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Abstract
This portfolio is organized into 3 sections. The first section
consists of ny work on the devel opnent of |eadership and its
attributes. This work incorporates ny phil osophy and definition
of | eadership and those attributes of a | eader (principals,
process skills, and behaviors) that | feel are critical. At the
end of this section, | have defined a nodel of |eadership in a
living system based on a cl osed | oop systemand ny reflections
on how ny | eadership in my current organization reflects the
phi |l osophy, definition, and attributes that | have defined. In
section 2, | have provided a self-assessnment of ny performance
agai nst the attributes | have defined and an inprovenent plan
structured as a table for easy reference. In section 3, | have
i ncluded the two book reviews upon which some of ny work has

been based.
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Section 1. Defining Leadership and its Attributes
Leader shi p Phil osophy and Definition
An i nportant conponent of ny work has been to clarify for
nmysel f, the phil osophy upon which | have founded ny definition
of | eadership. This exploration has hel ped ne through the
difficult task of combining leading in a living human system
servant | eadership, and conversation.
Leader shi p Phil osophy
“There is nowhere to go and nothing to do except be of
service”(Sal z, 1999, in speech). | found the foundation for ny
definition of |eadership in this quote by a Patagonian Gaucho
originally quoted by Jeff Salz, a nationally syndicated speaker.
A | eader that serves is one who truly gains influence through
service to others. Her/his strength is a function of the
strength and sustenance of those around her/him The retired
AT&T executive Robert K. G eenleaf devel oped the concept of
servant-| eadership in Servant As Leader originally published in
1970. He wote, “The servant-leader is servant first. It begins
with the natural feeling that one wants to serve. Then consci ous
choice brings one to aspire to lead. The best test is: do those
served grow as persons: do they, while being served, becone
heal thier, w ser, freer, nore autononous, nore |likely thensel ves
to becone servants? And, what is the effect of the |east
privileged in society; will they benefit, or, at |east, not be
further deprived?” (Spears, 2002, Servant-Leadership and
Char acter)

This is not the picture of a weak and cowering | eader, far
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fromit. A servant |eader nust have far nore courage and a sense
of self than a typical conmand and control |eader. “Leadership
in service of others requires a great deal of courage. It was
far easier to be the old top-down kind of boss.”(Autry, 2001, p.
xv). He further states “Leadership is not about holding on to
territory; it’s about letting go of ego, bringing your spirit to
wor k, being your best and nost authentic self”(p. 21).

It takes courage to serve. One nust give oneself up to a
cause, one in which conversations founded on “questions that
matter” (Brown & |saacs, 1996, p. 4) help transformour world
into one that is sustainable and honors our humanity. These
| eaders are not usually those you would find glorified in
busi ness nagazi nes, but conme fromall wal ks of life and from al
communities. The foll ow ng words from Wangari Maat hai enbody t he
| eadership spirit that seens to be devoid in so nmuch of our
world today. "I know that | amdoing this work for all who
cherish freedomand justice and wi thout such ideals, we can't
save this planet"(Goldman 1991, 1°' Picture caption). Maathai, a
woman and a Ph.D. in Kenya has enmerged as a najor threat to the
mal e dom nated culture in this African country. In a country
i mpoveri shed by the greed and abuse by the nmen that run the
country, Maathai, as a wonan that stands up for the rights of
t he ecol ogy and the people of the country, has shaken the very
foundati on of the status quo in Kenya. Mathai serves our world,
humanity, and the greater good and is an excellent exanple of a
servant | eader.

A focus on conversation can spur a transformation in the
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way people work together. Conversation provides the foundation
for nerging servant-leadership with leading in a |Iiving human
system one that is dynamc, chaotic, fully networked, and
sustainable. It is the core of nmy definition of |eadershinp,
“hel pi ng people nove in new and dynam c directions through

conversation.” Networks of conversational relationships are the
foundation of a living human system and support self-

organi zation leading to a vibrant and sustainable community. In
the work by (Brown & |Isaacs, 2002, p. 1) creating The Wrld
Café, leading in a living human systemis based on conversations
that | ead to sel f-organization and through sel f-organization
energes transformation.

Definition of Self-organized Learning witten by John | nman

as part of course requirenent (8/2002):

Learning in a non-linear living human system on the edge of

chaos far fromequilibriumcharacterized by interna

f eedback | oops and based on a diverse network of

i nt erdependent conversational relationships that recognize

shared interests, leading to the spontaneous energence of

order and comunities of interest.

Several capabilities will prove essential for |eaders
interested in fostering living human systens; systens
characterized by coll aboration and networ ks of conversati onal
rel ati onshi ps. These capabilities include the ability to frane
guestions that matter, convene |earning conversations, support
Appreciative Inquiry, foster shared nmeaning, nurture comrunities

of practice, and use col |l aborative technol ogies (Brown & |saacs,
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1996. p. 4). These are the core capabilities that | believe to
be essential to a servant | eader with a |iving systens
perspective. They define how a | eader leads in a |iving human
system | provide an expanded exploration of the role of the
| eader in a living systemin ny paper Con versare: To Dance
Toget her (I nman, 2002).
Definition of Leadership

“What | eaders really do is prepare organi zations for change
and hel p them cope as they struggle through it”(Kotter, 2001, p.
85) and they do this by hel ping people nove in new and dynam c
di rections through conversation. As the | eader hel ps people
t hrough the conti nuous process of change, he/she has the courage
to serve others by giving away power, |ove, authorship of work,
and significance in work (Bolman & Deal, 2001, pp. 225-233) in
order to tap into the potential of a community’ s team nenbers.
The | eader works within a living human systens franework and has
the curiosity and passion to seek new directions. The | eader
does so by frami ng questions that matter, convening | earning
conversations, supporting Appreciative Inquiry, fostering shared
meani ng, nurturing communities of practice, and using
col | aborati ve technol ogi es (Brown & |Isaacs, 1996, p. 4). And
finally, the | eader seeks to expand her/his influence through
work that mekes this world nore just, healthy, and sustai nabl e.

Leadership Attri butes

The attributes defined are gl eaned froma variety of

sources and all contribute to ny nodel of an effective |eader.

Sonme characteristics fromny phil osophy are included in ny first
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principle of having a living systens perspective and are not
explicitly addressed in these attributes.
Principl es

| have selected four principles critical to an effective
| eader working within the franework | have defined. There are
many ot her inportant principles that I m ght have sel ected but
settled on these after substantial reflection.

living systens perspective.

Seeing the world and all of its systenms froma |iving human
systens perspective creates the context for a | eaders work and
is the foundation for unleashing the power of the people within
the community, regardl ess of whether the conmunity is an
organi zation, civic group, or a world novenent.

As we | et go of the machi ne nodel of organizations, and

wor kers as repl aceabl e cogs in the nmachinery of production,

we begin to see ourselves in much richer dinensions, to
appreci ate our whol eness, and, hopefully, to design

organi zati ons that honor and nake use of the great gift of

who we humans are. (Weatley, 1999, p. 14)

Hol ding a living human systens perspective al so insures
that when trying to understand i ssues within a comunity,
observations are not taken out of context but always viewed as a
part of the whole; not only within the comunity but within our
world. This is critical to prevent the all to often action of
fixing locally and damagi ng gl obal | y.

t ransparency.

Transparency is essential to insure full participation in
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the community by all community nmenbers. Transparency, the
creation of open and honest governance, is also the foundation
of denbcracy. Wthout transparency, ownership and participation
in a conmunity is limted and ineffective. The practical
application is to open up conversations to all stakehol ders on
all facets of the community. As soon as secrecy creeps into a
system m strust, m sunderstanding, greed, wealth accunul ati on,
and power grabbing closely follow “Accountability and
transparency are the foundati on of good governance. Local and
national |eaders need to be transparent and accountable for
their actions if they are to successfully pronote participatory
governance” (UNDP, 2002, T 1). Healthy comunities do not exi st
in the cloak of secrecy and an effective | eader actively creates
t ransparency.
Vi si on.

If a leader is unable to paint a picture of the
destination, it is very difficult for others to get there.

The leader’s role is not to nake sure that people know

exactly what to do and when to do it. Instead, |eaders need

to ensure that there is strong and evolving clarity about

who the organi zation is. Wien this clear identity is

avai l able, it serves every nenber of the organization. Even

in chaotic circunstances, individuals can nake congruent

deci sions. (Weatley, 1999, p. 131)

One of the nost powerful nethods of painting a picture for
people is through storytelling. Storytelling hel ps us |learn

together and is a critical part of conversation. G ving
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instructions pales in conmparison to telling a conpelling story.
Leaders that are able to paint pictures through stories are able
to capture the spirits of those around them “Storytelling is
how we pass al ong | essons from generation to generation, culture
to culture. The past is a parable; the future is a fable.
Storytelling is the nost basic form of comrunication — nore
preval ent and nore powerful than facts and figures” (Kouzes &
Posner, 1999, p. 101).

O equal inportance, if a |eader cannot see beyond what is
now experienced, there is very little hope of transformation.

The ability to see beyond “what is” is not |eader-centric
however. A | eader nust be able to have the vision to guide the
community through uncharted territory and does so in service to
her/his community.
integrity.

“The time is always ripe to do right”(King, 1963, T 26),
Dr. Martin Luther King Jr. wote in his fanous |letter penned in
a Birmnghamjail. Regardless of the difficulty or the personal
pain that ny | eadership may create for nme, | always renenber
Martin Luther King’s words. Atrue |eader will always do the
right thing. If it is hard for nme to see clearly what this right
choice is, | go inside of nyself to ny heart and listen to what
it says. Heart is our spiritual center, our soul, or our
“heartsong” (Bol man & Deal, 2001, p. 57).

“Witten in Emerson’ s Essays” (1849)

The will is free:

Strong is the Soul, and w se, and beautiful:
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The seeds of godlike power are in us still:

Gods are we, Bards, Saints, Heroes, if we wll. -

(Sel des, 1985, p. 21)

It is critical for a leader to |live her/his vision,

m ssion, and values and this foundation of integrity provides
the freedomto live one’s dreans, to fulfill one s destiny.

When it comes to deciding whether a | eader is believabl e,

people first listen to the words and then watch the

actions. They listen to the talk, and watch the wal k; then

t hey measure the congruence. A judgnent of credible is

handed down if the two are consonant. If people don’t see

consi stency, they conclude that the | eader is at best not
really serious about the words, and at worst is an outright

hypocrite. (Kouzes & Posner, 1999, p. 133)

Weatley clearly states, “In organizations where | eaders do
not practice what they preach, there are terrible disabling
consequences” (Weatl ey, 1999, p. 130).

Process Skills

My sel ection of process skills was based on skill in
creating replicatable processes that support |eadership. This is
a reflection of how a | eader does what he/she does.

aski ng questions that matter.

Sel f-organi zation in human systens is founded on
conversation and that conversation is based on questions that
matter. Leaders nust be able to ask questions that disturb the
system and generate conversation. Conversation around questions

that matter is critical for people to feel authorship of the
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i deas and the work to be done and is necessary for people to
feel that they are doing work of inportance.

(Brown, |saacs, & Margulies, 1999) wite that ..asking

guestions that matter is one of the primry ways that

peopl e have, starting in childhood, to engage their

natural, self-organizing capacities for collaborative

conversation, exploration, inquiry, and |earning. Asking

guestions is essential for co-evolving the 'futures we
want' rather than being forced to live with the 'futures we

get'. (pp. 506-510)

create conversations.

Closely linked to asking questions is the need to insure
that the context for conversation is created throughout the
community. A |leader must not sinply let this happen by chance
even though it is much easier to sit in the office and attend to
operations and send nmenos. The creation of neeting places,
foruns, coffeehouses, and other places and tinmes where people
can neet and create conversations is critical. “It takes courage
to start a conversation. But if we don't start talking to one
anot her, nothing will change. Conversation is the way we
di scover how to transform our world, together”(Weatley, 2002,

p. 27). Gone is the focus on conmunication, a termthat creates

not hi ng nore than a conti nuous stream of e-mails, nenos, and

directives. Conversation, people sinply talking together, is the

foundati on for self-organization and enmergence in hunan systens.
creating feedback | oops.

Wt hout feedback, a | eader has no way of knowi ng what is
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happening or if what is happening is creating positive changes.
Leaders must be connected in a real-tinme franework so that they
are keeping in touch with their community and the systens within
whi ch the community exists. This is not a passive effort. One
nmust actively pursue feedback and create the processes to
support the feedback needed. Isolation can lull a leader into
believing that he/she is in control. Leaders are part of and
| ead a conmunity and “..a community that maintains an active
network of comunication will learn fromits m stakes, because
t he consequences of a mistake will spread through the network
and return to the source along feedback | oops. Thus the
comunity can correct its mstakes, regulate itself, and
organi ze itsel f”(Capra, 1997, p. 82).

tapping into the potential of the team

Before a | eader can tap into the potential of a team the

| eader nust be reverent.
Reverence is the capacity to feel respect in the right way
toward the right people, and to feel awe towards an obj ect
that transcends particular human interests. \Wen | eaders
are reverent, they are reverent along with their followers,
and their common reverence unites themin feelings that
overcomnme personal interests, feelings such as nutual
respect. (Wbodruff, 2001, p. 175)
Wodruff further wites, If |eaders do not show reverence,
then their followers will need to act crudely in order to
be heard. A boss who is arrogant will cone to a bad end,

because he will hot hear the opinions of other people, and
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so he will have no check on his natural human tendency to
err — unl ess sonmeone breaks through his barriers of
contenpt. Breaking barriers |leads to bad habits that are
fatal to reverence. But around a good | eader there are not
thick walls to crash through, and habits of nutual respect,
rising on reverence, can flourish. (Wodruff, 2001, p. 78)
A reverent |eader taps into the potential of a team by

gi ving power, |ove, authorship, and significance to the nenbers
of her/his community (Bol man & Deal, 2001, pp. 221-233). This is
as much a process as it is a principle. Tapping into the power
of the community nust be actively nurtured and the focus nust be
on serving rather than control and power. In nmany organi zations,
| ow nmoral is common and this nay be so because the team nenbers
have not been asked to participate, they are sinply directed.
Behavi ors

A behavior is a reflection of what a | eader does. Wat do
ot hers see?

curiosity.

Curiosity leads to energence and innovation. Wthout
curiosity, there is no reason to explore whether there is a
better way. Curiosity is necessary for learning and growh in
human systens. Curiosity drives the desire to | earn and one
cannot | ead wi thout this desire.

When you really pay attention — when you' re curious, when

you | ook for the best, when you put others first, when you

listen with eyes and heart, when you hang out, when you

open up to and with others — then you find what you're
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seeking. You notice all kinds of exanples of people |iving

up to and exceedi ng the standards that have been set. You

find I ots of opportunities to recognize individuals for

their contributions. (Kouzes & Posner, 1999, p. 86)

passi on.

| f a | eader has no passion, he/she will not pursue issues
of inmportance. “Passion conmes fromthe core of what | eaders
val ue and believe. Passion keeps | eaders noving toward a goal
even when everything seens to go wong. Passion keeps them
committed to what they believe is inportant when others choose
to nmove on” (Apps, 1994, p. 112). Wthout passion, there wll
probably be no risks taken. One does not need to be an
evangel i st to have passion; a quiet passion can drive soneone

just as strongly as a | oud passion. Passion is necessary for a

14

| eader to stand up for justice and humanity. “Leading is giving.

Leadership is an ethic, a gift of oneself to a comon cause, a
hi gher calling. It is easy to mss the depth and power of that
nmessage” (Bol man & Deal , 2001, p. 106).

cour age.

Wt hout courage, one cannot |lead. To lead is to forge
trails that others have not pursued and to do so i s courageous.
Goi ng agai nst the norm and agai nst common know edge i s what
| eaders do. Leaders do not give up when faced with adversity.
They sinply beconme nore determned. If one does not followthe
road that others are follow ng, invariably, adversity wll

present itself. Leaders take this in stride and sinply nove

forward, commtted to their work and service to their comunity.
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Pai n and setbacks are conmon and the courage to persist in the
face of adversity is the mark of a | eader.

Courage is closely aligned with integrity and a service
ethic. Wthout courage, a |leader will not adhere to convictions
and val ues.

Confi dence for | eaders cones from knowi ng what is the right

thing to do, and taking the risk to do it. It is learned in

t he day-to-day decisions that require us to be courageous

on a small scale. It is the heroismof doing the right

thing in daily, unexpected challenges that prepares |eaders
for the courageous risk-taking that extraordi nary

circunst ances sonetines demand. This is the | esson that

successful |eaders learn and practice everyday. (Brenegar,

2001, 1 8)

A Living Systens Model of Leadership

In the sinplest form |eadership can be based in a living
human systens context. In a continuous | oop where this loop is
inclusive of the attributes presented above, vision leading to
action leading to feedback | eading to vision and so on and so
forth can explain the necessary context for |eadership.
Leadership is non-liner and understanding that leading in a
living human systemis based on a continuous | oop hel ps us
recogni ze that everything we do is connected through a conpl ex
networ k of conversational relationships that lead to innovation
and energence.

Personal Wbrk Leadershi p Experience

In my specific work community, Spirit Muntain Casino, |
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have i ntroduced new | anguage to reflect ny phil osophy of
| eadershi p. W now use conversation not conmuni cation. W now
use sel f-organi zation not direction. W now use coach not boss.
And nost inportantly we now use treat people with dignity and
respect rather than unnotivated team nenbers. | view ny
organi zation as a living system and based on ny interest in
| eadership in living systens, ny focus has been on fostering
sel f-organi zation through the creation of conversations at the
grass roots of the organization. So as not to cloud
understanding with term nol ogy that confuses, | have focused on
fostering conversations, people talking together, and have |eft
out living systens | anguage. Self-organization is, however,
| anguage that | have found useful. W, |like so many
organi zati ons, had a conmunication crisis. Understandi ng and
| earning | eading to self-organization, was non-exi stent. A focus
on conversation has spurred a transformation in the way people
wor k t oget her.

Low noral has been common and this nay be so because the
team has not been asked to participate but sinply directed.
Fostering self-organi zation at the team nenber level is a
crucial effort in nmy work and sumrari zes nmuch of what | am doi ng
to tap the potential of ny team

Courage is necessary for ny work as | am introduci ng new
concepts in everything that | do. | ama life long | earner and
naturally curios, which drives ne to question and explore new
opportunities on a continuous basis. It can be a bit unnerving

being so visible all of the tinme. Sone tinmes it would be nice to
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sinply do what is expected. However, ny passion for |earning and
growing drives nme forward and hel ps ne devel op i nnovation for
t he good of the community. My passion to serve is the foundation

for the rest of my behaviors.
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Section 2: Leadership Self-Assessnent and | nprovenent Pl an

Attribute | Assess- Met hod and | mprovenent Pl an
ment | mpr ovenent 1 Yr. and 3-5 Yr.
Scal e
1-5
Process Skills

Aski ng 3 The 3 is a self- 1 Yr.

Questi ons assessnment. \Wen | During training's,

t hat asked 3 others how I during neetings,

MVat t er do on this, they rate |during coaching, and
me a 4-5. Their during conversations
rating i s based on of any type, | am
t he behavior they see |posing questions and

fromme but not based
on ny definition of
my capabilities. My
performance | believe

is not robust in this
area but only
sufficient. I have a
ot of roomto grow
and devel op ny

capabilities.

| amcreating a
rubric to gather nore

broad based and

gaugi ng whet her they
gener ate ongoi ng
conversations. Those
that continue, | am
noting, and those
that do not, | am
noting as well to see
if I can discover
whi ch questions or
types of questions
have a life. | wll
keep a journal for

coll ection of data.
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consi stent feedback
on ny performance
around all of these
skills and behavi ors.
| will be doing
peri odi ¢ 360-degree
assessnents using
this tool and will
al so be using the
tool as part of ny
action research

proj ect .

3-5 Yr.

| will continue the
above activities to
continue to informny
practice and I woul d
like to participate

i n workshops and
training where this
skill is nodel ed
which will help ne

i mprove ny own skills

in this area.

Create
Conver sa-

tions

As in the last skill,
the 3 others in ny

or gani zati on when
asked rate this a 4-5
for me. However, this
is based on the fact
that 1| amcreating
conversation circles
and actively asking
people to start to
talk with one
another. 1 on the

ot her hand under st and

1 Yr.

| amfacilitating and
participating in
conversation circles
that | amcreating at
work and this is the
my vehicle for me to
learn to participate
in conversation. | am
al so readi ng and
studyi ng everything |
can get ny hands on

to help ne further
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that | amnew to
creating
conversations and |
am just beginning to
under stand the

conpl exities invol ved
inthis skill. I have

a long way to go.

under st and
conversation

3-5 Yr.

| will continue the
above activities to
continue to informny
practice and I woul d
like to participate

i n workshops and
training where this
skill is nodel ed
which will help ne

i mprove ny own skills

in this area.

Creating
Feedback

Loops

My sel f-assessnent
and the 3 others that
| asked are simlar.
O hers give ne a 3
and | give nyself a
2. | tend to bury
nmysel f on ny conputer
and do not get out
with the team very
much. | do
participate in

nmeeti ngs but not al

of them My best

1 Yr.

| am going to
schedul e far nore
time out with ny team
so that | can inprove
nmy sense of what is
going on. | wll
continue to inplenent
strategies that

i nprove the way
peopl e tal k together,
which will inprove

information flow in
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f eedback comes from
being out with the

t eam and aski ng
guestions, listening,
and observing. | need
to be out far nore to

i nprove this score.

t he team

3-5 Yr.

| will continue the
strategi es above and
will also explore

| earni ng
opportunities to
improve ny ability to
formalize feedback

| oops. | am not
detail oriented and

this is a stretch for

ne.
Tappi ng When asked, the 3 1 Yr.

into the others feel that I | amcontinuing to
Pot ent i al deserve a 4-5 for ny test ideas on howto
of the work to nove our tap into ny teans
Team cul ture from bossi ng potential. W are

to coaching. | would
give nyself a 4 on
this based on ny
strong work in this
area. | amdriving
this change in the
way we relate with
our team | still am

| earni ng and grow ng

asking the team
menbers to
participate in
deci si on meki ng and
we are watching their
ability and
willingness to
participate. W are

tracki ng absences and
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and wi Il probably be

at a 4 for a while.

call outs as a key

i ndicator to see if

t he prograns we have
i npl enented are

i mprovi ng the way our
t eam menbers feel

about being at work.

3-5 Yr.

| will continue to

| earn fromthe above
activities and
continue to study and
research this area to
i nprove ny
under st andi ng and
performance. | wll
participate in
educat i onal
opportunities when

avai | abl e.

Behavi or s

Curiosity

| received a 5 on

curiosity. | have a
passi on for |earning
and have an undyi ng

curiosity that drives

1 Yr. And 3-5 Yr.
| ama life long
| earner and wil|l

continue to seek

opportunities to
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my desire to learn
about others and

ot her ways of doing
things. | am al ways
on the | ookout for
ways to inprove and
actively help others

do the sane.

| earn and grow. |
will continue to
read, study, and

chal | enge what is.

Passi on | received a 5 across |1 Yr. And 3-5 Yr.
t he board on passion. More than anyt hi ng
| am passionate about |else, | amworking to
my m ssion, Vvision, | earn to channel ny
and values and | live |passion so that | am
what | believe. My able to gain nore
definition of positive outcones.
| eadership, self- Keepi ng the passion
or gani zation, and ny while working to
| ear ni ng phil osophy channel it is quite
are an integral part difficult for ne.
of ny persona
statenment of who I am
and | passionately
wor k to inpl enent
t hese aspects of ny
life.

Cour age This was assessed 1 Yr. 3-5 Yr.

consistently at a 4-

O all the attributes
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5. | gave nyself a 3

on courage. Yes |
have guts but not
al ways at the right
time. | have a lot to
| earn about courage
and how to devel op
courage. | amfearfu
many tinmes and this
causes poor deci sions
t hat others nmay not
see or understand. If
cal m under pressure
was in this scale, |
would rate a 5 but

calmis not courage.

that | defined for a

great leader, this is
the nost difficult
for me and the one
where ny limtations
definitely have held
me back in nmy career.
My limtations here
are internal and a
reflection of self. |
will continue to work
on devel opi ng ny

sel f-confidence so

be abl e

that | wll

to devel op courage.
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Section 3. Book Revi ews
Bolman, L., & Deal, T. (2001). Leading with soul: An unconmon
journey of spirit (2nd ed., Rev.). San Francisco: Jossey-Bass
Publ i shers. 258 pp.

When | first read the introduction to Leading with Soul, |
was struck with the parable of Steve, a corporate executive
whose focus on the bottomline has left himineffective and
denoralized. This story seened to reach out and address the
growi ng lack of humanity in our organizations.

As we read this parable, we learn that as a result of our
journey, as in Steve’'s, the | osses we suffer, the gifts we gain,
the friends we devel op, the neaning we discover, and the new
life we experience energe only if we are willing to risk opening
up our hearts and soul s.

The book is organi zed into seven sections based on the
stages that Steve experiences as he transforns into a | eader
with soul. The “Prelude” provides a clear picture of how the
aut hors organi zed the book and why they enbarked on this
journey. In each of the next five sections (The Search,
Conviction, Gfts, Sharing, and A New Life) we are introduced to
the journey through a series of chapters and then are provided
with an I NTERLUDE in each section where we have an opportunity
to explore the concepts we just experienced. At the end of the
book and new to the new and revised edition, is the “Postlude” a
section devoted to stories of journeys experienced by others.

As the parable unfolds, Steve has found the traits that
have hel ped make hi m successful in his career are no | onger

working to his benefit. Steve, |like many of us, feels that he is
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| oosing a grip on the power and control he believes is necessary
to lead his organi zation. John, his nmentor and the retired
founder of his organization, has recomrended that Steve speak
with a wise sage, Maria, who may be able to help himfind what
he is mssing in his life.

Through an ongoi ng conversati on between Steve and Mari a,
both Steve and we as readers explore soul, spirit, and faith and
why they are at the heart of |eadership. Through his
conversations with Maria, Steve is introduced to heart as the
foundati on of | eadership and to the journey to rediscover his
soul. During his journey, he opens his heart and begins to
confront feelings that he has kept buried for years and begins
to understand the role of prayer to discover his heartsong.

Steve learns that gifts are dualities in our |lives and that
t hrough aut horship people are able to put their signatures on
their work. He | earns about love and its role in an
organi zation, giving power to gain power, and the inportance
bri ngi ng neaning to ones work by being involved in significant
work. We then explore with Steve the nagic of stories, the power
of song, and how cel ebration in our history and our icons plays
a crucial role in our devel opnent as | eaders. Steve then | ooses
Maria to death and through this |oss, learns to honor her |egacy
t hrough the | essons she taught him Devel opi ng ot her spiritual
| eaders, becomes his primary role as a | eader.

This is an inportant book for ne. I have woven the concepts
presented by the authors into nmy own | eadership practice based

on heart and soul. Gving |ove, power, authorship, and
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significance in work are critical to nmy work in devel opi ng the
capabilities and capacity of the teans | |ead. Leading with sou
is at the core of ny work, and this book hel ped nme articul ate
and define my work in a way that I was unable to do before
experiencing this parable with Steve, Maria, and the authors.

This is not a book for those who sinply want a recipe for
| eadership. This book requires reflection and sel f-exploration.
The strength is in the road map devel oped by the authors, which
clearly takes us on a powerful journey to heart and soul. This
book does not offer the reader an easy research source, as it is
not i ndexed, and finding concepts requires rereading the text. |
woul d give this book five out of five stars.

| woul d encourage any reader to introduce this
extraordinary journey to others. This is a story that has the
power to transform Please pick this book up and join nme on the
sanme journey which so many others are traveling, all working

together to create a world filled with heart and soul.
John | nman
Oregon State University
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Kouzes, J., & Posner, B. (1999). Encouraging the heart: A
| eader's guide to rewardi ng and recogni zing others (1st ed.).
San Franci sco: Jossey-Bass Publishers. 175 pp.

Encouragi ng the Heart addresses the nobst inportant
attribute of a |leader and that is about the principles and
practices that support the basic human need to be appreci at ed.
The other four |eadership attributes (challenge the process,
inspire a shared vision, enable others to act, and nodel the
way) are only effective if you encourage the heart.

This is not a soft approach to leading. It is not for those
in | eadership who are afraid to give power away. Leading with
heart helps tap into the power of humans fully engaged in their
lives and work. This power cones from encouraging the heart.

The aut hors have organi zed the book into three parts. In
part one, they di scuss how we as humans are starved for
recogni tion and how so much of our |eadership training has been
based on the | one | eader that solves all problens. Their own
research of thousands of |eaders in all walks of life confirms
the inmportance of heart in | eadership. Their research is
conpel l'ing! They introduce the seven essentials of encouragi ng
(set clear standards, expect the best, pay attention,
personal i ze recognition, tell the story, celebrate together, and
set the exanple) and provide stories about |eaders that have
practiced encouragi ng the heart and the results of that work.
The essentials are fully discussed in part two of the book. To
hel p | eaders understand their current ability to encourage the
heart, the authors also introduce the encouragenent index. This

is a quick and easy tool to assess current abilities.
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In part three we |earn that |eadership is personal and we
nmust devel op a personal voice. Connect your voice with touch and
you wi Il encourage the heart. The | ast chapter provides an
excel l ent selection of ideas to help the reader along with
encouragi ng the heart. The ideas are collected into the seven
essentials and provide nore than enough information to hel p nove
directly into the journey of becomng a truly powerful |eader.

We learn sone critical |eadership | essons in part two of
t he book. We learn that commtnent flows from personal val ues.
If the work is not significant and does not support personal
values, there will be little heart behind the effort. Leaders
need to nmake sure peopl e understand why they are doi ng sonethi ng
t hrough goal s and feedback. The aut hors discuss the Pygmalion
effect — people performto the expectations set. Leaders that
understand this, believe in the abilities of their teans to do
great work. A |eader that is not curious sinply will not notice
hi s/ her team doi ng good work. Curiosity prevents the devel opnent
of a distorted view of reality, production declines, and the
destruction of a manager’s personal credibility. Geat |eaders
make recognition personal so that they do not make the costly
m st ake of under appreciating val uable team nenbers and they use
stories to put a human face on success. Stories tell us that
sonmeone just like us can nake it happen.

Creating a culture of celebration provides a powerful
foundation for a fun and fulfilling work experience. Leaders
nmust nodel a fun place, a culture of celebration and

recognition. The authors propose that we live “DWEWAD’, do what
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we say we will do. Leaders nust take the first step and go first
so as not to let opportunities for creating fun and
encour agenment pass. |If people do not believe in the nessenger,
they won’t believe the nmessage.

| found this to be one of the nobst conpelling | eadership
books | have read. The book clearly outlines the critical
characteristics of |eaders that build organi zations through the
devel opnment and inclusion of others. Even though I felt that I
knew a | ot about devel opi ng powerful teans, | found that | stil
am | earning and particularly need to practice cel ebration and
fun! | have integrated these characteristics into ny own
definition of |eadership.

The strength of this book is in the organization and the
cl ear concepts presented. The book is referenced which nmakes it
easier to use for research. The authors present a conpelling
argunent for rewardi ng and recogni zi ng others based on research.
Those | ooking for a linear approach to | eadership, or those who
bel i eve power is to be accunulated will find this book | acking.
| would give this book five out of five stars.

If you are a | eader hoping to truly make a difference. If
you are a |l eader that has the courage to | ove, give power away,
provi de people w th authorship, and significant work, you have
chosen the right book to study. Read this excellent book and you

will be on the way to encouragi ng the heart.
John | nman
Oregon State University
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