
 

31.60% 

Very well 
 

36.80% 

Moderately well 
 

26.30% 

Slightly well 
 

5.30% 
Not at all well 0.00% 

Individual Reflection Summary 

Extremely well 
 

54.80% 

Very well 
 

29.14% 

Moderately well 
 

11.78% 

Slightly well 
 

4.30% 
Not at all well 0.00% 
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APPENDIX D.  

BGU Individual Reflection Survey Comments 

Question 1 - My supervisor listens to my expressed concerns. 

If I have concerns, I feel very free to express them to my supervisor. 

One of the things I love about BGU is that if I have a concern - or just an idea - 

Gwen, Lowell, and Julie will take the time to hear it and give some immediate verbal 

feedback - probably upwards of 95% of the time. :) 

Both Gwen and Brad have been very willing to listen and even more than listen 

solve issues. That was true of Grace Barnes in the past as well. 

I feel completely comfortable coming to my supervisor with any type of concern--

this is not typical in most work environments. 

This was Brad Smith.....I am only an adjunct, but he still is in touch. 

Question 2 - My supervisor believes in my ability to do my job with excellence. 

My supervisor does not “micro-manage”. My supervisor trusts in my knowledge 

and abilities to handle my job and knows that I expect excellence from myself. 

I do sense that Gwen and others believe I can do things I’m asked to do, well. 

Far more than I believe in myself 

This was a big problem for me personally and not (I hope) the same for others in 

the organization. My supervisor would state that she felt I did my job with excellence but 

actions proved louder than words...belied her claims. 

I never lacked for positive encouragement. The confidence my supervisor instilled 

in me helped me approach each task or project. 

Question 3 - My supervisor appreciates all that I do for BGU. 
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I receive very positive feedback. 

I hear thank you all the time! 

Appreciation flows in these offices 

Question 4 - My supervisor cares for me as an individual. 

My supervisor expresses concern about the well-being for all employees as well 

as for me. 

As much as is possible within the hectic rhythms we have, Gwen and Lowell take 

time to know me on a personal level. They are also very understanding and flexible with 

my hours. This helps coming to work feel like something I can look forward to (not that I 

don’t also look forward to weekends). :) 

Again that would be true of all three supervisors I have worked with in the past 

five or six years 

I feel very well known by my supervisor at BGU. 

She is quite preoccupied 

Question 5 - My supervisor puts my interest ahead of his/her interests. 

I selected “very often” because I can’t remember a time when this choice had to 

come up. I try to keep “what is in the best interest for BGU and our students” in all that I 

do on my job. 

Most likely too much for their own good. 

This probably happens more often than I am even aware. 

This is hard to determine since he is not local.... 

Not sure what this would look like 

Not sure. 
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Question 6 - My supervisor allows me to make decisions that are important to my 
area of work.  

I am allowed to make decisions that are in my work area. At BGU we are 

expected to use the “advice getting” process and the person who is “point” for the 

decision is allowed to make the decision. 

I get to make pretty much all the decisions that are purely in my area, and when 

there are areas that overlap or are not really my area but may affect me, I know I can 

make suggestions, and often make decisions. 

That’s the norm 

Question 7 - My supervisor empowers me to make decisions. 

If “empowerment” means freedom to make decisions, then I have to choose 

“extremely well”. 

Of course sometimes we have to have a little time to communicate to make sure 

we are on the same page, but I always know I can get a hold of her, which is the most 

important factor. 

Yes J@W is more than a book, it is practiced by both supervisors 

Sometimes it seems that this concept is better in theory than in practice, 

depending on the type of decision. 

Not only did my supervisor empower me, he gave me the tools to help make these 

decisions. 

Question 8 - My supervisor encourages me in a way that brings out the best in me 

I feel very supported to do my best. 

Definitely. Gwen and Lowell are so encouraging. Julie too is a joy to work next 

to. 
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I don’t think my best is dependent on them bringing it out of me. The biggest 

drawback to me doing my best is not the supervision it is me 

I don’t experience her leadership in this way. If I am not on fire, I don’t get 

attention. I don’t think she is proactive in her style. 

Question 9 - My supervisor stewards well my gifts and talents in my area of work. 

I believe my supervisor knows my weak areas as well as my gifted areas and 

allows me to work in the areas I am more gifted in. 

Sometimes I have too much to do, but I really can’t complain. I’m happy that over 

the time I’ve worked here I’ve been allowed to focus more and more on the things I do 

well and enjoy rather than on things that are less in my strength area or enjoyable for me. 

They have done their best to steward what I have, that does not mean they can 

steward what I don’t have or don’t think I have. My biggest problem is that I don’t often 

see the correlation of what I have 9my calling) and how that can be applied in my roles at 

BGU 

I think this is one of the best things about BGU. I have learned that there will 

always be pieces of my work that I might not entirely enjoy, but my supervisors take time 

and effort to assign me tasks and place me in positions where I am using the most 

important aspects of my gifting. 

I think, like most of us, she is focused on survival. 

Question 10 - Please provide comments on how your supervisor can create a more 
joyful work environment. 

I had several different supervisors at BGU with very different leadership styles 

and giftings, they all did their best in their own way to make me feel that my work 

contributions were valuable. They also worked to make me feel valued and cared for as 
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an individual. In the hectic ever changing work environment that was BGU, it was good 

to know that you had people on your team that really cared for you and supported you. 

This created a family element at BGU. A family element can be both good and bad as 

family relationships often generate strong emotions and opinions that can be sometimes 

difficult to navigate in a professional workplace. But overall, my supervisors did their 

best to create a joyful work environment for me. 

Joy comes from the freedom to make decisions and engage in the decision-

making necessary in my work environment. I feel valued and supported. If at times I 

don’t make the “best” decision, I believe I have the freedom to explain my reasoning. I 

feel that I have a joyful work environment. Successes are celebrated and failures are 

accepted with the feeling my supervisor knows I will try to always do my best. 

Hmm. I think our work environment is pretty joyful. I think one area thing that 

could be improved across the board (not just my supervisor!) is an occasional tendency to 

sit and whisper when discussing more private concerns. Someone else brought it to my 

attention, and I agree that it would be better to close a door if it is really that private. It 

isn’t a big deal, unless you are having a bad day and start to worry that you’re part of 

whatever problem is being discussed. 

My Supervisor has a sense of humor that makes the work place enjoyable; Randy 

responds with helpful possible solutions, encouragement and grace when I have “dropped 

the ball” on an assignment; This type of leadership has encouraged a sense of dignity and 

loyalty in me. 

Their model of a concept in their own lives and by the way they teach and 

reinforce that these concepts at every possible occasion. It is the constant reminder by 
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Brad that this is why we are doing things that make it hard to miss. Gwen’s use of the 

advice process and the respect that she has demonstrated for all the people around here is 

a visual reminder of what J@W looks like and more than that feels like. 

While I do feel empowered to make decisions and to obtain input in order to do 

so, I also believe that lack of adequate supervision can lead to feeling overwhelmed and 

as a result, disempowered to do my job well. I can understand that there is a very delicate 

balance between granting employees the ability to make decisions, while still maintaining 

a level of supervisory authority, but I think it is a vital one. I think appropriate and 

adequate supervision can lead to even more satisfaction in the workplace. 

The only “beef” has been that he doesn’t always answer my emails or waits a long 

time. If I refer to Gwen Dewey as supervisor over the adjunct faculty...it would be the 

lack of response to emails except regarding students...this has been responsive, but I 

don’t always get the results of email interaction. She has provided faculty V-Rooms and 

conference calls which has been good. Thanks, Grace 

My supervisor is very sensitive to the need to have a positive and upbeat work 

environment. 

Think about the assistance or training I need. 

Better communication and feedback on decisions. 
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APPENDIX E.  

BGU Environment Survey 

1. BGU is engaged in a worthwhile mission. 

Extremely often 
 

94.40% 
 

Very often 
 

5.60% 
 

Moderately often 0.00% 
Slightly often 0.00% 
Not at all often 0.00% 

2. The work I am doing is significant in carrying out the mission of BGU 

A great deal 
 

72.20% 
 

A lot 
 

22.20% 
 

A moderate amount 
 

5.60% 
 

A few 0.00% 
None at all 0.00% 

3. Working for BGU provides me with a sense of belonging to a community 

Extremely often 
 

55.60% 
 

Very often 
 

38.90% 
 

Moderately often 
 

5.60% 
 

Slightly often 
 

0.00% 

Not at all often 
 

0.00% 

4. I am encouraged to look for ways to engage in continual learning 

Extremely often 
 

27.80% 
 

Very often 
 

38.90% 
 

Moderately often 
 

16.70% 
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Slightly often 
 

5.60% 
 

Not at all often 
 

11.10% 
 

5. BGU provides a positive and uplifting work environment 

Extremely often 
 

22.20% 
 

Very often 
 

55.60% 
 

Moderately often 
 

16.70% 
 

Slightly often 
 

5.60% 
 

Not at all often 
 

0.00% 

6. BGU helps me accept and embrace change in my work environment 

A great deal 
 

27.80% 
 

A lot 
 

33.30% 
 

A moderate amount 
 

33.30% 
 

A few 
 

5.60% 
 

None at all 
 

0.00% 

7. BGU is a good steward of my gifts and talents 

Extremely often 
 

44.40% 
 

Very often 
 

38.90% 
 

Moderately often 
 

11.10% 
 

Slightly often 
 

0.00% 

Not at all often 
 

5.60% 
 

8. BGU encourages me to seek a proper work/life balance 

Extremely often 
 

5.60% 
 

Very often 
 

27.80% 
 

Moderately often 
 

33.30% 
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Slightly often 
 

16.70% 
 

Not at all often 
 

16.70% 
 

9. BGU compensates me financially in a manner that I feel is fair. 

Extremely well 
 

11.10% 
 

Very well 
 

38.90% 
 

Moderately well 
 

38.90% 
 

Slightly well 
 

5.60% 
 

Not at all well 
 

5.60% 
 

Internal Work Place Environment Summary 
 
Extremely well 

 

 
40.12% 

 

Very well 
 

33.34% 
 

 
Moderately well 

 

 
17.91% 

 

Slightly well 
 

4.34% 
 

 
Not at all well 

 

4.33% 
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APPENDIX F.  

BGU Environment SurveyQuestion 1 - BGU is engaged in a worthwhile mission. 

I believe that what we teach and how we teach it is very instrumental in preparing 

global urban ministry leaders for Kingdom ministries. I believe that our teaching thrust to 

fully integrate our faith with our work is unique and valuable. 

The mission has captivated us from the beginning. It is what keeps us here 

Question 2 - The work I am doing is significant in carrying out the mission of BGU 

I wouldn’t be working as hard as I do if I didn’t believe that what I am doing is 

important in carrying out the mission of BGU. 

Most of my work fits that vision. Some parts of my work does not see as crucial 

to the vision, but that is not because of the work, but my giftedness or lack of to truly 

focus the work around the vision and mission. It’s my lack of skill not the value of the 

role that makes this challenging at times. 

It’s hard to see sometimes from my desk, but I do believe that I am enabling the 

mission BGU to be continued. 

Question 3 - Working for BGU provides me with a sense of belonging to a 
community 

Our back office is a little community; our Seattle office is a community; the wider 

BGU staff is also like a community; finally, our students form a community, and draw us 

in. 

Being part-time sometimes I feel like outsider. I know it’s not intentional though. 

At times this is a challenge because of the distances we have to work with on a 

daily basis. It is not that we don’t want community or doubt the value of community, 

sometimes it requires a lot of faith and trust as we just don’t see each other or really know 
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the various contexts in which we are all working. A virtual office dealing with totally 

different people and roles can make community challenging, but not impossible. 

Question 4 - I am encouraged to look for ways to engage in continual learning 

I am always engaging in “continually learning” and looking for and anticipating 

new learning experiences. I do not have to be encouraged. However, BGU encourages 

employees in continual learning by offering them free tuition for BGU classes and 

degrees. 

Not formal but by the nature of my job. 

Almost everyone here is a lifelong learner. A lover of books and travel. Almost 

everyone; that is one of my greatest internal struggles. I have a hard time putting to work 

what I know to be true as it is. I am a reflective learner who processes over time and 

builds on what I have. I find it hard to be able to identify and constantly adapt to new 

things. This makes it difficult to work in an environment like we have at BGU. A great 

environment with a slow learner...one who never really catches up. 

Sometimes resources and workload interfere with this. I think there is certainly a 

desire to see more of this happen for staff. 

Question 5 - BGU provides a positive and uplifting work environment 

I believe that the work environment is more positive than negative. The weekly 

staff devotion time is a time of spiritual uplifting and there is freedom to pray at any time. 

We do have a positive and uplifting work environment - not without occasional 

misunderstandings or frustrations. 

Even in the midst of downturns or even through the closure process it is the 

positives and uplift that comes from different voices at different times that makes this a 

viable and valuable place to work. 
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We are struggling against all odds. That creates community, but it also takes a toll 

Question 6 - BGU helps me accept and embrace change in my work environment 

BGU is a relatively young university and there is “change” at every corner as we 

learn from our mistakes and try to continuously improve and deliver quality. If an 

employee has difficulty in accepting and embracing change, then BGU is not the 

environment they should work in. I feel prayerfully supported in the change process and 

supported by the leadership. 

Relationships w/ staff support that. 

We are doing fine now. There was a period of time when every time Brad called a 

meeting it felt like someone was leaving! Sometimes it was scary to have those meetings 

called suddenly, and I could feel an undercurrent of resentment for a season. Fortunately 

we got past that. 

Again, that is not because of poor leadership or lack of interest or even lack of 

skill on the leaderships part. All of that is on my limited capacity in certain areas of the 

work. 

There was some resistance to this and I was the one needing to encourage etc. as 

part of BGU... 

Question 7 - BGU is a good steward of my gifts and talents 

I believe this statement is somewhat ambiguous. BGU as a university can only 

steward through the efforts of its employees. I believe the leadership at BGU recognizes 

my strengths as well as my weaknesses and allows me the opportunity to work in the 

areas of my strengths. 
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Yes, the school has used the portion of my gifts that fit the school and have 

manufactured in me some skills that I don’t see in myself. So part of this is stewarding 

not only my strengths but weaknesses. The school has done both. 

To a great extent... 

No, it is wearing me out. It requires me to work internationally without support. 

The schedule and workload is unsustainable. 

Question 8 - BGU encourages me to seek a proper work/life balance 

BGU is so unique and is more like a “start up” company. As such, we all work too 

hard and take on many roles trying to make BGU successful. However, there is joy in 

giving of myself even when I know I should take more time apart for taking care of my 

own person. 

Not much talk about that. I do it for myself w/o any push back. 

I would say moderately, because it can feel hectic, but the great part is there is a 

lot of flexibility. 

This is something that each individual will need to choose to have. There is no 

encouragement to have a proper work/life balance when the demands are to have the 

system running all the time and to give supports to anyone as quickly as possible. 

Sometimes BGU becomes the life and not sure if that’s actually healthy for all of us. 

That is the constant message, not always the model. The fun thing is that some 

have taught that balance is not biblical or practical at all. We laugh about it and struggle 

with it at the same time. Most of the team has been doing more than they should be 

doing, which at times does not allow one to do what he or she is best at to the best of the 

workers capability. But in this organization everyone has to do things that they are not 

comfortable with. You can get buried if you’re not careful. 



 

166 

Yes, they encourage me to do so, but I don’t see this practiced by leadership. I 

understand the desire and the willingness to be committed to the vision, but I think there 

could be a better balance with this within leadership. Because of the heaviness of the 

workload, there is quite a bit of stress that carries over into other areas of life. In this 

respect, it is difficult to maintain a healthy balance at times. 

Not sure this was true...I was one of the ones doing the encouraging in different 

ways... 

It never asks me about this. It’s all about the work. 

While the concept of “work as ministry” is very true for most of the workaholics 

at BGU, the concept of a work/life balance is not encouraged on the day-to-day grind. 

With most employees answering emails at night and over weekends, I’ve often felt guilty 

for not doing the same. 

Question 9 - BGU compensates me financially in a manner that I feel is fair 

The compensation is fair. As a private school without denominational support, 

“marketplace” salaries cannot be expected. 

I definitely feel like they do the best they can. Fair is relative. I could probably 

earn more at another place of work, but that is partly because of the skills that BGU has 

given me. 

I have been treated with respect personally and fairly financially. 

I am satisfied with BGU’s compensation, but I do think that everyone is 

underpaid out of necessity to keep the school sustainable financially. 

Did until the financial challenges hit....and I was let go....the severage was 

sporadic, but ended up working well. As an adjunct...the pay has not come as stated in the 
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contracts....if funds are low, informing would be helpful. So there has been some lack in 

efficiency and communication but otherwise fine. 

But it requires me to raise my support like a missionary. What other graduate 

school in the world requires this of its director? 

Unfortunately, I wouldn’t be able to agree with this, as I feel I was being paid 

under market value. While I appreciate the financial limitations that BGU has, I did often 

feel like I deserved to be paid more. 

Question 10 - Please provide comments on how BGU can create a more joyful work 
environment 

I cannot think of how BGU can create a more joyful work environment. Joy 

comes from within me by knowing that I am contributing, making a difference, and 

appreciated. I love working at BGU. 

I really think we are doing well at this. The main ingredient in a joyful work 

environment is kindness, in my opinion, and I think the second is encouragement. I think 

for us, it really depends on who and what you work with. I feel encouraged, but I know I 

would need a lot more encouragement if I dealt with debts/student complaints/complaints 

from other staff, all day. It is important that we continue to work on clarity, giving each 

other grace and the benefit of the doubt, etc. The third is fellowship time. The occasional 

lunch all together is so worth it. And the fourth is what we excel at: allowing people to 

thrive in their actual giftings and work by making decisions. 

I trust everyone will have the joy of experiencing this kind of environment at least 

once in their life, where age and longevity don’t squash youth and excitement. Where 

roles can change and new skills can be tired to develop. Where people are listened too 

with expectation and confronted without anger or long memories. 
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More communication and adhering to contracts. 

Find an established university to house our program. 

It would have been helpful to have had “BGU leadership” identified. 

While BGU does an excellent job of incorporating the joy at work principles, and 

it tries very hard to show appreciation to people, the appreciation has, in the past, felt 

“canned” or phony instead of sincere. Knowing the people as I do, I know that they are 

sincere, but sometimes it can feel forced. 
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APPENDIX G.  

BGU’s Perspectives on Transformational Leadership 

 

Pe
rs

on
al

  
Pe

rs
pe

ct
iv

es
 

Calling-Based Leadership – The leader seeks to understand God-given gifts, experiences 
and opportunities in understanding his/her unique role as a called instrument of Christ’s 
transforming work in and above world cultures. 
(Transforming Mission by David Bosch; The Missional Church Ed. Darrell Guder; Business as a Calling by 
Michael Novak) 
Incarnational Leadership – The leader pursues shared experiences; shared plights; shared 
hopes; in addition to shared knowledge and tasks.  
(A Theology as Big as the City by Ray Bakke; Exclusion & Embrace: A Theological Exploration of Identity, 
Otherness and Reconciliation by Miroslav Volf)
Reflective Leadership – The leader lives in reality, reflects on its meaning, and catalyzes 
others with the courage, symbols, and example to make meaning in their own lives. 
(Divided by Faith: Evangelical Religion and the Problem of Race in America by Michael Emerson/Christian 
Smith) 
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Shalom Leadership – The leader helps the church pursue reconciling relationships 
between people, between people and God, between people and their environment, and 
between people and themselves. The leader works toward the well-being and abundance and 
wholeness of the community as well as individuals. 
(Shalom: God’s Word for Righteousness, Justice and Peace by Perry Yoder and Living Toward a Vision by 
Walter Bruggueman) 
Prophetic Leadership – The leader is willing to speak truth to power, to identify systems 
and practices in the political, economic and religious life of the city and the church that must 
be challenged in the name of Christ. The leader must give voice to those that have no voice 
(Proverb 31:8). 
(The Politics of Jesus by John Yoder and the Soul of Politics by Jim Wallace) 
Servant Leadership – The leader’s behavior and priority is on servanthood first. In the 
style of Jesus, the leader leads by serving, and serves by leading. 
(Servant Leadership by Robert K. Greenleaf; Insights on Leadership - Ed. Larry Spears; Servant First -Ed. 
Grace Preedy Barnes; Stewardship: Choosing Service Over Self by Peter Block) 
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 Contextual Leadership – The leader recognizes the previous work of God in other 
cultures and seeks to experience and build its unique gospel expression. 
(The Gospel in a Pluralist Society by Lesslie Newbigin; Orthodox Alaska, A Theology of Mission by Michael 
Oleksa) 
Global Leadership – The leader understands the complexity of today’s global, pluralistic, 
urban, economic, and political landscape and sees the church from the perspective of a world 
Church rather than merely a nationalized, denominational, or localized church. 
(The Next Christendom: The Coming of Global Christianity by Philip Jenkins; Lexus and Olive Tree by 
Friedman) 
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APPENDIX H.  

The Balanced Scorecard 

 

 

Internal 
Processes 

Is BGU a Joy at 
Work 

Organization? 

Marketing 
Is Market Growth 

Sustainable? 
 

Customer 
Service 

Are Our Students 
Being Equipped?

 

Financial 
Perspective 
Is Our Mission 

Financially 
Sustainable? 

Mission 
Developing 

Christ-Centered 
Leaders Who 

Change Global 
Cities 
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