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Spiritually-minded Authentic Leadership:
Catalyst for Sustainable Development

Preamble

[ give special thanks to the Almighty God, the giver and sustainer of all lifg,
for granting me the opportunity to stand before this great audience g
deliver my inaugural lecture titled, Spiritually-minded authentic
leadership: catalyst for sustainable development. This is the third in the
inaugural lecture series of Crawford University and the second to be given
in the field of Management and Administration. In a world where nothing
good comes easy, I have seen the finger of God in the planning and
implementation of this auspicious lecture. May God take all the glory in
Jesus name. Amen.

We live in what intellectual pundits call a random world, a world that is
replete with complexities - a world of diversities, a world where
inequalities, inequities, and various challenges are rife. Living on planet
earth are billions of people who experience life challenges but who do not
know the way out of them. As the world is changing by the second, many
people are getting rather confused and are busy looking to others to bail
them out of the seemingly inevitable and inexorable challenging existence
Some of these people are eager to know the way out so that they can join in
helping others out of the chaotic situation of this earthly life. These are
followers with a hunger to learn from leaders - those who appear to know
better and confident and are willing to lead others to the Promised Land.
These followers wantto learn from the leaders, so that they too can become
leaders after due education and training. There are other followers who are
not interested in the business of learning to become leaders; they are
content with following those they consider to know the way better. These
latter groups- of followers believe that leadership is an in-bom
phenomenon. They hold that leadership is trait-oriented and that leaders
are born-and not made. In a world that is chequered by crime, violence,
juvenile-delinquency and all kinds of human oddities, many people have
lost hope in leadership — be it corporate or political. They complain that
their lives are getting worse by the day because there are not many genuine



leaders, not many true leaders; they believe that many leaders are carnal
hence we have several scandals committed by leaders of corporate
organizations and political entities in both developed and developing
countries (eg Enron,Andersen,world.com ). At this juncture, one may ask:
what do they want? Invariably they want leaders who are authentic and
who mean the business of leading others with their head, mind and heart.
Some argue that mere authentic leaders without the required spiritual
attributes may not succeed in today's complex world. They posit that only
spiritually-minded authentic leaders will do the magic; ordinary authentic
leaders who may, after all, be carnal in one way or the other will fail
woefully. For to be carnally - minded is death, but to be spiritually - minded
is life (Roman 8:6). It is against the background of unravelling the above
complex and somewhat challenging scenario that this researcher had turned
tothe IAM THAT [ AM - the Source of all life - who graciously inspired this
title: Spiritually- minded Authentic Leadership: Catalyst for Sustainable
Development.

The remaining part of this lecture is divided into six mainsections. The first
section deals with conceptual definitions while the second section deals
with literature review of spiritually-minded authentic leadership. The third
section examines the benefits of spiritually-minded authentic leadership
while the fourth section deals with process model for developing
spiritually-minded authentic leaders, The fifth section highlights
contributions of spiritually-minded authentic leaders to sustainable
development of people, organisations and nations while sixth section
identifies the tasks of spiritually-minded authentic leaders towards
sustainable development.

Conceptual Definitions

The key concepts which call for definition in this paper are: spirit,
leadership, authentic leader, spiritually-minded leadership, catalyst and
sustainable development.

Spirit: This refers to that which is traditionally believed to be the vital
principle or animating force within living beings. The spirit relates to the



deeper sense, meaning, or significance of something.

Leader: This is one who shows the way by going in advance and uses his
personal influence to cause others to follow some course of action or !ine of
thought. Thus, the leader is one who influences followers to ‘Lh}nk or
behave in some way towards the achievement of a vision and/or mission,

Leadership: Refers to the art of influencing others to direct their will
abilities and efforts towards the achievement of common goals. In the
content of organizations, Leadership lies in influencing individual and
group efforts towards the optimum achievement of organization goals and

objectives.

Spiritually-minded Leadership(SL): Spiritually-minded leadership is
that kind of leadership that is  inspired, directed and sustained by a
transcendent or higher source of all life and geared towards the
achievement of mission and goals that are higher than self(Yalokwu,
2008)). SL is an inside- out phenomenon based.on vision from a spiritual
source. Spiritually-minded leadership has it's roots from the Holy Bible. In
Romans 8:5, Apostle Paul, a man of God says that “to be carnally minded is
death but to be spiritually-minded is life and peace,”(King James Version,
1979). SL is concerned with values, attitudes, and peaceful behaviours
required to intrinsically motivate one self and others in order to have a
sense of spiritual survival through calling and membership —i.e., both the
leader and the followers experience meaning in their lives, have a sense of
making a difference, and feel understood and appreciated(Fry,
2003;Yalokwu,2008)

Authentic Leader: An authentic leader is someone who is genuine and
true to what he believes, understands the purpose of leadership, and leads
with very consistent values, and with heart, mind and head. Authentic
leaders have courage, compassion, empathy and they build long-term
connected relationships. Authentic leaders are known for their self-
awareness, relational transparency (genuineness) balanced processing
(fair mindedness in handling issues) and internalized moral perspective
(doing the right at all times).



They have the personal self-discipline to deliver extraordinary results from
their teams and make a difference in the lives of others.( Yalokwu, 2012).
Moreover, authentic leaders (ALs) are givers and they know their role is to
serve, They are there to serve all their constituents — their customers, their
employees, their sharcholders, and their communities, and they do it all
simultaneously. In the words of George (2003), those are the kind of true
north leaders that are going to be effective in the 21" century and that we
need to be selecting to head up companies.

Authentic Leadership (AL): [s a positive construct describing a kind of
leadership that is genuine, reliable, real and veritable. Authentic leadership
is a root construct which forms the basis for what constitutes other forms of
positive leadership such as transformational leadership, charismatic,
servant and spiritual leadership. But in contrast to transformational
leadership, authentic leadership may or may not be charismatic - a core
element of transformational leadership (George, 2003).

Spiritually-minded Authentic Leadership (SAL)

This is a kind of leadership that is both spiritually-minded and authentic in
values, attitudes, behaviour, and precepts. SAL has to do with genuine
leaders who are spiritually inspired, directed and sustained by transcendent
or higher powers and who lead with very consistent values, and with heart,
mind and head ( Yalokwu, 2008). It is a positive form of leadership (Fry and
Matherly, 2006) It is related to, but not coterminous with, servant and
transformational leadership. SAL concerns leaders who have courage,
compassion, empathy and  build long-term connected relationships with
other members of their organizations and global community and with their
source(God, Olorun, Modimo, Chukwu, Allah, or whatever you call it)
(Yalokwu & Nwamu, 2017). They have the personal self- discipline to
deliver extraordinary results from their teams and organizations, and they
make a difference in the lives of others.

This suggest that SAL as an authentic leader who incorporates spirituality
into his or her leadership will be one who causes others to seek out and



understand their inner selves, and who fosters a sense of m_eaning and
significance among his or her followers. Thus SAL is a holistic approach
to leadership in which the leader strives to encourage a sense of
significance and interconnectedness among members of organization and
community and their relationship with the transcendent.

The Nexus between Spiritually-minded and Authentic Leadership
While SL and AL are by no means synonymous, both of them share
common structural features. For one thing, they are inwardly driven
phenomena and positive constructs which owe their foundations to the
divine reservoir of gifts, callings, talents which when properly
harnessed turn out to benefit both the person and those with whom he
interacts at the individual, team, organisational and community levels.
The structural interconnections of SL and AL are depicted with two
intersected circles in Figure 1 below:

Figure 1: The Interconnectedness of SLand AL

A= Spiritually-minded Leadership B=Authentic Leadership

Th-e. deeply shaded portion depicts the common characteristic features of
spiritually-minded authentic leadership.



From the organizational standpoint, SAL understands the importance of
employees finding meaning in their work and demonstrates a genuine
concern for the “whole” person, not just the employee. SAL tries to assist
others in finding meaning in their work by addressing fundamental
questions such as:

e Whoare we as a work team, department, or organization?

o Isourwork worthy? What is our grater purpose?

e Whatare our values and ethical principles?

e Whatwill be our legacy?

SAL strives for a workplace that is truly a community, consisting of
people with shared traditions, values, and beliefs.

SAL also implies that the focus will be less on formal position power
and more on people; less on conformity and more on transformation
and diversity; and less on controlling and more on partnership,
collaboration, and inspiration. It does not require that the leader adhere
to a particular religion or that he or she attempts to convince
subordinates to pursue a specific set of religious principles. While SAL
may base their leadership approach in christianity or another religious
tradition, they may also have so-called "non-traditional" religious
beliefs or may not adhere to any particular religion at all. SAL is more
concerned with the development of employees as "whole people"-
people who exhibit compassion to other employees, superiors,
subordinates, and customers.

Catalyst: Something or a person that causes or precipitates a
change.without himself being changed. Someone that makes a
difference in a society.

Sustainable development: Is development that meets the needs of the
present without compromising the ability of future generations to meet
their own needs.



Spiritually-minded Authentic Leadership - A Review
piritual leadership(Fry, 2003, Fryand
Slocumn Jr, 2007; Garg, 2017) and authentic leadership(Luthans apd
Avolio. 2003: Avolio and Gardner, 2005 Yalokwu, 2008; Avolio,
Luthans and Walumbiva 2004) is relatively vast. However researches on
spiritually-minded authentic leadership 1s rcl&_auvcly young, havmg it's
origin from the conceptual research paper delivered at the international
conference organized by Regenesys Business School at Nelson Mandela
Centre, Sandton, Johannesburg, South Africa on April 19, 2008(Yalokwu,
2008). As the term suggests, SAL is a construct devcl_oped from.thc twin
concepts of Spiritual Leadership (SL) and Authentic lcadershnp_ (AL).
Since 2008. SAL has drawn the attention of researchers from different
parts of the world but much remains to be done by empirical researchers
from the developing countries of the world.(Yalokwu & Nwamu, 2017).
A cursory look at the researches done in the field of SL, AL and SAL
reveals some important features. In the sections below, we will present the
important themes of the review under the eightsub-headings as follows:

A review of research literaturc on's

a) The concept of spirituality

The term spirituality has been used widely in this paper. It comes from
the Latin word spiritus or spiritualis; which means breath. Spiritus is
defined as an uplifting and. fundamental principle that gives life to
physical organisms. This means that the spirit s the vital force which lives
in human beings while they are alive (Garcia-Zamor, 2003).

The concept of spirituality was extended beyond religious traditions and
applies to professional and organizational settings (Burack, 1999). When
taking the concept of spirituality to the organizational environment, it is
seen that it is characterised as having a universal aspect or, that is,
characteristics are found in different cultures and organizations. These
characteristics are the essence of spirituality in organizations. One of the
most important among these is the relevance attributed to moral and
ethical values, such as: honesty, optimism, confidence, justice; problem

solving; encouragement; intrinsic motivation and orientation for
excellence (Reave, 2005).



b) Differences between Spirituality and Religion

The concept of spirituality and religion are very similar. There are two
distinct perspectives related to them. In one, the two concepts are
inseparable, while in the other, the terms spirituality and religion are
different concepts. Spirituality and religion are considered separate terms
in this study. Despite the definitive link between the topics, they are
different.

Religion is concerned with a system of beliefs, ritual prayers, rituals,
ceremonies and formal practices. On the other hand, spirituality is
concerned with the qualities of the human spirit.

Spirituality presents the following key elements: it is informal,
organised or structured: is beyond religious denominations; is inclusive
and includes and accepts every type of person, not being proselytic; is
universal and timeless; it is an essential sources and provider of meaning
and purpose in life; it is the fear that is felt in the presence of the
transcendental, the sacred in everything, in everyday routine; a deep
feeling of interconnection with everything; inner peace and calm; an
endless source of power and commitment; it is the final essence. The
main differences between religion and spirituality can be seen in the table
below.

Differences between spirituality and religion

Spirituality Religion

An tnner destre and feeling of community Asystem of organised belief.

Not dependent on any form of religion. May serve as a vehicle o nurture and understand exphcit spintuality,

Broader concept which represents More restricted concept, which refers to behaviour. It

beliefs and values. has dictaled prnciples, dogmas and doctrines.

Is concerned with the qualities of the System of beliefs, ntual prayers, nites, ceremonies

human spinit. and formal practices

Not operated in terms-of affiliation or Charactensed by measures of church attendance, amount of prayer,

sectanan ideas. participation at church congregational and mosque activities, among
others.

Source: Edivandro, L. Tecchio; Cristiano Jose Castro de Almeida Cunha,
and Fabiana Besen Santos (2016). Spirituality in organisations.
Organisational Sociology Vol. 23 No. 79.
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¢) Dimensions of Spirituality in Organisations

Havine set the foundation of this collective process, We nOw bne‘ﬂy
discuss each of the following spiritual dimensions and their relationships,
We refer interested readers to these researches( Fry ,2003, Kotter, 1996,
and Daniel, 2010) for more elaborate discussions of these constructs.

Vision

Vision became an important topic in the leadership literature in the 1980s
as leaders were forced to pay greater attention to the future direction of
their organizations due to intense global competition, shortened
development cycles for technology, and strategies becoming more rapidly
outdated by competition (Conger & Kanungo, 1998). Vision refers to a
picture of the future with some implicit or explicit commentary on why
people should strive to create that future Vision serves the three important
functions of clarifying the general direction of change, simplifying the
multitude of more detailed decisions, and helping to quickly and
efficiently coordinate actions. A powerful visionhas broad appeal, defines
the unit's destination and journey, reflects high ideals, gives meaning to
work, and encourages hope and faith (Daft & Lengel, 1998; Nanus, 1992).
In small military units that must have high levels of task cohesion, vision
is central to achieving unity of effort.

Altruistic love

For spiritual organisational spirituality and leadership, altruistic love is
defined as a sense of wholeness, harmony, and well-being produced
through care, concern, and appreciation for both self and others (Fry,
2003). There are great emotional and psychological benefits from
separating love, or care and concern for others, from need, which is the
essence of giving and receiving unconditionally. Both the medical and
positive psychology fields have found that love has the power to
overcome the negative influence of destructive emotions such as fear and
anger (Allen, 1972; Jones, 1995; Seligman & Csikszentmihalyi, 2000).
Underlying this definition are values such as integrity, patience, kindness
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forgiveness, acceptance, gratitude, humility, courage, trust, loyalty, and
compassion.

As a component of organizational culture, altruistic love defines the set of
values, assumptions, and ways of thinking considered to be morally right
that are shared by group members and taught to new members (Klimoski
& Mohammad, 1994; Schein, 2004).

Hope/faith

Hope is a desire with expectation of fulfillment. Faith adds certainty to
hope. It 1s a firm belief in something for which there is no empirical
evidence. It is based on values, attitudes, and behaviors that demonstrate
certainty and trust that what is desired and expected will come to pass.
People with hope/faith possess clarity of where they are going, how to get
there, and are willing to face opposition and endure hardships in order to
achieve their goals (MacArthur, 1998). Hope/faith is thus the source for
the conviction that the organization's vision, purpose, and mission will be
fulfilled. Often the metaphor of a race is used to describe faith working or
inaction, comprised of the vision and expectation of reward or victory and
the joy of the journey of preparing for and running the race itself
(MacArthur, 1998).

Calling

Calling refers to the experience of transcendence or how one makes a
difference through service to others and, in doing so, derives meaning and
purpose in life. People seck not only competence and mastery through
their work but also a sense that work has some social meaning or value
(Pfeffer, 2003). The term calling has long been used as one of the defining
characteristics of a professional.

Professionals in general have expertise in a specialized body of
knowledge, ethics centered on selfless service to clients/customers, an
obligation to maintain quality standards within the profession, calling to
their field, dedication to their work, and a strong commitment to their
careers (Filley, House, & Kerr, 1976).
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Membership

Membership encompasses the cultural and social structures we are
immersed in and through which we seek, what William James( the founder
of modem psychology, in his classic The Varieties of Religious
Experience) (James, 2002)determined to be man's most fundamental need

- to be understood and appreciated. A sense of being understood and
appreciated largely stems from interrelationships and connections through
social interaction with and membership in groups. Indeed in organizations,
people value their affiliations and sense of interconnection or belonging to
part of a larger community (Pfeffer, 2003), which in the military manifests
in esprit de corps.

Spiritual leadership positively influences spiritual well-being, as group
members model the values of altruistic love to one another, as they jointly
develop a common vision, which generates hope/faith and a willingness to
“do what it takes” in pursuit of a vision of transcendent service to key
stakeholders (Fry, 2003, 2005a). This in turn produces a sense of calling
which gives one a sense that one's life has meaning, purpose and makes
difference. Concurrently, as leaders and followers engage in this process
and gain a sense of mutual care and concern, members gain a sense of
membership and feel understood and appreciated.

d) SALas Positive Form of Leadership
Avolio and Gardner (2005) identify five components essential for positive
forms of leadership which happen to be in tandem with SAL:

1. Positive psychological capital — Consists of the positive psychological
capacities including faith, confidence, optimism, hope, and resiliency.
These positive psychological capacities are open to development and
change and can play a crucial role in developing individuals, teams,
organizations, and communities.

b2

Positive ethics and moral perspective — Draws from positive
psychology and positive ethics. Recognizes that it is appropriate to
incorporate notions of self-interest into our work in deriving
satisfaction from our work behavior. This includes such intrinsically
motivating activities as using our skills and creativity,
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working directly with others for their benefit.,, and experiencing
competence and progress as well as indirectly benefiting society.
Cultivating these activities leads to greater awareness of the
boundaries of our work relationships as well as a greater ability to
actualize our values and ethical well-being at work (Fry, 2005a). a
positive moral perspective is an cthical and transparent decision
process whereby leaders draw upon reserves of moral capacity,
efficacy, courage and resiliency and achieve and sustain positive
moral actions (May, Chan, Hodges & Avolio, 2003).

Positive modeling — Involves “leading by example™ as central to.a
personal and social identification process whereby positive leaders
influence and develop their followers to identify and adopt their
values. This includes modeling and components essential for
positive forms of leadership plus components of authenticity
including self-awareness, self-determination and self-regulatory
processes.

Positive social exchanges — Draws from social exchange theory and
the principles of reciprocity and value congruence to explain the
processes whereby positive leaders establish cffective  social
exchanges with followers. Leaders that are transparent and unbiased
in processing self-relevant information, have personal integrity, and
engage in authentic relationships develop leader follower
relationship that are characterized by high levels of positive affect
and trust, which in turn foster high quality and close relationships,
greater value congruenee,. and follower attitudes and behavior that
are consistent with the leader's values.

Positive, strength-based cultures Provides open access to
information, reseurces, support, and equal opportunity for everyone
to learn, growand develop. Empowers and enables leaders and
followers to- accomplish their work more effectively. These
organisations emphasize the importance of selecting and placing
individuals in positions that provide them with daily opportunities to
work within their areas of strength; emphasize career growth and
development through objective assessmentof  their talents and
abilities (Buckingham & Coffman, 1999).
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These positive forms of leadership provide t.hc basis for an cmergini%
definition of positive leadership. Inherent 1n ull_ forms of positive
leadership is (1) the development of higher level, m_nvcrsal moral valges
and characters, (2) a focus on helping people in their search for meaning
and connection at work and (3) the enhancement of follower well-being
and sustained performance excellence. Thus, a logical star.ting point to
define positive leadership is that it encompasses positive/universal ethics
and values that enhance employee meaning and connection to maximize
both employee well-being and sustained performance excellence.

¢) Why Spirituality-minded Authentic Leadership is Needed

In the olden days, many people used to find a sense of identity and
connection in their neighborhoods and communities. This has changed
over time. Many people relocate several times during their careers and
spend relatively short periods of time in any one place. They do not put
down roots in their local community, do not participate to a great degree in
community events, and do not form strong relationships with neighbors.
Anecdotal and survey evidence suggest that it is common for people to
live next door or across the street from people and know almost nothing
about them, even in small towns. In general, many people seem to be
"drifting" without a strong connection to others or overall sense of
purpose.

Within this context; it is easy to explain why so many people seek to
derive great meaning from their work and their organizations. Most
people spend more time in the workplace with their coworkers than
anywhere else. Close friendships, courtships, and marriages are common
among coworkers. The modern workplace is not just a place where people
work, but a place where they form friendships, socialize, and attempt to
find a sense of fulfillment. It is also a place where people attempt to make
sense of and derive meaning from the activities that comprise what we call
"work" and how these activities fit within the greater fabric of individuals'
lives. This quest for meaning has prompted the recognition that
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spirituality in the workplace and spiritual leadership are real issues
affecting the quality of life in the modemn organization.

Moreover, there has been growing interest in the field around a new SAL
construct. The creators of this construct contend that the decrease in
ethical leadership (e.g., Worldcom, Enron, Martha Stewart) (Saravanja,
2008) coupled with an increase in societal challenges (e.g. September 11
terrorism in USA and fluctuating stock values, a downturn in other
cconomies, necessitates the need for positive leadership more so than in
any other time. They also argue that exiting frameworks are not sufficient
for developing leaders of the future (Avolio & Gardner, 2005; Avolio,
Gardner, Walumbwa, Luthans & May, 2004; Avolio, Luthans, &
Walumbwa, 2004; Gardner, Avolio, Luthans, May & Walumbwa, 2005;
Luthans & Avolio, 2003; May, Chan, Hodges, & Avolio, 2003). To
describe the type of “positive™ leadership require, these scholars have
drawn from the fields of leadership, ethics and positive organizational
scholarship to inform the creation of a new construct that incorporates
spiritually-minded and authentic leadership.

The ultimate goal of scholars in this area appears to be normative in
nature. Proponents of this movement ultimately desire to train and
develop leaders who will proactively foster positive environments and
conduct business in an ethical, socially responsible manner. To this end,
those interested in moving forward with creating development initiatives
for authentic leaders have tumed to larger community of leadership
rescarchers to solicit ideas for developing authentic leadership and,
additionally, increase interest in this initiative by publishing those ideas.

We agree that the recent upswing in corporate scandals and ethical
violations by leaders is disturbing. We also strongly agree that it is a
responsibility of management scholars to do what they can to reduce the
occurrence of such incidents and we applaud the intentions of those ready
to takesuch action.
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