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[bookmark: _Toc233887759]Introduction
This reflection paper covers section 3C of the competencies for the Leadership PhD program at Andrews University. This section is part of the Leadership Through Organization cluster of competencies which, as the Andrews University Handbook says “focuses on the organizational aspects of leadership. Leadership sets direction in ways that facilitate achievement of organizational goals” (Andrews University, 2017). The five competencies in this cluster are:
1. Resource development, human and financial – Leadership appropriately allocates and manages human and financial resources for healthy and strategic
outcomes.
1. Legal and policy issues – Leadership applies and understands the scope of a
legal and policy structure appropriate for their field.
1. Organizational behavior, development, and culture – Leadership understands
personal, group, and inter-group behaviors, and how they impact organizational
history, needs, and goals.
1. Implementing change – Leadership involves working with others in order to
collaboratively shape the vision and strategy for change, as well as being capable of facilitating the change process.
1. Evaluation and assessment – Leadership uses appropriate evaluation and
assessment tools to make decisions about programs and plans.
This reflection paper focuses on organizational behavior, development, and culture. I believe culture is one of the first things people notice when they interact with a business or institution. Very quickly we get a sense as to the health of the organization and if we want to interact or do business with them.
If you drive through a Chic fil a and put in a food order, in also every case the reply will be “my pleasure.” As a business, they work hard at training a workforce to be attentive and gracious to each customer. Recently I went to a mall in Kansas City and when I stepped inside, my first thought was, “this place is dead!” Many store fronts were shut closed and very few people were there. It made a sense this entity was not thriving and probably on its way out of business.
What is the culture of our churches, both large and small, of our schools, both large and small, our camps, our hospitals, our conferences, and our unions. It is the responsibility of the leader to create an environment, withing the organization they are leading, that can accomplish mission. 
[bookmark: _Toc233887760]Organization of Paper
Organizational culture is the set of shared values, beliefs, and norms that influence the way employees think, feel, and behave in the workplace (Schein, 2011). In my journey as a leader in the Adventist church, I have seen very clearly the accuracy of Schein statement both in education institutions as well as every level of the organization of the church I have had the privilege to work in. 
This reflection paper will start with a review of my work and leadership history as it related to the culture that was present and how it affected both the joy of working at the jobsite along with how it aided or distracted from our mission. 
Following this review of work culture, I will present some of the important literature and theories as they pertain to organizational culture. 
Next, I will give an honest assessment of where our current organizational behavior or culture stands and ways that it could be improved.
Finally, we will look at some of the important theories that we want to drive our organization and how it informs our organization as to what kind of behaviors should be present and how they promote mission.
[bookmark: _Toc233887761]Organizational Behavior in my Leadership Journey
In the next few paragraphs, I am going to give a brief and very honest assessment of the organizational culture that was present at the different work assignments I accepted throughout my work journey. 
I started out as a schoolteacher in a K-12 program. The program I joined had a seasoned faculty for the most part. Along with eleven teaching veterans, there were three of us joining the staff who were coming right out of college. For the most part, the organizational behavior was quite difficult to manage and understand as a newcomer right out of college. The principle was quite rigid and had no gift when it came to administration. He created a climate of distrust and secrecy and was not approachable at all. 
As I observed how the faculty functioned under his leadership, they seemed to just work around him and do their job. For someone new, I was in desperate need of a guide and mentor. Unfortunately, the educational office at the conference wasn’t of any help either. In my whole first year, I only had one visit to the classroom from an educational superintendent, and he was in my room for less than two minutes. 
What got me through the year were some of the experienced teachers sharing with me how they managed their workload, discipline in the classroom, and effective teaching strategies. Another major source of help was the supportive group of parents who were always willing to lend a hand of support. Of course, what really made the year possible was the excellent group of students I had the privilege of working with. I learned to love them, and they made coming to work very meaningful.
As I look back on it, it was unfortunate that the principle had created an unhealthy organizational environment. We simply did not work together the way we could have or should have to help the school thrive and to make it the best place possible for the students we were entrusted with.
Next I began my pastoral career as an associate. When I arrived at the church, the senior pastor had already won the hearts of the parishioners, and the organization behavior of the church family was wonderful. In this culture, I had the benefit to be mentored by an honest, productive, mission-oriented pastor with incredibly supportive laity to work with. Over the four years I had with him I grew as a pastor and learned lessons I would use the rest of my work journey. 
After four years with the senior pastor, he took a call and replaced him with someone who had never been a pastor before but thought he knew more than any pastor anyway. If was amazing to see the culture of the church change in a very short amount of time. He was not an honest man and lied to the conference to get his way. I also witnessed him lying to our own church leaders. When I confronted him about it, he just told me to watch and see how pastoring should be done, and I would learn from him what the previous pastor could not teach me.
What transpired was to see a church that was hitting on all cylinders turn into a dysfunctional mess where people stopped trusting each other because of the misleading from the senior pastor. I shared with the conference the concerns I had and what was happening, but they just thought I couldn’t get used to a new way of doing things. When they wouldn’t listen to me, I sought a call. It was one of the best choices I ever made to move away from a culture that was destroying the church to be about its mission. I left soon to pastor in another conference and the pastor I left didn’t even make it through his first year.
Following my first church experience, I was called to be a lead pastor in the next three districts that I took. This first church I landed in had a wonderful, healthy culture present when I came. The previous pastor had done magnificent work, and it made my job a delight. Following the I principles I learned from my first senior pastor, the church worked together beautifully, and we grew in number and mission was moving forward.
The next district I came to was unfortunately not the same. The previous pastor had divided the church and there were various factions at war with one another. The organizational behavior of the church came as a surprise to me when I arrived because the conference never told me of the issues that existed in the congregation. At first, I was very discouraged but then remembered the ways in which the Lord made it clear this was a call from Him. By applying the healthy leadership practices I had learned in my first district, it was a joy to see this group of people learn to trust one another again and work together.
The next district I went to was much like the first one I was called to as a senior pastor, the culture was beautiful in the church, and it was a wonderful experience working with a committed, well-organized group of leaders in the church.
My next calling was to be a youth leader for a large conference with a large camp program. I could talk much about the all the many aspects of being the youth leader for the conference, but in terms of organizational behavior, at look at the camp culture is probably the most important. When I arrived, I was told by the administration that the camp was underperforming. While the camp was treasured by the members of the conference, its census in the summer had slipped to about half of the number of campers they historically had each summer. In addition, the year-round staff was struggling to have a good relationship with each other as well as with the constituents.
Seeing a change come over the culture at the camp over time is perhaps what has brought me the most joy in my leadership journey. It is amazing how just making a few changes in personnel can affect a whole organization. This is what happened early on in my journey with the camp, and it made it possible for there to be a change in the culture of the camp.
The camp grew and was back to historic levels of the number of people served each summer at the camp. Good leadership came after I left and the camp has continued to thrive which also brings me boundless joy to know.
My next experiences in leadership came in working as president of three local conferences. Organization behavior at this level is vital if the conference is going to be able to fulfill its mission to support ministry at the local level. Issues like trustworthiness, honesty, good working policies, consistency all work together to create an environment people could trust and therefore build working relationships which could bring about mission in the local schools and churches. 
I can say some of the conference’s organization behaviors were healthy when I arrived and some were not. When the culture was strong and trustworthy, the teachers, pastors and office workers felt supported and heard. When the organizational behavior was not healthy, workers were on edge and the ability to work together as a team was impaired greatly. 
Organizational behavior at the union level matters too. At this level, the primary function is to support the local conferences and universities that fall in their territory. Both the conferences and schools of higher education suffer greatly when there is not a functional union administration backing them. I can remember as a conference president how difficult it was when I had a challenge arise in my conference and having no one at the union office I could call who had experience to help me. 
At the end of the day, what has struck me from my first assignment as a schoolteacher and then as a pastor, to being a union president is how importing leadership is in building a healthy, functional environment for the work of ministry to take place. Organizational behavior makes all the difference in whether or not ministry is going to take place in a healthy way.
[bookmark: _Toc233887762]Literature and Theory Review of Organizational Behavior
Fred Luneburg said, “Organizational culture is the set of shared values, beliefs, and norms that influence the way employees think, feel, and behave in the workplace” (Lunenburg, 2011, p. 11)  Richard Daft says organizations are “ (1) social entities that (2) are goal-directed, (3) are designed as deliberately structured and coordinated activity systems, and (4) are linked to the external environment (Daft, Murphy, & Willmott, 2010, p. 11).
From the above to quotes, it is clear to see organizations do not come about by accident but are clearly intentionally designed and implemented. There are many diverse types of organizations, large and small, open, and closed, governmental, non-governmental, religious, non-religious, for profit, non-for profit just to name a few. One thing is clear, however, is that most scholars argue that leadership has profound influence over the culture that is set in any organization (Alvesson, 2011; Burton & Obel, 2018; Schein, 2010; Thompson, 2017). This is something I clearly experienced on my journey. It would take only getting a new conference president for everything to change in terms of the organization culture. Often, I felt this phenomenon when we came together for a worker’s meeting for all the pastors. The atmosphere created by our conference president would make all the difference in the way the pastor’s felt they could function. This was also true in educational settings with the leadership the president’s or principals would provide.
Culture,  however, is not very easy to define. Alvesson (Alvesson, 2011) says it is important to understand it, however, in that it is “central to all aspects of organizational life” (Alvesson, 2011, p. 153). Edgar Schein divides organizational culture into three levels. Level one he calls artifacts which include things like organizational structure and processes which ultimately have an impact on culture. Level two he describes as values and beliefs an organization holds. This includes an organization’s goals strategies, goals, and vision. Level three he sees as the assumptions of an organization which include unconscious belief, perceptions, thoughts and feelings which provide the foundation for the values and artifacts (Schein, 2010).
Below is a diagram of Schein’s definition of organizational culture. I have seen this play out during my leadership journey while in education, the pastorate, a conference, union, and division of the SDA church. The assumptions held, especially by leadership, drove the vision and goals for the organization and ultimately what we produced. The role of the leader was crucial to influence and shape the organization’s underlining assumptions and help create the vision for us. The functionality of the culture the leader created then provided the foundation on which our organization could produce healthy fruit or in some cases, unhealthy fruit.
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(ATD, 2023)
	One example of how Stein’s theory played out in my leadership journey had to do with the inequity of hours the cabin’s counselors had to work compared to the general staff. This was causing a big moral problem in which the counselor staff felt the current arrangement was very unfair. The truth was that they were correct. The assumption held at camp by the employees was that we would be a fair as possible to all in their working environment and treat them with respect even when they pointed out issues of fairness.
The values we held at camp compelled us to look at ways in which the counselors could have a reasonable workload that reflected fairness across all of the staff positions. As a result, we created a time off plan, (T.O.) plan for the counselors where every day they got a 2-hour break and every week a day off. The general staff had to pick up the 2-hour T.O. responsibilities for the counselors and soon the staff began to see a much fairer system. 
The outcome was one of surprisingly unified support across both the counselor and general staff. As it turned out, the general staff didn’t feel good about how the counselor’s week was so heavy. They were glad to give up part of their time to bring them some relief. Stein’s model fit perfectly into how the change came about with our camp staff.
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Organizational structure plays a key role in both authentic leadership theory and servant leadership theory because it determines how authority, communication, accountability, and decision-making are practiced within the organization. 
From the perspective of authentic leadership, structure should promote transparency, ethical consistency, and trust. Leaders who claim to value honesty and mission must ensure that organizational systems reflect those values in practice(Agote, Aramburu, & Lines, 2016; Bakari, Hunjra, & Niazi, 2017; Caza & Jackson, 2011). From the perspective of servant leadership, structure should empower people, remove unnecessary barriers, and support those closest to the work(Cannon, 2019; Frick & Spears, 1996; Greenleaf, 1998). 
In churches, schools, camps, conferences, and unions, structure should not simply preserve hierarchy; it should create an environment where people are heard, supported, and equipped to fulfill mission. In this sense, organizational structure becomes one of the visible artifacts of culture, revealing the deeper assumptions and values that guide the organization.
When I reflect back on Stein’s model for organizational culture and behavior, I believe in a confessional organization you should never take for granted the assumptions for the organization. As an example, one could assume that each person in your organization has a deep, committed relationship with Christ. After all, our office is full of leaders in church. We decided this was not something that should be taken for granted and we made planes to help foster a closer relationship to Christ among our employes and those working in the field. In the artifacts for this competency, you will find the outline for the pastor meetings we conducted from the union office for all the pastors in our territory. You will find in the artifacts the programs for several of our retreats we offer to the conference workers who work in our downline. You will also find the spiritual retreat program we do every year for our officers, directors, and associates. Finally, you  will see the intentionality of our worship time each week with our staff.
I simply do not believe we can build a thriving organizational culture in our Christian mission without each of the players having the opportunity to strengthen their relationship with our Savior. 
With the foundational reality of a deeply, committed team, we now have a culture where we can pray together, dream together and plan for how we will fulfil our mission. This in turn produces the kind of fruit we all long to see for our Savior. 
One example of how this worked for the benefit for our union was when one of our conferences got in trouble because of financial constraints. Their territory was largely populated by farmers who had been hit with terrible flooding during planting season and harvest time. As a group of conference presidents and union officers we are very close because of the time we spend with each other and praying for each other. As a result, we produced a plan of how all of us could help this conference on a temporary basis to get through their tight financial spot in the road.
What came from this was a conference who felt a part of a family by receiving help just at the right time. In the same way, the conferences who were able to help the conference in need were blessed to be able to do so. 
At the end of the day, to foster a healthy culture in a Christian institution, I believe the formula is pretty straight forward. First, you must be kind and practice the golden rule. This, I believe, is an underlining assumption everyone in an organization believe ought to be a part of a leader’s tool kit.
Secondly, you must have in place fair and effective policies to govern all that takes place within your organization. Thirdly, you must orchestrate opportunities to dream and innovate together. If these practices are in place, I believe one will see an organization’s culture become healthier as a result.
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