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FORUM

Guest Editors’ Message

Frances E. Andrews & Virginia L. Clark

Given the right circumstances, Jrom ne more than dreams,
determination, und the liberty to try, quite ordinary people
consistently de extraordinary things (Hock, 1993),

This issue of FORUM provides insight into leadership from a
rellective human action perspective through application to a
communmity of practice and through enrichment of the theory, As our
world becomes more complex, as the amount of information that
musl be managed by cach person every day expands at an astonish-
ing rate, and as the need to do more with less, the challenges
multiply for anyone who aspires to become a leader. Leadership
theories and strategies which were once successful no longer work!
Yel, the: need is more eritical than ever for leaders who lead from
the head and the heart to establish the context wherein olhers are
empowered to get the job done.

“Reality changes constantly, so leaders must enable people to act
within the processes of the organization. It is impossible for a plan,
vision, or value to hecome real for people until they interact with it.
When people use information by engaging with each other, events,
and ideas, they gain feeling, meaning, and ownership. .. . Only
after acting are we able to see whal has been created”™ (Andrews,
Mitstifer, Rehm, and Vaughn, 1995, p. 5). Leaders of today must be
able to bring people together and facilitate their work sao that Lhe
outcome {whether on the job or in an organization) is responsible,
reasoned action bascd on the core features of reflective human
acLion: authenticity, ethical sensibility, and spiritualily.

Leadership is eritical for our profession. We are living in a time
when professionals must step forward and be able to take leader-
ship in ways that “cement™ the need for including (rather than
exchuding) family and consumer science professionals in work,
social, and policy issues affecting individuals and families. The
reflective human action model provides an avenue for this type of
leadership.

This issue of FORUM provides articles which give the reader
information and ideas about varied aspeets of leadership, all with
direct relationship 1o the reflleetive human action model, We invite
readers Lo conlenmiplate and (whether in agreement or disagreement)
Lo add Lo and refine their approach 1o leadership in relation to the
ideas presented.,

Deal reminds us that the “heart of leadership is in the hearls of the
leaders.” He encourages us lo lind our “own treasure store™ and

discover what makes sense for us as we find our own way in
leadership. He suggests that leadership today involves “much
more” than leadership of yesterday—much more looking inside
ourselves and finding the “common spirit that gives meaning and
purpose to life and gives life Lo organizalions.”

“Aesthetics and Rellective Human Action: Implicalions for
Leaders™ provides a model for ereating meaningful forms from
complexily. Rehm provides background and explanation of this
approach, as well as some suggestions of concrete ways to use an
acsthetic approach in a variety of situations. An aesthetic approach
informs and enriches the perspective of leadership as refleclive
human aclion.

Quilling explores the conecept of ethical leadership. How are ethical
leadership skills developed? What role can hermeneutic circles
play in leadership? How can cthical leadership motivate higher
aspirations? Through her article, Quilling helps readers consider
each of these questions.

The: challenge is always present 1o help our siudents in higher
education units become leaders, Ley'’s artiele provides a deseription
of one approach to addressing this issue. Her Family and Consumer
Sciences Department has used the refleclive human action model
as a basis for a proposed capstone course, required for all majors in
the Department.

Each paper in this issue of FORUM addresses one or more aspects
of leadership as reflective human action. Each provides the
opportunity for reflection to improve the quality of thinking about
leadership. Although all people do not aspire to be leaders, in
reality all people do lake a variety of leadership roles throughout
their lives. “In reflective human action all participants have the
opportunily for crealive engagement, for leading—even thongh
some will choose not to. . . . More and more individuals and groups
are discovering that the capacity Lo acl together is inseparable from
the ability to think and reflect together, The healthy communily of
praclice is one that has good internal health-making forces. Thus a
new and different leadership cullure is needed. . 2 (Mitstifer, pp.

1-2).
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State of the Society

Carol E. Avery, 1995 Chair, Board of Directors

Perhaps this past vear ean best be characterized as one of “seitling
in.” Many of the changes risualized by previous leaders wre now in
place, and Kappa Omicron Nu is recogrized as an outstanding
leader in the family and consumer sciences profession. We, the

members, owe @ debt of gratitude to our leaders—past and
present—for having the vision, the courage, and the determination
o make this Society one of which we can all be proud.

When the Board of Directors mel in Orlando in January, one of
its purposes was to conduct an environmental scan of trends
and conditions thai can be expected to make an impact on our
prolession and organization in the vears to come. Under the
leadership of Kaye Bover. we identified important environmen-
1al factors, reaffirmed the use of the Carver model of gover-
nance, and reviewed and refined the mission, ends, and
strategics from the previous year. We believe the ends—having
to do with teadership/scholarship/research, orgunization, and
alfiliation nelworks—and the accompanying strategies, will
enhance the ability of Kappa Omicron Nu and its chapters to
prepare scholars and researchers as leaders for the 214 century.

Leadership, Scholarship, and Research

Leadership can be conceptualized as providing the visionary
skills that enable members 10 provide direction to the profes-
sion and empower themselves and others to meet their full

polential. Strategics in pursuit of this goal are well underway.

When the proposed Leadership Academy held a visioning
scssion, under the direction of Julia Dinkins, in Arlington,
Virginia, in September of 1994, the response was enthusiastic.
'Fwelve different organizalions committed to the idea of col-
laboration with each other [or the purpose of developing a
cadre of competent leaders dedicaled to promoting research
and leadership development. An award in honor of Dr.
Marjorie M. Knoll, Professor Emetitus of Penn State LUniver-
sity, has been dedicated 1o the support of this Academy.

The first product of the Academy funded by Kappua Omicron
Nu, the leadership module developed by Frances E. Andrews,
Dorothy 1. Mitstifer, Marsha Rehm, and Gladys Gary Vanghn,
was the focus of the 1995 Leadership Conclave. The authors

developed a theoretical framework called Leadership: Reflective
Human Action that provides a comprehensive approach to
leadership that will serve the common good of the profession
and of society. The module is largely based upon Robert Terry's
Authentic Leadership and Margaret Whealley's Leadership and
the New Science. This is the fifth module developed by Kappa
Omicron Nu, and it has already generated considerable
interest both inside and outside the profession.

Honorary Membership was presented to Dr. Terrence Deal,
Conclave keynote speaker and professor at the Peabody
College of Vanderbilt University in Nashville, Tennessee. A
Distinguished Professor of the American Association of School
Adminislrators, National Academy for School Executives, Dr.
Deal specializes in the study of organizations and is the author
of numerous books and articles. including Leading with Soul
coauthored with Lee Bolman, He was honored by Kappa
Omicron Nu for his concern with leadership issues, his
scholarly productivity, and his teaching ahilities which have
had, and will continue to have, a major impact on the world’s
educational organizations. He was especially recognized by
KON for his efforts to put soul back inlo leadexship.

Another strategy for the development of leadership is lo recognize
and encourage scholarship and research, Tn 1995, a total of
$52,000 was expended on this strategy. This includes money that
was given directly 1o 56 chapters for local scholarships, to
recipients of the compelitive fellowship and research grant
awards, and to other projects and awards.

Chapter Awards of Excellence—Brigham Young Universily,
Carson-Newman College, East Tennessce State Universily,
Eastern Hlinois University, Kansas State University, Pennsylva-
nia State University, and Southwest Missouri State University.

Advisor Awards of Excellence—Linda M. Morrow of Penn State
Universily and Alice G. Pecoraro of Nicholls Stale University.

Fellowships—Six fellowships in the amount of $11,000 were

awarded as follows:

o Marlene Breu, University of Minnesota—Xappa Omicron
Phi Hettie M. Anthony Fellowship.

e Noaleen Ingalsbe, University of Alabama—Kappa Omicron
Phi Dorothy L Mitstifer Fellowship.

o Priscilla Samuel, University of Tennessee-Knoxville—
Omicron Nu Research Fellowship.
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* Garlon M. Webb, University of North Florida—Kappa
Omicron Phi Mildred Dransfield Fellowship.

¢ Scott Ketring, Brigham Young University—Omicron Nu
Eileen C. Maddex Fellowship.

¢ James H. Swain, CSU-Northridge—National Alumni
Chapler Fellowship.

National Alumni Chapter and New Initiatives Research Granit

# Sally Hansen-Candy, Carol Darling, and Bonnie Greenwood,
Florida State University—TFacilitating Multicultural Program-
ming in Family and Consumer Sciences Cooperative Extension.

Coordinating Council of Honor Societies Undergraduate Research
Paper—Kristie Roehr, Towa State University.

Conclave Undergraduate Paper Presentations—Roberla Dagenais,
Northern inois University; Shellie Amdt Ceorge, Central Missouri
State University; Alisa Gish, Michigan State University; Kari C.
Maxwell, Brigham Young University; Danicl C. Sulzen, Brigham
Young Universily; Camye Thibodaux, Nicholls State University.
Since the formation of Kappa Omicron Nu in 1990, a total of more
than $200,000 has been awarded for scholarship and research.

Another major coup for the organization was the publication of
a monograph, a state-of-the-art scholarly and theoretical paper
by Marjorie M. Brown and Edith E. Baldwin, The Concept of
Theory in Home Economics: A Philosophical Dialogue. Reviews
of the paper were supplied by Scott Wright, Donald Herrin,
Anne MacCleave, and Joan Quilling. To continue the dialogue,
Drs. Brown and Baldwin responded to the reviewers.

A second edition of Mentoring: The Human Touch has been
published and is being used in the Joint Mentoring Project
with Michigan State University. The authors continue to make
presentations and conduel workshops 10 promole the concept of
sclf-managed menloring.

Both Dialogue and Kappa Omicron Nu FORUM have been
redesigned into handsome new formals o betler showcase the
high quality of our research and scholarship and 10 improve
communicalion with members. Additional theme issnes related
to the sociely’s mission and cnds will be forthcoming. .

Organization
Strategies have been implemented to crcate an organizational

and management environment that supporls mission-driven
programming. Feedback from the 1993 Conclave and the

membership survey were used to sel priorities and to revise the

budget to reflect these priorities. The new governance model,
the Policy Covernance Handbook, and constitutional changes in
1995 provided the structure to achieve this end.

Kappa Omicron Nu has continued Lo work with Phi Upsilon
Omicron in the Coordinating Council of Honor Societies
(CCHS). A well-attended luncheon was held at the AAFCS
meeling in New Ordeans wherte a joint award of $750 was given
for an outstanding undergraduate research paper and presenta-
tion. CCHS also sponsored the Graduale Program Showcase, an
opportunity for colleges and universilies 1o introduce their
graduate programs Lo prospective studenls. Excellent attendance
angl high interest ensure the continuation of the program.

Some of the members lost because of Lthe dues increase have
returned, allowing $4,000 to be added to reserve in the
General Fund. Adjusied 1995 expense budgel figures showed
60 pereent for leadership, scholarship, and research (scholar-
ship/rescarch, leadership, communications}), 30 percent for
affiliation networks (chapter/member services), and 10 percent
for organization {management).

Liabilities and Fund Balances

9/30/94 9/30/95
General Fund
$ 18,791 $ 50,134
Restricted Funds
$ 314,077 $ 204,808*

= Coneluve requires 8 major expense frum Ihe delegate scholarship restricted fund.

Affiliation Networks

The Board of Directors believes that strong networks are
needed to develop empowered leaders through the current
campus and alumni chapters—the backbone of Kappa Omi-
cron Nu. Many enhancements have been made to encourage
networking, especially among students and faculty, and to meet
member requests for improved services and benefits. Efforts
have been made to enhance Lhe role of advisers and to increase
the use of modules by chapters. An 800 telephone number was
added for the convenience of chaplers and members, and a
plan has been developed to introduce communication through
e-mail and the Internet. A two-fold increase in promotional
communications to studenls, parents, administrators, and
opinion leaders has led to the initiation of 2,675 new members,
the highest number yet in a single year. In Seplember a total of
$15,500 was awarded to eligible chapters for local scholar-




ships. One-year gift memberships, worth $80.000, were
presenled lo graduating seniors and first-ycar graduate student
members. A new chapter was installed at Harding University
in Searcy, Arkansas, in October,

The highlight of the yeur, and of my term of office, was the 1995
Leadership Conclave, held at the Bismarck Hotel in Chicago on
Augusl 3-6. Participants had the unique opportunity of being among
the first to use the Reflective Human Action leadership model in
either a student or a professional workshop track facilitated by
Frances E. Andrews, Mary E. Priichard, Virginia Clark, and Gladys
Gary Vaughn. The delegates to Conclave approved the Assembly of
Delegates Process that clarifies the governance responsibility of
official delegates. Delegates participated in identifying priorities for
the next two years. Three new student representatives were elected
to serve through the 1997 Conclave: Elizabeth A, DeMerchant,
Virginia Tech University; Scott A. Ketring, Brigham Young Univer-
sily; Jill N. Robinson, University of Anzona.

Board members whose terms expired in 1995 are Carol E. Avery,
Chair; Juha M, Dinkins, Vice Chair/Finance, and Student Repre-
sentulives Angela Higgins, Ayodele Jordan, and Susan Poch.

Commitiec members who served Kappa Omicron Nu so ably Lhis
vear included: Awards I Shirley Reagan, Peggy Berger, Alice
Darr, Geraldine Olson: Awards II: Barbara Woods, Merlene
1yman, Ellen Rember, Anna Roberts; Awards IT: Mary
Andrews, Connie Tey, (Gwendolyn Newkick, Jan VanBuren;
Constitution and Bylaws: Kaye Boyer, Amelia Brown, Belty J.
Church, Edith G. Neal, Karen Schrader; Honorary Membership:
Flossie M. Byrd, Virginia B. Vincenti, Mary E. Zabik: Nominat-
ing: Julia M. Dinkins, Mary J. Beaubien, Shitley Hymon-Parker,
E. Maric Ashley Moore, Juanita Odom, Pamela Olson: Editorial:
Sharon K. Nickolg, Karen G. Arms, Wilma P. Griffin, Francine
Hultgren, Jumes D. Moran, [T}, Gwendolyn Newkirk.

Summary

"This has been a wonderfully exciting vear, one marked by
continued growth and major accomplishments under the
inspired leadership of Execulive Director Dorothy Mitstifer. In
the words of Fran Andrews (1995 Conclave), “T would like to
thank all of you who assisted us in our journey in learning to
aceept chaos, 1o share information, to recognize and appreciate
diversity, and to embrace vision in order to make a difference
by creating and huilding the communily that results when
people work logether.”

1997-98 Fellowships

Master’s Fellowships—application deadline April 1

Eileen C. Mladdex Fellowship, $2.000—awarded annually
from an endowment in the Omicron Nu Fellowship Fund in
honor of her contributions as Omicron Nu Executive Director.

National Alumni Fellowship, $1,000—awarded by the
Nationat Alumni Chapter.

Doctoral Fellowships—application deadline
January 15

Hettie M. Anthony Fellowship, $2,000-——awarded annually
for doctoral research from an endowment in the Kappa

Omicron Phi Fellowship Fund in honor of her us founder of
Kappa Omicron Phi at Northwest Missouri State Universily,

Omicron Nu Research Fellowship, $2,000-—awarded
annually for doctoral research from the Omicron Nu Fellow-
ship Fund.

Alice Koenecke Fellowship, $2,000—awarded for doctoral
study [rom the Kappa Omicron Phi Fellowship Fund in
honor of her service as National President, 1978-82.

Dorothy T. Mitstifer Fellowship, $2,000—awarded from the
Named Fellowship endowment in the Kappa Omicron Phi
Fellowship Fund in honor of her service as Executive
Director of Kappa Omicron Phi and targeled primarily to
chapter advisers for graduate or postgraduate study.

Research/Project Grants—application deadline
February 15

One or more grants are awarded annually that meet the criteria
of the Kappa Omicron Nu research agenda. Cross-specializa-
tion and integrative research is the research priority for the
honor sociely. Mulli-year proposals will be considered.
Nalional Alumni Chapter Grant, $500— awarded annually
as a projecl of the National Alumni Chapter.
New Initiatives Grant, $3,000—awarded annually from the
Kappa Omicron Nu New Tnitiatives Fund.

Applications and further information about fellowships and grants
may be sccured from the Kappa Omicron Nu Nalional Office,
4990 Northwind Drive, Suite 114, Easl Lansing, M1 48823-
5031—Telephone: (317) 351-8335; Facsimite: (517) 351-8336.




Call for Papers

for publication in Kappa Omicron Nu FORUM, the journal of
Kappa Omicron Nu Honor Soctety

Topic—Leadership: Up Close and Personal
FORUM Drs, Virginia T., Clark and Frances E. Andrews, Guest Editors

Objective—The ovcrall goal of this theme is to use the
knowledge of sclf as an essential skill in the praclice of
reflective human action in communities of practice (family,
neighborhood, organization, business, institution, government).

Overview—The feature article in the July 1995 issue of the
Kappa Omicron Nu Dialogue summarizes the theory of and
rationale [or reflective humaen action, and the Leadership:
Reflective Human Action Module (Fall 1995) details the theory
and introduces experienlial activities to promote understanding
and application. Applied munuscripts are encouraged.

The rationale for this theme was a desire to encourage reflec-
tion and to improve the quality of thinking about leadership.
Authors are invited to

s Fxplore processes in which innate (personal} qualilics have been
developed and used as strengths to support leadership in
communities of praclice, ¢.g., responding to stress, adapling Lo
change, maintaining joy, reclaiming soul {spirit), showing respect
for athers, building trust, lislening, developing relationships,
crcaling inner harmony, cullivating vision. maintaining renewal,
becoming centered, taking risks, cultivating teamwork, encour-
aging slory—telling, ete.

s Show the value of mentoring to leadership us reflective human
action.

s Present specific cuse studies to show how self-knowledge has led
Lo conviction that diversily in the workplace is a strenglh toward
the accomplishment of comman goals, and

s Propose a well-thought-oul plun [or reflective human action as a
meuns of balancing the multiple components of the lives of
leaders for athers'to adapt and use.

Information and Deadline—Kappa Omicron Nu FORUM is a

refereed publication oullet for hoth members and nonmembers.

Maunuscripis are due January 15, 1997, For further information

or to obtain a copy of “Guidelines [or Authors,” contact:

Dr. Dorothy T. Mitstifer, Editor
1990 Northwind Drive, Suite 140
Fasl Lansing, MI 43825-5031
Telephone: (517) 351-8335 ® Facsimile: (517) 351-8336

Capturing the Spirit of Leadership 1

Speech delivered at Kappa Omicron Nu Conclave, Chicago,

lilinois, August 3, 1995, Organizations . . .
don’t touch

Terrence E. Deal people in the

Peabody College, Vanderbilt University ways that

Honorary Member, Kappa Omicron Nu organizations
should.

From that introduction you probably wonder if I had a difficult

time holding down a job. And you might ask what those

muliiple careers have lo do with lcadership, One of the things vy

that T learned from those early experiences is that America is
crying for leadership. Your organization is putting together a
piece on reflective human action, and 1 encourage all of you to
take advantage of it. Unless we can develop leadership capital,
we are going lo continue to have America suffering from lack of
passion and purpose.

Organizations are mechanical; they’re querulous. They just
don’t louch people in the ways that organizalions should. We
have an awful lol of work to do, and the people that are going
to do that work are right here in this room.

Every so ollen we look outside ourselves and ask: Where arc our
leaders? Withoul realizing it, we are part of the problem. In this
toom, a lot of you. | am sure, know the career vou wanl to be in. The
question is this: If you want Lo be a leader. what do you need to do?

There is stufl oul there telling you what you really have to do—
you have to have all these skills, you have to be a problem
solver, etc. What often happens is that people develop the
skills, and then they go ahead and use them even if they are
not working. If you give a little boy a hammer, the whole world
becomes a nail. There are a lot of people who are scared to
death that when their leaders go off 10 a confercnce they are
going 1o come back with a solution locking for a problem. So
the result is that people decide that they will jusl wait awhile
and ihis, too, shall pass.

Lee Bolman and 1 think that, first of all before you start
tulking about skills and about characleristics and all the
rest, you necd to make sense out of all the situations that you
find yourselves in on a daily basis. 1n the last week or so, were
you in a situation that you simply couldn’t understand?
Maybe it was in a relationship, in a classroom, or in a
slore where someone wasn’t responding Lo you in a way
that you could decipher.



...every
organization is a
family, a factory,
a jungle, and a
temnpie.

We think that we need leaders who have the ability 1o look at
things in multiple ways—every organization is a family, a
factory, a jungle, and a temple. Every organization has to be
able to satisfy the individual necds—deal with feelings.
Organizations have to provide structure—have plans. Organi-
zations have to deal with power and conflict—develop schemes
to help people get their share of scarce resources. And, more
importantly than anything else, organizations have to give
meaning to what people want to do—deal with dreams.

[ want you to think a little about whal you say when people ask
you what you do for a living, or what institulion you go to. How
do you respond? Do you respond with pride? Do you make up
something that sounds good? When T first came to Vanderbilt,
all the kids were wearing Harvard sweat shirts, or something
similar, because the institution al thal time had no meaning for
them. Wherever I go I ask people what they do for a living.
One time | asked my seat mate on an airplane what he did for a
living.

I administer in the non-profit sector of the economy.

What kind of business is that?
Oh, that’s a people-processing business—a big one,

What is your role, Sir?

Middle management.

Are you the principal of a high school?
1 didn’l want to say that that’s what | am.

What is going on out there? Whals going on is that there are
a lot of people who are empty shells; they have forgotten that
life has a bigger purpose. And so we wrote Leading with Soul
because we kept finding, in all of cur studies of leadership
world-wide, that what distinguished effective leaders was their
ability to deal with symbolie perspectives
very intangible things that give meaning lo our lives.

to focus on those

T do an experiment in my undergraduale class to make the
point about intangible meanings. Anyone who will come
forward in the class to Lell one sorority or fralernity secret, I
offer an A and the opportunily to never have to come to class
again. Guess how many acceptances I've had to thal offer in
eleven years. Zero. After T made the same offer to a girl lasl
year and she declined, a [ootball player remarked that she was

stupid. So, [ offered him the same thing. All I needed was the 44
play book. He said that he couldn’t do that, and besides the

play book is important. I didn’t have to deal with that; the class

did. And he won’t ever say that again. Symbolic perspectives— )

} L ) e hat hold evervbody Symbolic
culture, spirit, meaning—are the things that hold everybody perspectives—
together. And any human group, anywhere, needs leadership  culturs, spirit,

that understands this. meaning—they
are the things

Not long ago T.ee and [ had lunch with the president of our that hold
everybody

publisher, Jossey-Bass, and he asked us what we would really  together.
like to do.

We'd like to write about spiril.
7

Co for it!
We walked out, and I couldn’t believe what we'd agreed to. Lee
turned to me and said, “We know a lot about organizations and
leadership, but what do we know about spirit? What do we
know about meaning of life?” So, we checked oul all kinds of
books, anything we could gel our hands on. We started to read
and to talk. We began to go through layers of stuff inside that
we had built up over the years when we closed off our wounds,
closed off our disappointments, closed off our joys. We discov-
ered ourselves in thal journey, meeting our demons, meeting
we discovered our hearts and our souls.

our angels

And that is what you all have to do. You have to embark upon a
journey where you get inside yourself and get in touch with who
you really are. You need to answer the questions: Who am [? What
do | really want to do? What do T really wanl 1o lead? What kind
of a life do I want to live? What kind of a difference do T want to
make? Some of those questions are very rarely asked.

Our book , Leading with Soul, has become very popular. As a
matter of fact, Nancy Austin {of Peters & Austin fame) ques-
tioned in u magazine article why such reputable authors had
jumped off the deep end. We responded that there’s a lot aboul
life that has a deeper message. She wrote back about three
weeks later and said, “Hey, guys, | kinda hit a nerve out there.
Ihe magazine received more mail than it ever got on an article.
Unfortunalely, most of it was in your favor.”

1 think that, right now, there are a lot of people thinking that
there’s gol to be more 1o life than they’re experiencing. And
getting in touch with that is the first thing that you have to do il
vou want io be a leader. | am sure that there are a lot of you,
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... the true heart
of leadership is
in the heart of
the leader.

perhaps most of you, who are really very different inside than
you radiate outside. We often ge uround touching shells and
never ever connecl hearl to heart, or soul to soul. So if you
want to be a leader you need to know that the true heart of
leadership is in the heart of the leader. T hope that each of you
will say, I'd beller do a liule reflecting on who 1 am, where I've
been, where | wunt lo go. You need to ask: Where is my heart?
Where is my soul? Where is my center? Because unless you do
that yon don’t really qualify for leadership. When vou have
donc that. you can begin to engage in whalt leadership is all
about; lcadership is relationship. Onece you have found your
own lreasure store of spirit, then yon can offer it to other
people or organizalions. Lec and T have tried to say that we
think there are four gifls that a leader can give as a way of
beginning to infuse organizations with passion and purpose:
the: gift of love, the gift of power, the gifl of authorship, the gift
of significance.

The Gift of Love

First, lel’s begin with love. The other day after 1 talked cn the
radio, my wile Sandy asked me what T said on the air.

liveryone one is coming up to me saying thal you said that
bosses should love employees.

Yes, love is about caring; it is about compassion. And that gift
of caring and compassion given by a leader is going Lo slart
coming back the other way. Love is one of those gifts that
keeps on giving.

I've found that it works in my classroom. When I see people
that don’t seem to be alright. 1 pull them aside and ask them if
they are 0.K. Guess what comes oul? [ jusl [ailed five tests last
week. including yours. My parents just got divorced. I just
broke np with my boy[riend. T will say. “Let’s tulk aboul it.”
“Or here’s my home phone number; call me if T ean be of any
help.” Now what happens is that it starts 10 become reciprocal.

Lasl semester T walked out the door after a lecture, and a
young woman came up to me and said,

Are vou O.K.?
Yeah, why?

Well, your lecture wasn't up to par.

Come to think about it, no. It has been a lousy day, the Dean (1
is on my back again, Sandy and 1 have had a light, and this
has been an absolutely lousy kind of weck.

Professor Deal, vou will never know how much we care Once a gifi-
ahboul you. giving relation-
) ship begins to

She gave me a hug, and I walked away feeling prelly good fake piace, then
i g - the organization

because I was the recipient of a gift. Once u gill-giving rela- .4, thrive and
tionship begins o take place, then the organization can thrive  prosper and tick.
and prosper and tick. So that’s the gift of love.

The Gift of Authorship y5

The gift of Authorship means giving people the opportunity to put
their signature on their work. Think about how il used to be in
General Motors when you were on the assembly line and you just
didi’t eare because nothing of you was really going into thal car.
You were going through the molions, everyone else was taking
credit for it, you didn’t get a lot of [eedback one way or the other,
and you didn’t even have a chance to sign-off on the product.

Now Saturn, on the other hand, has turned the whole thing
around. If you read the owner satisfaction surveys you know
that Saturn is up there with some of the highest priced cars. At
Satumn, workers are putting their signalure on the cars. At
Satumn, they leave notes in the cars for the new owners. At
Saturn, employees slop on the side of the road if they see a
Salurn to ask if everything is 0.K. At Saturn, when workers are
on vacution they stop at dealerships and ask how Lheir cars are
doing. AL Saturn, an employee drives a car home, checks it
out, and leaves a note which says, “I'm Joe Smith, and as far as
I know the car’s perfeet. Give me a call if it is not.” Whal
Saturn has done is Lo give employees Lhal [ecling of authorship.

Gift of Power

The gift of power—sometimes we Lty to hoard power, we try 1o
keep il Lo ourselves, and what happens is that the organization
ends up powcerless. Leaders give other people power. I give
power to 100 graduate students; they shape the class. Aboul
two years ago onc student raised her hand and asked,

Is Chapter |3 on the exam?

Yes, Why?

Tt sucks.




Why do you think that?

(She guve me her reasons.) Was Lheir anything in thal
chapter thal made sense?

Yes, on page 35 one paragraph makes sense.
0.K. Everything except that paragraph is off bounds.

And the nexi lime we revised the book, we rewrote Lhat
chapter. It doesn’t suck now. How long would we have gone on
with that bad chapter if that student didn’t think she had
power? The students all feel like they have power. Once they
begin to figure that out, once they accept the gilt, once we starl
to rolt, then we have a class that is really what education iz all
ahoul. My colleagues say,

What do you run? A zo00? They talk back to you, they are
raising issues with you.

Do you want lo compare evaluations? On a5 point scale,
you are happy with 1.2, and | don’t like anything below a 5.

That's the gift ol power.
Gift of Significance

But the most important gift of all is the gift of significance.
Significance means belonging Lo a eohesive group that pro-
duces something of value. Think about your own situalion.
How cohesive is il? Do people really feel that they are offering
something of value 1o the est of the world—sa that they are
leaving a legacy. The way we encourage significance is through
all the old fashioned ways thal have been sterilized out of most
of our organizations. That’s the whole idea of music.

A guy | know who is a mechanical engineer called me and
said, “Terry T don’t wanl you to quote this anywhere, but 1 just
wenl to pick up my new Saturn. And you know what happened,
ali the clerks and mechanics came out and sang to me. I felt
like I was joining a family, not jusl gethng a car. Don’t Lell
anyone; I'm a mechanical engineer, P'm tough. Don’t let anyone
know thal I was touched by that.” Singing is the way we draw
together—1ihe alma maters, the songs we sing, Think about
when you hear a song and everything comes back—ithe
feelings, the good feelings, the had feelings. The whole idea of
music is that you touch people. My wonderlul assistant drives
like a fiend. T won't even ride with her. Stop signs scem to

mean to avoid eye contact and accelerate. That’s the way she (44
drives. The other day she got a ticket for going 80 in a 35 zone.

A landscape architecture friend of mine was over io our house

and told me that she saw the woman who works for me in courl

. . Rituatl and
the other day. The judge said, ceremony and
celebration and
How do you plead? stary-telling . . .
. help us touch
Not guilty. sach other in
y . T T : very dee
What is your justification, your excuse? wa;:s - ‘p
Well Sir, when | was driving | was listening to Persian music
and when T hear Persian music I ery and through the tears 1
can’t see Lhe speedometer and 1 am very sorry. 27

So he let her go.

Ritual and ceremony and celebration and story-telling—they’re
also what bind people together. They help us touch each other in
very deep ways, lo experience that common spirit that holds us
together. The Mary Kaye Cosmelics company 1s a genius at this.
That company puts on display what it believes. In the pageantry
at their annual meelings, the sales people of the year are
recognized, and those people indeed feel significant. Stories tell
values, they draw us together. One of the reasons 1 Lake teaching
so very seriously is thul before I teach I tell myself a story about
my father. My father taught school in the L A. public schools for
30 years. When he retired, he started to go to secd, he wasn't
teeling very significant. Bul he called me one day and said he
had to tell me what had happened 1o him. The other day when he
was bowling, a waitregs set a drink down by his scorecard.

T didn’t order that.
Thal man back there did.

He turned around and recognized a student he had 25 years
ago. He recognized him instantly because he had only one arm.
He had taught him to play ball, and the student had wound up
as an all-star bascball player in high school and college.

Mr. Deal, my wife and | would like to take you and your wife
to dinner.

My father and mother were wailing to be picked up for dinner,
and a streteh limousine arrived Lo take them, Well, that really

impressed my [ather; he’d never had aride m a limousine, On
the way back home, the student said thal he'd been waiting 25

years to repay him.




[L]earlership

is ... not about
meelings and
memos and
strategic plans.

L keep retelling myself that story—when I walk in ihat class-
room, it’s not what information I get across but what may | say
or do loday that will make a difference in the life of another
human being. And it may be a long lime, if ever, before | know
it. But by lelling myself that story, | have faith that it will
happen. And so, music, celebrations, rituals, ceremonies,
stories—thesc are what make people feel a part of the whole
and remind them of the deeper purposes that their activities
serve. That's the fourth gift.

Summary

Il you go inside yourself to find and rekindle vour heart and
soul, that’s when you can relaie vour center with other people’s
hearts and souls and find the common spiril thal gives meaning
and purpose to life and gives life 10 organizations.

That’s what leadership is all aboul. It's not about mectings and
memos and strategic plans. Those are all importanl in managing
organizations, but they’re not what touch people in 4 meaningful
kind of way. ach of you has inside of vou the capacity to find
your own Lreasure store and to offer your gifis to other people.
And that’s what your Rellective Human Aciion curriculum is all
about. That’s why it is so important that all of you lake advantage
of what Kappa Omicron Nu has to offer you. Without reflection
you're nol going Lo be able to find yourself.

Let me close by reminding you of the whole message here—
and that is: it’s all inside you. We spend so much lime looking
for leadership outside that we don't go inside. Inside (inside
individuals and inside organizations) 1s where we really find
the “stuff” of leadership. But what we keep doing these days is
looking for wizards—Ilooking for wizards to provide the leader-
ship. looking for wizards to provide the answers.

I'd like to remind you of the Wizard's advice to some of the
charuclers on the yellow brick road. The Wizard acknowledges
that he is a common man and can’t deliver his promises.

Can’t you give me brains? asked the Scarecrow. You don’t
need lhem. You arc learning something every day. A baby
has brains, but it doesn’t know much. Experience is the only
thing that brings knowledge, and the longer you are on earth
the more experience you are sure to get. . . . But how about
my courage? asked the Lion. You have plenty of courage. . . .
All you need is confidence in yourseH. (Banm, 1960, p. 189)

All you need is confidence in yourself,

I’ll say it again, the heart of leadership is in the hearts of
feaders. And so there aren’t any answers; there’s no one o give
you direction; you’re going to have 1o find your own way. By
giving the gifts of love, of power, of authorship, of significance,
you will infuse your life and organizalions with passion,
purpose, and meaning. And that’s leadership.
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Aesthetics and Reflective Human
Action: Implications for Leaders

Marsha Rehm

Reflective human action is a mindful process of meaning-making
that emphasizes authenticity, ethical sensibility, spirttuality, and
features of action. Because reality is constantly changing, we must
continually take reflective human. action to create meaningfiul forms
of experience from diverse parts. One approach that can help us
create meaningful forms from complexity is the aesthetic—an
approach that highlights the following qualities in our activities:
receptivity, reciprocity and playfulness, engagement of emotion and
value, and imagination. Thus, an aesthetic approach can inform and
enrich reflective human action. Implications for leaders include:
fostering opportunities for engeging the senses and imaginution,
building « working environment that is rich in relationships, and
encouraging the arts of storvtelling and playfulness.

As “an active, mind—engaging process of meaning—making in
a community of practice” {Andrews, Milstifer, Rehm, &
Vaughn, 1995, p. 15), rellective human action can lead to the
thoughtful creation of personal and social lives. Rellective
human aclion offers a meaninglul concept for leaders hecause
it weaves authenticity, ethical sensibility, and spiritualily
together with aclion (Andrews, Mitstifer, Rehm, & Vaughn,
1995; Terry, 1993). Such a mindful process of meaning-making
is important to family and consumer sciences leaders working
in a world where reality is conslantly changing. “*What endures
is process—dynamic, adaptive, creative” (Wheatley, 1994, p. 93).

An aesthetic approach can foster meaningful engagement with
multifaceted and complex issues because it enables us to “see
the parts of a whole and how they work together” (Cox-Bishop,
1989, p. 20) and helps us express signilicant values in our
everyday cxperience (Broudy, 1972; Kupfer, 1983). This article
explores how acsthetics can inform and enrich rellective
human aclion. The first section provides a general overview of
several features of aesthetic experience. The second parl
illustrales how aesthetic qualities are reluted Lo features of
refleclive human action. Finally, suggestions [or leaders in
family and consumer sciences are presented.

Aesthetics: Unified Diversity

Kupfer (1983) argues Lhat “a variety of everyday interests and
activilies can {and should) be rich in aesthelic values™ (p. 3),

€.£., poetry, drama, and unified diversily. We often rely on
aesthelic cues in ateas as diverse as education, sports, deci-
sion making, weddings and funerals, choosing polilical candi-
dates, homemaking, and family life (Broudy, 1972; Dohr, 1984;
Moore, 1992). Because an aesthetic approach enhances the
imaginative inlegration of parls to create meuninglul experi-
ences, it can contribute to rellective human action within
family and consumer sciences.

According to Kupfer (1983), aesthetics is invelved whenever
we creale new wholes from diverse parts wilth sensitivity and
meaningfulness:

In acsthetic experience. we respond to what is presented to us by
discriminating among ils constituents so as lo inlegrate them into
a unilied whole. The whale is formed out of the Intcractien
among its parts. While these parts are distinet, . . . their relations
with ane another and their place in the whole is [sic] decisive for
their meaning and their vatue. . . . The parts are inlerdependent,
forming a kind of communily. (p. 4)

Several qualilies that contribute significantly to aesthelic forms
of evervday experience include: receptivity, reciprocity and
playfulness, emotion and value, and imagination.

Receptivity

In aesthetically informed experience we oscillate between
receptivily and activity, “taking in” and “doing.” We initially
must adopl an attitude of receptivity in order to [ully appreci-
ate the diverse clements, interesling relationships, and sensory
riches in the world around us. If we do not perceive qualities
around us, we cunnot interpret meanings or take action
surrounding those qualitics (Fisner, 1990). We must tuke time
1o “let the world in, to perccive it” (Moore, 1992, p. 289) so we
can discover significance in our experiences. “Art, broadly
speaking, is that which invites us into contemplation-—a rare
commodity in modern life. In that moment of contemplation,
art intensifies the presence of the world. We see it more vividly
and more deeply™ (Moore, 1992, p. 286).

“To experience life aeslhetically is 1o sense the drama in every
event of nature, in every moment of life, in the conflicl of eolors
and shapes, sounds and rthythms.” {Broudy, 1972, p. 37).
deBono (1992) argues that we can develop a habit of pausing to
reflect whenever we perceive something dramatic, interesling,
perplexing, amusing, or in other ways engaging. The more
often we stop to ponder and meditatc, the more likely we are io
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gain insight into new connections and to make surprising
discoveries. We must be open to the “inlerpenetration of poetic
image and ordinary life” (Moore, 1992, p. 303-304) if we are Lo
pereeive aesthetic wholes from the switl of chaos around us.

Reciprocity and Playfulness

The creation of new wholes “grows, first, ol of the relation-
ships between an individual and the objeclive world of work
and, sccond, out of the ties belween an individual and other
human beings” {Gardner, 1993, p. 9}. Because an aesthetic
whole is formed out of the interaclion of diverse parts, relation-
ships and reciprocity of parts are also significant. The meaning
of each part of aesthetic experience is influenced by its
relation to the others and by its place within the whole. Kupfer
{1983} points out that “parts or moments enhance and deepen
one another” (p. 38) and a change in any one aspect will affect
the others. If we spend time carefully and intimately engaging
with a subject or project, much like a connoisseur, we eventu-
ally penetrate the depths and nuances pertinent lo the lask at
hand (Broudy, 1972).

Reciproeily includes attending to the balance, harmony,
resolution of conllict, beauty, complexity, theme, and variation
on theme as we enguge wilh our projects and with each other.
Eisner ( 1990} compares aesthelic practices to jazz improvisa-
lion, both requiring the ability to “compose in a constantly
changing context™ {1990, p. 80). H we simply act on impulse,
our experience disintegrates into fragmented aclions. But with
aesthetic reciprocity, we respond to what is presenied o us by
forming new relationships that further contribute to a develop-
ing whole. Over time there is a [luidity from the developing
rhythm. moments of grace, and dramatic lensions that arise
and hecome resolved.

A sense of playfulness, defined as “an exploration of possible
worlds of meaning” {Jardine, 1983, p. 34), is demanded if we are
to fully carry a situation forward. Play spawns the [teedom, -
imagination, emotional inlensily, fun, mystery, and surprise that
are so often absent in our *serious” efforts to succeed. Huizinga
{1955) argues, “It may be that the aesthetic factor is identical
with the impulse Lo create orderly form, which animates play in
all its aspects. . . . Play casts a spell over us; it is ‘enchanting,’
‘caplivating”.” (p. 10). Thus, play often “endures as a new-found
crealion of the mind, a treasure to be retained by memory™
{(Huizinga, 1955, p. 10). Although tension and uncertainty reign

as we “play with” resolving an issue, all meaninglul achievements
involve a sense of playfulness (Huizinga, 1953; Jardine, 1988).

Engagement with Emotion and Value

According to Broudy (1972), values and feelings are expressed
in aesthetic images and forms. He argres that we must learn
about and cherish the most valuable forms: “Enlightened
cherighing can be thought of as a love of objects and actions
that by certain norms and standards are worthy of our love. It is
a love thal knowledge justifies” (p. 6). By caring about the
things in our world thal express values such as love, caring,
freedom, and justice, we can deepen our relalionships and
strengthen our ability to express values in aesthelically rich
forms (Broudy, 1972; Moore, 1992).

One of the most powerlul emotions in aesthelic experience is
the sense of drama. “Tension, suspense, surprise, and drama
are needed for the kind of absorption in life that happiness
requires” {Broudy, 1972, p. 9). The emotions that we feel most
slrongly direcl us, challenge us, lead us into deeper under-
standing, and leave us changed. Emotion helps us integrate
diversc bits and pieces of experience into deeper, more
meaningful relationships and practices. “New relations
emerge, ntew priorities are enterfained, new facets brought
together, as the ordinary is shown to be pregnant with the
momentous™ (Kupfer, 1983, p. 83).

Imaginative Powers

In aesthetically informed experience, we are required “lo make
imaginalive connections, as the form is not handed over
ready-made” (Kupfer, 1983, p. 159). The complexity and
richness of aesthetic experience suggests new combinations
and multiple inlerpretations “[rom the free play of the imagina-
tion” (Kupfer, 1983, p. 159). We imagine the futurc and
interpret the past within a network of meanings—how well
goals harmonize with interests and emotions, possible etfects
on others, effcets on our own development, where we need to
change, and so forth. “Applying the aesthetic ideal can lcad to a
discovery of possible courses of action by which greater integra-
tion, diversity, or growth are achievahle” (Kupfer, 1983, p. 165).

The story form is exceplionally generative of imagined possibili-
ties. Guided by the aesthetic ideal, we can “evaluale the imagined
living as if it werc a work of narrative art” (Kupfer, 1983, p. 167).
{ood stories stir the imagination by bringing to life vivid details of




character, setting, event, intention, and outeome within a mean-
inglul theme. Because “stories create a reality of their own—in
life and in art,” (Bruner, 1986, p. 43}, we use them Lo critique our
current situations and to imagine possible lives (Bruner, 1987).

1n summary, we need Lo strive for sensitivity to the world.
reciprocal and playful inleractions, and emotionally vich and
value-laden images and storics in family and consumer
seiences. In aesthetically developed experience we create deep
and varied connections among diverse paris—gnided by
overarching thematic wholes. The more arifully we 1magine
diverse details and connections, the better we can compose
aesthelically informed life in our organizations.

Aesthetics and Reflective Human Action

Terry (1993) stales, “Many of us sense a deep, pervasive, and
profoundly disturbing disconnection between the world that we
expericnce as we actually live in it and the world that we create
and describe in our rhetoric and imagination™ (p. 113). Forlu-
nately, reflective human action emphasizes the authenticity,
ethical sensibility, features of action, and spirituality needed to
reestablish meaningful connections. The task of leaders in
family and consumer seiences, therefore, is 1o rejuvenale and
strengthen relationships by taking reflective human action. More
specifically, an aesthelic approach can contribule to the authen-
ticity, ethics, and spiriluality of reflective human action.

Authenticity

Authenlicity is a central issue in reflective human action and
leadership (Andrews, Mitstifer, Rehm, & Vanghn, 1995; Terry,
1993). According to Andrews, Mitstifer, Rehm, & Vaughn
(1993), authenlicity means establishing truthful relationships
with oursclves, others, and siluations:
Authenticity is genuineness, il i= trustworlhiness: it entails action
thal is both true and real, wilhin ourselves and in the world. We
are authentic when we discern, scek and live into truth as persons
in diverse communities and in the real world. (p. 23)

The aesthetic ideal teaches us to remain open to relations in
everyday lifc and to imaginatively consider ways parts might
deepen and enhance each other. By sceking aesthetic unity [rom
diversity, we can learn new truths about ourselves and others.

Terry (1993) argues that “lived authenticity is a prerequisite
required to build an enduring, thriving, and hope-{illed future”
(p. 142). An aesthetic approach can help us make more authentic

decisions as we project ourselves into the future, imagining
various repercussions, consequences, joys, and pains of alterna-
tive story hines. “This imaginative play enables the individual to
foresee not merely moments of pleasure and pain, but relations
among [ar-reaching habits and interests” (Kupier, 1983, p. 141}.

“*Authenticity requires embodiment; it propels us to participate
in life: it empowers™ {Terry, 1993, p. 128). Authentic action
requires us to aclively engage in relationships with people and
our world. The aesthetic qualities of receptivity and playful
responsivity can empower us to embody new and more authenlic
forms. When we think of life as an art, we consider il open Lo the
creation of new solulions. We remain open to the world, imagining
inrlO\-'atil‘ms aﬂd Newness,

Art {ocuses on the journey as a historical trip but highlights
the receiving and ereating aspect of human dwelling, the (low
ol past and future inte each other that clarifies sense and
signilicance for the journey itself. Art is that process which
reveals our being to us, gives shape and substance to the
journey, calls us not only to attend to ourselves and others, but
also 1o stand, o presenl ourselves, to articulate values, and to
he centers of authenticity. (Terry, 1993, p. 179)

The aesthetic goal of achieving harmonious form from complexity
implies that there is always hope that a vision can become real. T
aesthetically oriented organizations, we slrive Lo shape our
journeys based on genuineness and truth in concrele silualions.
Complex emotions, values, aspects of character, and action can
becone inlegraied into harmonious—yet fluid and playful—lorms.

Ethical sensibility

Ethical principles such as responsibility, love. participation,
{reedom, and justice guide reflective human action (Andrews,
Mitstifer, Rehm, & Vaughn, 1995). Reflective human aclion
involves considering Lhe needs of others, discussing ethicul mean-
ings, and using ethical methods in goal achievement. As Terry
(1993) states, “One aspect of ethics is knowing what to do, the other
is doing i” {p. 133). Although it is not always clear how we should
praclice these principles in specific situations, we should seek
answers in the spirit of the common good. Once we arrive at a vision
of the common good, we need 1o carry through with our actlion.

Because refleclive human action is inclusive of relationships
among all people, it “can transform apparenl opposites into

polarities and typologies, reaching out to embrace differences
while holding to a recognizable center” (Terry, 1993, p. 127).



A deep sense of connection and responsiveness undetlies both
ethical and aesthetic sensibilities. If “relationships can both
communicate a social message and can be characterized by
beauty and dignily” (Bowers, 1990, p. 76), aesthetic criterla
can guide ethical action in our communities. Like good art, a
good community cherishes reciprocity among many parts, a
sense of the whole, and shared ends. As Kupler (1983) puts it,
crealing & community is cssentially an aesthetic pursuit:
A social community is a whole, complete in itsell. Since it consisls of
people in retation to one another its existing for the sake of itsel( as
an ongoing whole implies existing for the benefil of its members and
their relations. The strength of the whole requires the integrity and
autonomy of ils constituenls as well as their mutual support. {p. 74)
Kupfer adds that the contributions of all members are essential
to the whole, and the community “squanders none of the talent,
industry, or capacity of its members” (p. 74).
Becuuse each person is vital to the success of the whole, all
members must participate. If members feel they are an integral
part of the whole, they will cherish the community’s existence
and take time Lo artfully shape it for the good of everyone.
There is an emotional deepening when we are “anchored in a
sphere wider than ourselves” (Kupfer, 1983, p. 83). Free play
is needed for individuals to respond Lo each other in the
ongoing experiences of community-making (Jardine, 1988}. To
Huizinga (1955}, a “magical” bond tends to form when “shar-
ing something important” (p. 12) in a play community.

By virtue of the fact that “both the reconciliation of tensions
and dovetailing of the diverse call for freshness in invention
and vision” (Kupler, 1983, p. 77). an aesthetic approach to
ethical issues challenges everyone to fully use their imagina-
tions. Diversity and lensions are viewed as essenlial elements
that excite and enrich the greater whole. Becanse stories capture
numerous delails, themes, and possibilities, they provide a
“major link belween our own sense of self and our sense of the
social world around us. The common coin may be provided by
the forms of narrative that the culture offers us” (Bruner, 1986,
p. 69}. Artful organizations honor the “iribal storytellers,”
experienced members who pass on the history and values that
bond individuals into a group (DePree, 1989). Ethical sensibility
can emerge if aesthelic ideals—harmony from diversity, resolu-
tion of dramatic tensions, and balance of interests—are held as
a communily continues to develop a shared story.

Spirituality _

According to Terry (1993}, spirituality exhibits faith and
courage as we engage with the world, even when there are no
answers. “In the broadest sense, spirituality is an aspect of any
attempt to approach or attend to the invisible factors in life and
to transcend the personal, concrete, finite particulars of this
world” (Moore, 1992, p. 232). We have faith that “any authen-
lic act, no matter how small or seemingly insignificant, is
upheld by the universe as worthy and honorable” (p. 274).
“For what we do, in the final analysis, rests solely on our faith
that our actions in cur families, communities, associations,
institutions, and the world contribute to the well-heing of all
those we touch and serve” (p. 274).

The aesthelic approach can heighten imagination and deepen
the sense of connection within a greater whole. “When imagi-
nation is allowed to move o deep places, the sacred is re-
vealed” (Moore, 1992, p. 289). Aesthetic experience is about
creating beauty and transforming the ordinary into expressions
of deeper and wider meanings. In our organizations, the “stuff
of the world is Lhere to be made into images that hecome for us
tabernacles of spirituality and containers of mystery” {Moore,
1992, p. 301). We can reflect the poetry, beauty, rhythm,
emotion, and value of spirilual meanings in our prejects,
conversations, and tradilions.

Every lime we engage in action, we are demonstrating spiritual
faith that we can artfully create a meaningful future for ourselves
and communities from previously unconnected parts. Spirituality
“lhrusts us back into life with all its hurts, paradoxes, and evils”
{p- 272). Artful organizations are comprised of people who share
much more than talents and joys; people become so intimate
with their work and the group that they can weep for each others
sorrows, betrayal of ideas and principles, or other disappoint-
ments that afflict the spirit (Chappell, 1993; DePree, 1989).

Features of Action

Of course, one of the most crucial elements of reflective human
aclion is action itself. Regardless of the specific action, every
aclion has seven [ealures. The reader is invited to consult
Terry (1993) and Andrews, Mitstifer, Rehm, and Vaughn (1995)
for a full discussion of these features, but they can be summa-
rized briefly here:

I. Mission: the purpose, vision, goal, or direction toward which

action is directed




Leaders apply an
aesthetic
approach by:

1. Cultivating
the creative
form-making
capacities

2. Maintaining
an aesthetically
pleasing
environment

2. Power: the decision, commitment, and passion that gives energy
to action

3. Siructure: lhe arrangements, plans, forms, and processes through
which to accomplish action

4. Resources: anything usable and measurable to accomplish a

mission

Existence: the ecological and historical setting of action

6. Meaning: the why of action, values, Teasons

7. Fulfillment: the completed act, the embodiment of aclion.

=

By carefully examibing each feature of action, we can frame
issues and resolve problems more authentically.

Aesthetically framed questions can lead 1o new insights: What
needs to be changed in the mission, power, or structure s0 that
people can respond with authenticity and cherishing? What can
be changed in the resources, structure, or mission to deepen
identity and meaning? What do stories within the organization
reveal about weaknesses and strengths of each [eature? What
tensions arise helween the features of action, and how can they be
nsed for dramatic meaning? Are resources aesthetically unified
with [he mission and other [eatures? Are beauty and poetry
needed in any of the features? The imaginative application of
aesthelic criteria offers a fresh way to assess and carry out aclion.

Implications for Leaders

Family and consumer scientists are challenged to iake reflec-

tive human action in an age of uncertainty:
Tn this new world, you and | make: it up as we go along, not
because we lack expertise or planning skills, but because that is
the nature of reality. Realily changes shape and meaning because
of our activily. And il is conslantly new. We are required to be
there, as active participants. Tt can’t happen without us and
nobody can do it for us. (Wheatley, 1994, p. 151)

Il aesthetic qualities inform our ability to unify diverse ideas,
personalities, information, and materials into meaningful forms
(Kupfer, 1983}, we musl attend to organizational aesthetics. In
short, leaders must actively cullivate the creative, form-making
capacilies of each member in communities of practice.

Because the care we give to our surroundings reveals much
about how we care for ourselves and others (Broudy, 1972;
Moore, 1992), leaders must maintain an aesthelically pleasing
environment. “If persons enjoy a sense of satisfaction and tolal
involvement in their visual experiences and what they per-
ceive” (Dohr, 1984), they are more likcly to connect with their

splntuz.ality and authenticity (Moore, 1992). “The use of space 3. Viewing

and objects creates new attention to seeing and knowing. z;o:f:e;::z:ﬁng
7. T . - . . -

Viewers imaginations are stimulated through the freedom to

‘ nity for enjoying
create meaning for themselves” (Dahr, 1984, p. 595). beauty, creating

meaningful form,

I.eaders should ensure that the work environment is full of and expressing
texlure, color, shape, sound, pattern, and tmagery so thal z:’;s:on and

authentic and imaginative possibilities will be generated.
Every person needs a place they can call their own, seating
atrangements should be circular so each person can participate
equally, and desks and other physical barriers between
conversing people should be removed (Chappell, 1993). When
possible, work and meetings can be conducted in places that
generale receptivity, playlul reciprocity, emotional investment,
and imagination—be i1 in coffee shops, parks, or homes.

4. Sharing an
aesthetic sanse
of togetherness

The entire process of solving problems should be viewed as an
aesthetic opporlunily for enjoying beauty, crealing meaningful
[orm, and expressing emotion and value (Dohr, 1984). Leaders
need Lo stop asking people to get things right; they need to start
asking people to engage in life with a level of playfulness
(Wheatley, 1994}, Aesthetic freedom to experiment is needed so
everyone can be “delighted by the surprises” (Wheatley, 1994,
p- 142). T.eaders must invile the play atmosphere which prompts
dramatic tensions, diversity, responsivity, and imaginalion.

The acsthetic abilities of all members must be tapped so that the
organizalion can become an authentic play-community—where
people share an aesthetic sense of togetherness {Huizinga, 1955)
and a spiritual faith in the future. But because many family and
consumer scientists lack a solid education in the artistic side of
hife (Cox-Bishop, 1989), leaders may need to take direct steps to
cultivate aesthetic sensilivilies within their organizations. Artists
and scholars of aesthetics could be asked to conduct educational
workshops 10 help members become more accustomed to the
aesthetic approach.

Kappa Omicron Nu's professional development module, Leader-
ship: Reflective Human Action (Andrews, Mitstifer, Rehm, &
Vanghn, 1995), includes several cxercises designed to increase
aesthetic understanding. For example, individuals and small
groups can be asked 10 describe their organization specifically
in lerms of art concepis such as: eolor, shape, paitern, beaul\-','
style, poetry, dance, contrast, thythm, tension and resolulion',
and drama. They can be asked to notice interesting details in
their environment and to share what is appealing to them.
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5. Assessing
mental patterns
and inner
dialogue

6. Developing
rich and diverse
relationships

7. Developing
unigue evalua-
tion modeis

Neck and Barnard (1996} argue that professionals mprove their
performance, confidence, and feelings concerning their work if
they reflectively assess their mental patterns. If individuals
observe and record their beliefs and assumptions, mental
imagery, and inner dialogue surrounding specific issues, they
then can analyze positive and negative patterns. Family and
consumer scientists can be asked Lo keep records of thought
patierns surrounding important issues—followed by individual
and gronp asscssments of how these patterns relate to aesthetic
qualities and how 1o enhance an artful approach to thinking,

Although each individual needs to fully tap personal aesthetic
sensihilities, Wheatley (1994) also reminds us that achieve-
ments emerge from groups that are rich in relationships:

Innovation js fostered by information gathered from new connec-
tions; from insights gained by journeys into other disciplines or
places; from active, collegial networks and fluid, open boundaries.
Innovalion arises from ongoing circles of exchange, where informa-
fion js not just aceumulated or stored, but created. (p. 113}

If Jeaders must help initiate relationships by widely distribut-
ing information (Wheatley, 1994), ethically and spiritually
salisfying organizationa! forms will be multiplied.

Leaders can initiate opportunities for diverse individuals 1o
interact and respond to each other concerning aestheties. For
example, Rowley and Hart (1996) suggest that vi deo case
studies be used to enable groups to share experiences and
reflect together on common issues. Leaders in family and
consumers sciences can identify educational (or even realistic
[iction) videotapes that focus on a pertinent organizational
issue, then ask members to analyze issues according to
aesthetic criteria (such as halance ol parts, harmony, rhythm,
spirilual meanings, imaginative expression). I people are
willing, actual organizational meetings and other activilies
could be videotaped, then analyzed for aesthetic qualities and

areas needing improvemenl.

Sahakian and Stockton (1996) argue that teachers should
collaborate to generate their own models for observing each
other—rather than relying on the leaders Lo observe and evalu-
ale performance using exisling evaluation forms. Each team can
establish its own issues, ask questions about how to approach
jssues, and arrive at reasons for choices. Similarly, teams n
family and consumer sciences organizalions can be formed to
arrive at ways to help improve the artistry of tasks and interac-

tions: How can tensions he resolved? What parts of the whole
ne.ed attenlion? Are emotion und play integrated? Is each person
spiritually connected to the on-going organizational drama?

One powerlul mode of meaning-making is through storytelling.
An aesthetically ordered group will celebrate diversity and
dramatic tensions, all within shared themes (Bruner, 1986,
1987) in Lhe continuing organizalional story. If leaders conéider
all members to be “great weavers of tales, outdoing one another
around the campfire to sec which stories best capture our
imaginations and the experiences of our lives™ (Wheatley, 1994,
p- 142). a continuing group narrative can develop. Members
should be encouraged 1o imagine many possible worlds as they
anticipate the future through stories (Bruner, 1986). -

LeadEfrs can structure opporlunities for storytelling within their
organizalions in several ways. Ackerman, Maslin-Ostrowski,
and Christensen (1996} suggest that members of a group can
gain new understandings and explore imaginative pbssibilities
by sharing written stories. Participants might write a one-page
story about a real life work experience—developing the
personality of a lead character, giving a title, and détailing
dialogue—to share and discuss in small groups. Leaders in
tamily and consumer sciences similurly could use members’
stories lo reflect on a wide variely of organizational issues—-
authenlicity, ethical relationships, spiritual needs and
strengths, features of action, value expression, or imaginative
opportunities, to name a [ew.

Chappell (1993) believes that people need to share personal
stories as well as professional slories in order to develop deep
honds that build unity and “send the message to the commu-
nily that it has permission to be fully human at work™ (p. 74).
Family and consumer secientists could adapt several of
Chappell’s techniques: bringing members 1ogether specifically
lo tell personal stories ranging from “How [ met my spouse” to
“My greatest fuilure,” taking time to ask people about events in
their lives, celebrating events of common living such as
birthdays and retirements, beginning meetings by telling a
brief story, relaying storics in newsletters, and sponsorin-'g
cultural or educational evenls lhat weave the nrganizatioﬁ’s
story into the communily atl lurge.

Finally, research studies should be conducted regarding the
aesthetic dimensions of leadership and organizational develop-
ment in family and consumer sciences {Cox-Bishop, 1989,

8. Using storles
to reflect on
issuas and bufid
community




Rehm, 1992-93; Van Dommelen, 1975). Interpretive studies
are needed to reveal the nature and meanings (Hultgren, 1989)
of aesthelics in the organizational work and leadership in
consumer and family sciences. Critical studies could illumi-
nate oppressive personal and social conditions (Plihal, 1989)
that prevent members and leaders of our organizations from
engaging in aesthetically satisfying work.

There is no limit to the possible ways that leaders can acstheti-
cally approach an organization’s authentic values, ethical
sensibility, spiritual essence, and actions. According to
Wheatley {1991), *“We need to be able Lo Lrust that something
as simple as a clear core of values and vision, kept in molion
through coniinuing dialogue, can lead to order” {p. 147). From
an aesthetic perspective, organizational members’ imaginations
will grow as they engage in the wotld with the reciprocity of a
dance. “Knowing Lhe steps ahead of time is not important;
being willing to engage with the music and move freely onto
the dance floor is what’s key” (Wheatley, 1994, p. 142-143).

Conclusion

If leadership is “to take responsibility for ourselves in concert
with others, seeking to create and build a global common-
wealth worthy of the best that we as human beings have to
offer” (Terry, 1993, p. 275). the aesthetic perspective can teach
leaders to do so with beauty and poelry. Leadership can
become a playful thythm of receptivity lo the world, respond-
ing to what is presented, building connections, and creating
unified forms {rom diverse parls. Organizations can become
authentic and spiritual communities, bonded by a continuing
story with dramatic questions and imaginative visions. Aesthet-
ies can empower each individual to express a unique voice and
each group to create uniflied forms of action {Rehm, 1993}.
“Thase who give voice and form to our search for meaning, and
who help us muke our work purposcful, are leaders we cherish
and 1o whom we return gift for gift” (Wheatley, 1994, p. 135).
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Reasoning Strategies for Achieving
Ethical Leadership

Joan I. Quilling

Ethical leadership is humanistic and visionary in nature. It is
couched in such core values as that of trust, respect, and fuirness.
Leadership can be more ¢ffectine within groups when decisions are
viewed as open, interconnected loops that raise human aspira-
tions. Of the several approaches available for developing ethical
leadership skills, hermeneutic circles provide a sound means for
interpreting and assessing ethical action. When coupled with core
values, hermeneutic circles enable leaders to envision the impact
of individual and group actions upon social networks.

Democracies depend upon the witlingness of individuals and
groups to participale in setting agendas for action. Tmplementing
the desired actions of individuals and groups rests in the hands of
elected and appointed leaders. Preferably, those individuals are
chosen by an objective process that limits bias in their sclection.

Leadership is a complex term involving numerous [acets.
Traditional perspectives of leadership may view it as a complex
of styles and/or behaviors (Daniels. 1983). Or, in democralic
sellings, leaders coimand and/or guide groups (Beal, Bohlen, &
Raudabaugh, 1962). These traditional perspectives of leadership
have given way to more fluid conceptions of the lerm. Recent
discussions of leadership have [ocused vpon leaders as visionar-
ies, as individuals capable of empowering others, and as indi-
viduals who follow acceptable standards of behavior, i.e., ethics
(Boatman & Adams, 1992; Wilcox & Ebbs, 1993). From his
research, Terry (1993) proposcd a theory thal combined six
historical views of leadership with authentic aclion.

This paper compares autocratic and humanistic organizations in
discussing the role of ethics in orgunizations, describes various
approaches for developing ethical leadership, and explores, in
depth, the concept of hermeneutic circles us a means of mterpret-
ing and assessing cthical action. For purposes ol simplicity of
discussion in this paper, the leaders of the newer, more humanis-
tie, values-based approaches of leadership will be called ethieal.

Organizational Contrasts

The social nature of organizations is frequently overlooked. The
selling in which leaders function is tied to perceptions of leader-
ship. Although organizations are goal oriented around a certain

mission, they are also social in nature. The social nature of the
organization is {requently classified as aulocratic or humanistic.
Much time and group effort, however, are expended in policies
and guidelines governing performance. deVries (1986) believes
that humans follow the laws and precedents they create and that
soelal structures are cultures that influence performance, The
autocratic organization stresses lines of command, specific
positions, and controlled petformance. Such organizations,
according to Smith (1992}, help to create inequality.

Humanistic organizalions, on the other hand, stress
nonhierarchical structures, webs of relationships, equal opportu-
nily, and a sense of community. I.eaders of these organizations
are viewed as having a frame of reference that better supports
the core values of trust, respeet, caring, responsibility, justice,
fairness, and citizenship (Bunting, 1991).

Core values are the foundation of ethical behaviors (Walker,
1993). In humanistic organizalions, the leader’s ethics are crucial.
Ethical leaders help to hold the cultural group together (Barge.
1994). Fthical perspeclives in autocratic organizations may be
less subject to queslion because the lines of command are well
defined. People ure relegated to specific line and stall pusilions
{rom which there is little deviation. And, they are encouraged to
be ohedient in following directives from those above them who
have more seniority or prestigious posilions. In humanistic
organizations, groups form and reform around changing tasks. The
ethical stance of the posilional leader becomes a part of the work
and social networks within the organization. As the leader moves
from group o group, dialogue about group tasks and social
relalionships occurs. How people are treated with regard to core
values across groups aftects performance significantly.

When individuals have the autonomy 1o initiate and carry out
independent tasks versus dirceted tasks within aulocratic
organizations, motivation comes from within versus outside Lhe
individual. Core values become the driving [orce behind ndi-
vidual initiative. As Boalman and Adams (1992) suggest, “[wlhat
begins with the individual in a single organization could ulti-
mately affect o community, a society or even the world” (p. 62).

Blyder (1994) peints out that Western cultures are dominaled by a
focus on “initiatives and power”(p. 126). Retaining the status-quo
or keeping an organization on a [ixed course reduces uncerlainty
and increases conirol. As control increases, grealer accuracy in
prediction accurs. Scientific research is based upon this premise,



and leaders holding this perspective seek control s0 that outcomes
can be assured. When groups and organizational setlings are
dominated by control, the non-ethical values of money, power, and
preslige., among others, take precedence. The dominance of non-
ethical values in organizations makes them static and less capable
of change because individual achievement is stressed over group

achievement.

With ethical leaders, however, care values take precedence; they
Lranscend time and place (Walker, 1993). Core values provide
leaders with the capacity to create the statc of mind of societies
(Boatman & Adams, 1992). Leaders of groups or organizations
connect people Lo outcomes. When the conneetion focuses upon
performance, monelary gain, and self promolion, the outcomes of
group activities become lost in the ongoing ellort to compele.
Ethical leaders, on the other hand, look at the impact of whal
they do related to not only their organization but 1o ones that
interconnect, The give-and-take that oceurs through these
connections impacts ever greater numbers of people, ultimately
transforming cultural groups (Deshler & Selener, 1991).

Lthical leaders view groups as open loops. These loops continuously
expand to encompass related entities. The groups touched by the
ethical leader reform ideas and decisions to better reflect new data
entering the organizational loop. As ethical leaders infuse core
values throughout the interconnected loops, they continuously raise
human aspirations and performance (Boatman & Adams, 1992).

Performance Strategies for Ethical Leadership

As societies develop global orientations, core values become a
dominant force. They assure that group interactions are
dependable. If diverse groups cannot interact on some unified
basis, relalionships are tense or disunity ocears. Leadership
grounded in core values is emancipative. It frees individuals
from cthical relativism so they can concentrate on group goals
whelther it be trade, human rights, a sharing of the arts, or
other forms of interaction (Deshler & Selener, 1991).

Group members hold high expectations for their leaders. They are
quick to criticize leaders when jobs are lost, goals are not met,
conflicts erupt, or other negalive outcomes occur. Leaders capable
of navigating the shark infested waters of leadership typically have
to develop their skills through personal initiative. There are some
limited forms of leuadership training such as working one’s way up
the ranks while learning from mentors, or attending training '
sessions designed to prepare leaders wilh specific skills. Because
the goal flor leaders is to express themselves fully, they must
discover “who they arc, what their strengths and weaknesses are,
and how to fully deploy their strenglhs and compensatc for their
weaknesses. . .. The key to full sell-expression is understanding
one’s self and the world, and the key to understanding is learning
from one’s life and experience” (Bennis & Goldsmith, 1994, P .
23). Leadership development, therefore, is highly personalized.

A variety of stralegies have been suggested for developing
ethical leadership. Several of these are discussed below, The
list, however, should by no means be construcd as exhaustive.

One strategy that can be used to help leaders develop ethical
hehaviors asks them to commit a code of ethics to memory. The
majorily of professional groups have developed such codes.
These codes reflect a variety of core values. Core values “govern
human effectiveness” (Bunting, 1991, p. 40), help lcaders make
informed judgments (Wilcox & Ebbs, 1993), and clarify personal
biases (Evans, 1993). Preprofessional education can easily
require such a skill. Tndividuals can be graded on how well they
remember euch principle. Memorizalion is one of the oldest h
teaching/learning siralegies. This approach may still have merit.
But, memorization does not assure performance; grades do not
guarantee use once the course is completed.

Another approach for developing ethical leadership involves
observation of the behavior of others when fuced with an
ethical dilemma. Follow-up dialogue is required to examine
and interprel ethical performance. An chservation instrument

Strategies for
developing
ethical
leadership:

1. Memorizing
codes of
conduct

2. Observing
and assessing
human perfor-
mance

cun provide the standards (core values) for ethical performance

Leadership
grounded jn core Ag global interactions increase, leaders encounter cver more as a means for recording the observalion. An observation
values is T, e S ) . TN 5 :
emancipative. diverse groups. The majority of us work in sr[mll, closed process can help each person betier recognize when their awn
societies or groups within a larger enlture. We expecl our hehavior is less 1han ethical. Dialogue regarding professional
leaders to seek out and interconncet our group with others applications of core values in specific settings helps individu-
9y having similar goals for the mutual benefit, support, and/or als understand their application. This approach requires a

highly skilled discussion leader to help preprofessionals and
professionals interpret the ethical applications of core valucs.

profil of all. Collaboration and teamwork help 1o raise the
“level of cthical aspiration” (Wilcox & Ebbs, 1993, p. 38).




3. Using
common sense

4. Carrying out
ethical decision-
making
strategies

5. Using
hermencutic
circles to

analyze contra-
dictions in
behavior and
policy

A third approach for developing ethical leaders involves depen-
dence upon the leader’s intuition or common sense. Wilcox and
Ebbs (1993) suggest that leaders imagine themselves in various
dilemmas and then compare possible decisions with whal they
intuitively know to be right. The questions that arise include: How
do leaders develop such critical intuition? Do we expect them to
come to the profession with the core values in place and fully
functioning? Such an expectation is probably naive. The majority
of individuals have had only limited testing of their core values
over time, Those lests may not have heen accompanied by
opportunities to analyze and reflect upon decisions made. Thus a
leader may lack skill in applying core values to ethical difemmas.

A fourth approach to developing ethical leadership involves
ethical decision making (Walker, 1993). An eighl step process
consists of the following approaches:

*  Analyzing the situalion

¢ Tdentifving the problem

¢ Identifying the stakcholders in a decision

¢ Teveloping oplions

¢ Eliminating uncthical options

*  Evaluating censequences of ethical allornatives

¢ Selecting the mwost ethical alternative

¢  [mplementing the choice

The author cautions that when siriving to make ethical deci-
sions, choices may require sacrifice and not be benelicial to all
who might be affected by the decision. Tn addition, individuals
can know the logic of decision making, but emolions, attitudes,
and cultural norms can override logic. Personal preferences {non-
ethical values) [requently take precedence over core values.

The {ifth approach is grounded in hermeneutic circles. Herme-
neulics is a philosophical approach that focuses upon “underly-
ing principles which guide . . . interpretations of Lex1” (Pepinsky,
1982, p. 83). The philosophy was propesed by Habermas in an
attempt to resolve divisions between values, [acts, theory, and
practice (Ewert, 1991). Hermencutics is a “comprehensive theory
ol ralionality sufficient to encompass science, morality and arl ...
{Ewert, 1991, p. 316). Hermeneutic circles are designed 1o
respond to paradoxes or contradictions in thinking, They help to
reveal the hidden values in our thinking. Keep in mind that text
analysis s the primary medium used 10 apply these ideas.

L

deVries {1986) poinls out that hermeneutic circles are open
loops ot incomplete eircles. There is always a need (0 seek new
underslandings. We may live and work under a set of principles,

but the ethical leader continuously contributes to the ongoing
development of the principles. S/he [ully realizes that open
loops help us rise to “higher lovels of understanding” (p. 143},
Similarly, Andrews, Mitstifer, Rebun, and Vaughn (1995) label
such leaders as authentic; they tend to “cultivate a sense of
openness and wonder” (p. 6).

When using hermeneutic cireles, deVries (1986) suggests three
processes lo use in their application.

First, we must examine the culture that surrounds our interpre-
lations,

Second, we follow the policies of the organizations to which we
belong but we also contribute to their contimrous development
and interpretation.

Third, we constantly seek higher levels of understanding of the
policies we use so that truth and justice are a part of our
decision-making process.

Two examples in the following text atlempt Lo apply the
hermeneulic circles process to human interaction.

Example |

Janice is u young entry level professional who has recently been
asked by her employer to choose a supplier for a lurge number of
advertising posters for her company. She meets with severa
suppliers. Supplier A provides a low bid [or the work but the
product lacks color and impact. Supplier B can provide a
colorful. high impact poster but would charge $3.000 dollars
more than the low bidder. Supplier ¢ can meet the low bid and
provide a colorful product, but the paper stock is inferior.
Supplier C also offers a [ree trip to a health spa if the company
sends them business. Janice’s Lypical standard is to select the
lowest bidder. Janice discusses what she has found with a
colleague. The colleague, Marsha, tells her that most buvers look
at low bid hul also consider the perks that are offered by the
supplier. In fact, Marsha jusl returned from a eruise provided by
one of the supplicrs she selected for a company project. '

Tn analyzing this situation, Janice needs o realize that whatever
course of action she chooses, satisfactory closure of the decision
way nol be possible although a supplier can he selected. The
ethical leader is well aware that (a) policics are typically
incomplete because they serve as guides versus strict slructures




of performance; (b) interpretations of decisions can vary widely
among individuals and groups so we must analyze the eulture
surrounding our decision; and (¢} one needs to be open and seck
oul allernative solutions because of the incomplelencss of most
policies {(deVries, 1986). No matter which bidder Janice selecled,
she would face some desirable (reasonable price, special Lreat-
ment} and undesirable {lack of color and impact, excessive cost, or
inferior paper stock) consequences. Contradiclions are involved in
whatever choice she makes. deVries (1986) suggests that such
dilemnmas hone the ethical leader’s skills in making the organiza-
tion [unction more effectively. An awareness of hermeneutic cireles
coupled with a solid grounding in core values enahles the ethical
leader to point out contradictions to others, seek new facts and ideas
to support a position, help others participate in resolving dilemmas,
and reevaluate the nsefulness of policies. A knowledge of core
values, ethical decision-making strategies, and hermenentic circles
helps leaders perform ethically in humanistic organizations.

Example Il

Arthur is teaching a family relations class at a local university.
He is responsible for several sections of the class three times a
weck. Onc of the class sections includes 509 Alrican Ameri-
cans, 10% Hispanics, and the remaining studenls are white.
When class discussions occur, Arthur [requently asks penetrat-
ing yueslions of while students but relatively simple ves/no
questions of the African Americans and Hispanices in the class,
When African American students compare their graded papers
with others in the class, they note that the white students reecive
a morce critical analysis of their work than they do. They also
nolice that Arthur spends considerable time aller class discuss-
ing ideas with the while students. When Alrican Americans and/
or Hispanies join the group, the discussion tends to end rapidly.
The university which employs Arthur has an affirmative action
office and clear policies outlining nondizeriminatory behaviors,

Students in the class [ace contradictions belween [acully
Lehavior and universily policy and between the core value of
equal treatment and their role as students whose grades may
suffer if a faculty member’s discriminatory behavior is reported
to the affirmative action office,

In this hermeneutic circle, {a) the faculty member does not
subscribe 1o policies which are in place; (b} there are a variely of
ways this problem could be dealt with, ranging [rom speaking 1o

the facully member and dealing with the consequences of such
action to registering a formal complaint with the affirmative
action office; and (c) a discrepancy exists between the policies
and their application. Awareness of this discrepancy ean lead
lo a clearer focus on value posilions and prohlem solulions
versus resorting 1o violence or class disruption to bring about
changes in poliey interpretations. The conlradictions can be
used as a basis upon which to set an agenda for action on the
part of the students, faculty, and/or administration. By clarify-
ing how and under whal circumstances the contradictions
contribute to inequilies and the oversight of core values,
policies and core values can be interpreted more elfectively
ancl equitably. The use of the hermeneutic circle enables
leaders to initiale a quest for ethical balance and justice for the
groups which experience the impact of the decisions. Its use
will not prevent errors in judgment but can foster the develop-
ment of sound rationales supporting organizalional decisions.

The hermenculic circle was designed for use in analyzing written
policies. An allempt was made here to broaden that analysis to
encompass Lhe human dimension impacted by these policies.

Summary

As societies become more globally oriented through electronic,
economic, and personal linkages, core values become 1he founda-
tion for guiding organizational hehavior. Ethical leaders reflect
core values through the siralegies they use 1o interconnect groups
for meutual profit and humasn welfare. A variety of sirategies can
serve as guideposts in helping leaders create greater unity among
groups. Some of these strategies include memorizing codes of
conduet, observing and assessing human performance based upon
core values, using common sense, carrving out ethical decision-
making stralegies, and analyzing contradictions in behavior
and policy through the usec of hermeneutic circles, The latler
strategy, when coupled with a comparison and contrast of
policies with the core values involved in human interactions,
cun provide leaders with a clearer vision of those behaviors
that reflect a critical standard or guide for human behavior and
enhance ethical decision-making.

Memory, intuition, common sense, and knowledge of ethical
decision-making individually lack the depth of analysis necessary
to assure ethical performance, The complexity of ethical behavior
requires a depth of analysis that is grounded in core values and
ethical in nature if organizations and societies are to survive in an




increasingly interdependent and confrontalional world. The
use of hermenentic circles can strengthen a leader’s ethical
role in organizations. Their use can contribute authentic action
which involves the “search for the common good among the
diversity of perspectives” (Andrews, Mitstifer, Rehm, and
Vaughn, 1995, p. 13). Their use will not prevent ethical
blunders but can cause a leader to pause and cross-check
decisions against a process thal focuses upon the contradic-
tions within our decisions and the value premises that guide
the outcomes we choose,
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Creating a College Capstone Course
Based on Reflective Human Action

Connie J. Ley

This article describes one avademic units experience with developing
a capstone conrse. based on the reflective human action model, This
illustration, while unique to one program, may suggest applicability
to other family and consumer science units in higher education.

“The Place of Family and Consumer Sciences in Higher
Educalion” was the theme of the Spring 1995 issue of Kuppa
Omicron Nu FORUM. Authors in this volume explored the
possible fate of the discipline in higher education. The case
was made for a model of integration to address pervasive
problems confronting society (Lerner, Miller, & Ostrom (1995).
Several authors made recommendations for creating strong
well-grounded programs that will in the end sustain the
profession. Fahm (1995) championed educating strong leaders,
and Weiner (1995) stressed the importance of maintaining
program viability and visibility. One significant way family and
consumer sciences can heighten visibility and remain viable
within the university community is through its participation in
the general education program offered by the instilution.

The Department of Family and Consumer Sciences (FCS) at
Ilinois State has played an active role in the university’s
general education program for more than twe decades. In 1990,
the university community felt compelled to examine its general
education program. The entire university facully questioned
the expanse of the program which provided only one common
course for students university-wide and a selection of nearly
300 courses which students sclf-select from among eight
course groupings in the university studies program. Thus
began the venture of redesigning a meaningful, provocative
general education experience for Dlinois State students. An
explanation of the tolal process of developing this new general
education program is perhaps more appropriately described in
another manuscripl prepared by the university committee who
labored on the development of the project. The commentary in
this article focuses primarily on one department’s efforts to
creale a valid capstone course for FCS students as a culminal-
ing academic experience for both general education and the
majors. Student comments, in their own words, are shared to
indicate their valuable contribution to planning.

Dr. Ley is
Professor and
Chairperson,
Department of
Family and
Consumer
Seclences, Iilinois
State University.




Applying University Criteria

The Department was obliged to develop a course based on
criteria eslablished at the university level. Figure 1 includes
the capstone guidelines provided by the university committee
that created the new general education program.

In addition to the specifie directives, the course would need Lo adhere
to an overall philosophy and to goal slalements that had been deler-
mined [or the new general education program, approved by the
Iineis State University Academic Senate on February 23, 1991.

Creating a Disciplinary Capstone Theme

State Universily has offered a required senior seminar for
majors since 1987. “Contemporary Issues in Family and
Consumer Sciences™ is a one-credil course which gives
students an opportunity to synthesize their undergraduate

The Depattment of Family and Consumer Sciences at Illinots ] ’

experience; look toward their future as professionals; und
examine enduring issues in the field gencrally and in their
areas of specialization particularly.

The proposed general education program requires all students
to complete a capstone course which is intended to synthesize
their general education experience. The Department viewed
the need to develop a new and different capstone course for
majors as an opportunily te expand on some imporiant content
and processes which had only heen touched upon in the one-
hour seminar. In addition, the new course could incorporate
new ideas and themes.

Several FCS faculty members discussed the possibility of includ-
ing leadership as a worthy Lheme for a capstone course. From this
spark of interest, it became apparent that leadership couid in fact
hecome the focal point, the organizing theme of the entire
capstone experience. Coincidentally, the Kappa Omicron Nu
medule on Leadership: Reflective Human Action was acquired by
the Department. In reviewing the university goals for the course, il
wasg easy to relate to the theory of reflective human action,
particularly as in regards to leadership development. Thus it
evolved that the capstone course proposcd by the Department of
Family and Consumer Sciences at [llinois Stale University
became known by the title “Leadership as Reflective Human
Aection.” The course builds on Lhe existing FCS 300 capstone
course, “Conternporary ssues in Family and Consumer Sciences,”

and en the model proposed by Andrews, Mitstifer, Rehm, and
Vaughn in the Kappa Omicron Nu professional development
module, Leadership: Reflective Human Action (1995).

Figure 1

University Guidelines
for Developing a Capstone Course for General Education

Course Title:
Piscrplines, Piversities, und Solutinns; A Capstone Seminar
Prerequisites:
All uther Cencral Fducation Courses
Senior Standing
Content: In Disciplines, Diversitivs, and Solutions: A Capstone Seminar, students
actively examine disciplines, included in their own mujor, recognizing how they
interact with social, cultural, business, political, and environmental phenomena.
They identify current local and global issues and diseiplines that bear on them,
obtain pertinemt knowledge from the disciplines, and apply that knowledge 1o the
development of veasoned solutions to problems raised by the jssues. Students
assess the consequence of their proposed solutions, recognize responsibility for
them, and understand and respect the perspectives and values of others. Capstone
activities incorporale fundamental concepls learned in Generul Education and
encourage students to explore the interplay of ideas among the many knowlodge
areas as apphied (o various disciplines.
Two varieties of Disciplines, Diversities, and Solutions: A Cupsione Seminar ave:
1. Trans-disciplinary (or universily wide) capstone courses, and
2. Disciplinary capstone courses,
Both versions of the conrse will fullill the same goals and meet the same eriteria,
Version 1 will emphasize a set of disciplines and reference the major ficlds of the
students enrolled, while version 2 will emphasize a particular diseipline and
reference others.
Goals: In Disciplines, Diversities, and Solutions: A Cupstone Seminar, students will:
1. Learn about the historival, cultural, seientifie, economic and social aspects of
substantive disciplinary issues;
2. Understand the impact of society and culture on inlerpretations and values sel
by persens with opposing viewpoints on a subject of interest;
3. Evaluate their own altitudes about life in relation 1o the values of others;
4. Learn about the social and intellectual origing of positions and issues within
and about their major discipline.
5. Learn about the effects their diseipline has and muy have on the wider
intellectual, sorial, sconomic and politieal communities;
6. Apply skills in ¢ritical thinking and reflective reading and writing to particular
issues related to their major discipline and its applicalions, and,
. Develop goals, skills. und strategies for the transition w life beyond the
hacealanreate degree,

=]

Criteria: Tn developing o course in Diseiplines, Diversity, end Solutions: A

Capstone Seminar, facully will attend to the tollowing criteria:

1. The issues selected should have significance 1o society and should incorporate
dilfering perspectives;

2. The issues selected must penmit reasonable cxamination from muitiple disciplines;

3. The course should he tanght in a way 1o facililate the ability to gencralize to
issues bevond those introduced in the course:

4. The eourse will reflect the essential relationship betwesn disciplines and
General Education goals and student outcomes,

Source: Illinois State University, Gencral Education Program, adopled lor a
Filot by the Academic Scnate, February, 1994, p. 12,




Using Student Ideas in the Course Design

Studenl insight was sought for the redesign of the existing
capstone course. To help acquaint sludents with the proposed
change in general educalion and to encourage their thorough
examination of the course in which they were cusrently en-
rolled, capstone unalysis became an assignment for students
enrolled in FCS 300, More than one hundred students during
two semesters were given the assignment at semester’s end to
compare and contrasl the course they were studying with the
guidelines for the pilot general education capslone course.
This activity helped to inform students (who would soon
become alumni) that a change was likely to occur in the
university’s gencral edncalion program. It also gave students a
real-life situation which needed a solution. It made them [eel
that their ideas and experience with the course could provide
valuable assistance to the Deparument as the [aculty wrestled
with creating a capslone which met the needs of the students,
the Depariment, and the University.

Student comments covered a wide specteum of reaction. In
most instances, they were thoughtful and revealed important
perspectives thal were useful to faculty as the new course
design evolved. Although only a few students made direct
reference to leadership as a gap in the existing capstone
course, many students expressed sentiments which showed a
strong connection with principles of the new reality (self-
reference, information, relalionships, and vision) upon which
the reflective human action model is based.

In regards to self-reference or the ability to change and renew,
students knew they would face change as they made the
transition from college to another phasc of their lives. They
also indicaled an awareness that change would just be part of
what they had 1o face thraughout their lifetime. One apparel
merchandising and design major thought about working with
people different from herself and the change that might
necessitale, . . . a person’s attitude is going to aflect how they
do their job and just learning to be [lexible and readjust your
professional attitude would be helpful.”

Being able to assess your own performance is a eritical ele-
ment to affecting change, vet most teachers know the difficulty

in persuading students to praciice self-evaluation. Most
students who were surveyed aboul this capstone course said

that even though they did not like self-evaluation, it should be
a {ocus of such a course. Remarks from a food and nutrition-
dietetics major reflected the feelings expressed by various
students: “Because there would be more time, il would be a
good idea to increase opportunities for student self-evalua-
tion.” In addition, he and other students wanted to plan for the
{uture, but realized thal uncertainty was part of that future and
that planning was just a piece of the puzzle they needed to fit
togelher, His remarks represent student thinking on this
matter: “It would be good 1o develop goals, skills, and strate-
gies so we are preparing ourselves for the transition after
graduation. On the other hand, is it actually possible to
prepare sludents for something they might just have 1o experi-
ence? Gelting along in the world might be more a matter of
building posl-graduation confidence and maturity skills.”

“We will be working with so many different types ol people
aller graduation; we should take the oppottunity to interact
more with the different types of people in our capstone class.
Our group had minorily students, students from foreign
counlries, older studenls, and students from different programs
in the department. It would have been interesting to spend
more time Lo hear how their values and ideas werc different.”
These remarks from a housing and environmenlal design major
were valuable insights.

Although most senior students are ready for a break from
school, they recognize the need for a continuous slream of
information to allow them to remain abreast of new develop-
ments in the field. The reflections of a human development and
family resources major indicate the need for learning after
graduation and the impoertance of current information. “It is
important to be life-long learners and to keep up on cutrent
events and to share and receive information from fellow-
colleagues. We should subscribe to a journal or several related
to our field of study. It couldn’t hurt to take a graduate class
each semester to keep up on vour [icld of study even if yow are
not working for a masler’s.”

O the topic of the importance of relationships among events,
ideas, and people, shadents also provided insights. From a student
in housing and environmental design,* Tssue analysis would have
been a good group project. Had 2 or 3 people teamed up to work
on il, T believe the projects would have been better. There are so
few times wher we are able to do group projects, and T think it is




very important to learn to work as a team since so much in the
work world is done through collaborative efforts.”

Another opinion offered about teams came from an apparel
merchandising and design student: “What if this class was
team tanght! The semester could be divided up and one
teacher from each sequence would teach a parl of it. This way
we can get a feel for the major as a whole and not just our
individual sequence arcas.” This student also valued knowing
how the parts of FCS contributed to the whole.

A vision tor the future is a dillicult task for students. The fulure that
is their higgest concern is employment, internships, or graduale
school following graduation. A few students did think beyvond these
personal issues. Among them, one individual majoring in apparel
merchandising and design did offer this suggestion: “One way we
might know aboul the future of FCS depends on what people in the
different areas do. Maybe students from each program area could
teach a lesson to the class on how Lhey [eel they will affect the larger
society in the future aficr they graduate.”

Student idcas were valuuble in the preparation of the
Department’s proposal, but more importantly students sup-
ported the relevance of a leadership theme. It is helieved that
involving students in the creation of the capstone course not
only enhanced the proposal bul will have a positive influcnce
on the university committee deciding which capstone course
proposals are chosen for the pilot test.

Providing a Justification for the Capstone Experience

It was believed that a strong justification was one of the keys to
success in having the course proposal accepted for pilot testing
by the university committee. The proposal would also need to
show a strong tie to the goals and criteria for a capstone course
which were sct by the university committee. Tn the justification
tor the FCS course the currienlum committee wrote,

“The development of this capstone expericnee is based on the
premise that graduates of Tllinois State and the Department of
Family and Consumer Scicnees will undoubtedly be called
upon to play leadership roles in their communities. at their
workplace, in professional organizations, and the like. Tt scems
togical to use leadership development as an overarching
c:ohcepl for the capstone seminar which will allow students Lo
aclively examine disciplines, including their own discipline of

Family and Consumer Sciences, and how they interact with
social, eultural, economic, political, and environmental
phenomena. Leaders for the future will have to identi{ly current
local and globul issues, disciplines thal hear on them, obtain
pertinent knowledge from the disciplines, and apply that
knowledge to the development of reasoned solutions to proh-
lems raised by the issues. As they prepare for leadership roles,
students will learn how to assess conscquences of their pro-
posed solutions, accept responsibility for them, and understand
and respect the perspectives and values of others. This
capstone seminar will not only incorporate aclivities which are
based on the fundamental concepts learned in Ceneral Educa-
tion bul alse in discipline courses of the major. This will give
students the opportunity to explore the interplay of ideas
among many disciplines” (Deparlment of Family and Con-
sumet Seiences Curriculum Committec, 1996, pp- 1-2).

The justification also ciled inspirational views relaled to the
concept of reflective human action as the basis for stimulating
students’ thinking about leadership roles and the issues
leaders must face. We know when students hecome practitio-
ners they will find themselves in positions of leadership in the
family, in ncighborhoods, in the workplace, and in a variety of
professional settings. We also know thal every day of their lives
students who eventually will hecome alumni will find them-
selves in siluations where they must accept chaos and find a
way to order it. They musl acquire and share information, the
source of creative dynamism. They should develop a vision of
purpose and direction for addressing issues and crealing plans
for satislying goals. Most importantly they must form and
analyze relationships.

Formulating Other Aspects of the Capstone
Proposal

If the course proposal is selected by the University for pilot
testing, the development of a full course syllabus and materials
tor the course will be funded by the University. Thus the
original proposal featured only highlights of what the course
would encompass. Besides Lhe justification provided earlier in
this paper, the proposal discussed some of the background of
the proposed course mcluding the already exisling one—credit
course, “Contemporary Tssues in Family and Consumer
Sciences,” the involvement of students in the development of




the course proposal, and a brief description of family and
consumer sciences as a discipline based on interdisciplinary
perspectives. A course description, objectives. and a tentative
course outline were also presented.

Another major facet of the proposal was a description of the
nature of the pedagogy to be used in the course; also included
were scveral examples of activilies lo be used in the course.
Pedagogy was an important focus of the proposals because
students’ active involvement in learning was of paramount
importance in designing the entire new general edueation
package. Because the Department of Family and Consumer
Sciences has had a hislory of providing active learning [or
students, our goal in this regard was to create innovative
approaches which hadn’t been used much in the Depariment.
Here are some excerpts on pedagogy from the proposal.

“Another unique facet of Lhis learning experience . . . will be
the extension of particular concepts addressed in the [capstone
course] into the other classes they [stndents | will be taking
during the same semester. For example, instructors in senior
level courses in the various departmental program arcas will
emphasize certain concepts during the same time {rame as they
are being addressed in the capstone class, One example . . .
“persistenl practical problems.” This would help students to
see the applicalion of the idea of persistent practical problems
and would not isolate the study of this idea to just the capstone
course. Tt is also anlicipated that a variety of instructors in the
Department will take part in the aclivities of the capstone
course, allhough there will probably be one individual respon-
sible for the overall instruction. . . . The Department’s [aculty
members, as well as faculty members from root discipline
depariments, will be invited to serve as resource persons for the
class . . . as informalion sources, reflectors on diseiplimary 1ssues
or evenls, or as meniors for various sludent projects. This type of
involvemenl is scen as strengthening Lhe notion of students and
faculty as a community of scholars.” (Depariment of Family and
Consumer Sciences Curriculurn Committee, 1996, p. 3)

Awaiting a Conclusion

As this manuseripl is written, the Department awaits the
decision of the university commillee regarding lhe acceptance
of the propused capstone course for pilot testing. We are
hopeful that this course can serve as a mode! for olhers in the
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university, but regardless of the outcome, Lhe richness of
thinking and discussion among facully and sludenls portends a
positive view of more innovative approaches 1o important content
and processes for FCS siudents. The reflective human action
model provided a unique perspeclive and framework for design-
ing relevant education for our students. We invite other units to
consider the benefits and opportunities of this approach.
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Editor’s Message

I've discovered in the process of editing this issue, and the
necessary thoughtfulness it entails, that there are two pet
concerns I wanl Lo share,

Fo RU M Through my work with the development of the reflective human

action theory, I've had the unique opporlunily of suslained
reading and thinking ahont leadership. Not many of you have
that kind of luxury. (Some of you would give il a different
descriplion. J) At any rate, this is the conlext lor whal I'm

aboul Lo say.

We need 1o [ocus on leadership instead of leaders. Even
though characlerislics, skills, and styles {and all the rest about
leaders as persons) have great significance, it is ACTION and
how action is encouraged that really matters. Cornell West’s
wonderful title, Race Maiters, makes a succinct statement. So
the concept of this paragraph is Action Matters. Therce are lots
ol leadership programs, but when you examine the content you
often [ind 1alk about characteristics and skills—e.g., the
leader must have vision. Instead, the subject should be the
doing of visioning—how 1o live visioning. The culture needs to
be changed: we need Lo walk the talk. Knowing ahout leader-
ship is not enongh; doing/acting is leadership. Tt takes less
than three minutes to talk aboul the role of vision in leader-
ship, bul it might take three hours to learn 1o do it. I want to
digress 1o clarify my point. T used to be involved with a 30-
hour course on communication in an education program. Guess
how much time the average leacher educator spends on the
important process of communication: 30 minutes is generous.
The underlying value needs to be addressed as well as the
praclical aspeet. If one’s value 1s [or aclion, then other things
have ta go. And prioritizing is hard to do.

Much of the literature and rhetoric still deals with positional
leadership. Tt is my opinion that improvement of professional
praclice, given the present realities of the world and a deeper
understanding of nature, requires focus on nonpositional
leadership. Here's why, By focusing on the solitary, heroic
leader, we cancentrale on the actor rather than the action.
Also, the positional approach implies that leadership is a one-
way process: leaders Lo [ollowers; by concentrating on those In
high position, others are relegaled to a passive role. Thus, the
resources of the group are underulilized—in other words,

T b M e

squandered. In Leading Change, O’Toole (1996) reports thal
many executives now agree thal shared purpose, shared vision,
and shared values produce the kind of trust that provides the
“glue” so necessary for transforming the institution or organt-
zation 1o accomplish its mission. Transformalion is not led by a
solo operator; instead the positional leader becomes a ]eadcf of
leaders in dialogue about expectations, needs, and aspirations.
Through inclusion and participation, the hest interests of the
community (the orgunization or institution and its members)
will be served. There’s an ethical position as well. How does
leader show appropriate respect for group members without
emphasizing the nonpositional role of lead ership? Perhaps the
most cogent argument for nonpositional leadership is the fact
that the very definition of a professional Tequites a responsibil-
ity for action relative to the common good. Thus, a profes-
sional, whether i high position or not, has a responsibility tor
leadership.

The newer scientific principles of the universe suggest that
complex relationships, nonlinear processes, and order within
constant change govern leadership in communilies of practice,
The challenges are to build trusting rclationshi ps, to accept
that there is no cook-book process for successful leadership,
and to create internal order from the chaotic potentials. And T
believe that a locus on leadership and its nonpositional
nature is a necessary loundation for meeting these challenges,
today and tomorrow.
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