Ignatian Spirituality and Leadership - a Way of Living and Leading.

Deirdre J Duncan and Martin Scroope

“Hope in Uncertain Times: Leading Catholic Schools Towards the Future”. Edited by Anne Benjamin and Dan Riely. 2008
Introduction

Is it possible to integrate a way of living with leading in the complexity of today’s social environment? An examination of elements of Ignatian Spirituality and some current leadership thinking shows that such wholeness is possible. The authors will attempt to show how in this article. We begin with a definition of leadership, followed by an introduction to the insights, strategies, and worldview of Saint Ignatius Loyola, founder of the Society of Jesus. Leadership models and thinking are then presented and analogies with Ignatian spirituality are identified. Finally, an Ignatian leadership framework for living and leading is suggested. 

A Leadership Definition

To identify the congruence between Ignatian spirituality and leadership, it is necessary to begin with a definition of leadership, a not so simple task, given the number of different definitions that abound. One which seems to capture the essence of leadership is that of Vance Packard in The Pyramid Climbers, where he describes it as “the art of getting others to want to do something that you are convinced should be done”. Sultmann and McLaughlin see that leadership has a pervasive force as a dynamic and creative spirit which possesses an influence on “all areas of organisational functioning” (2000, p. 178), in much the same way Ignatian Spirituality affects all aspects of one’s leadership, and it gives expression to a particular culture, so it is context bound. Further to this, Sultmann and McLaughlin see the spirit of leadership as being modelled on the person and message of Christ. “It is an energy force which is sacramental in nature, a sign and instrument of God’s continuing saving action in the world, one that provides blessing by contributing to personal, communal and environmental betterment. It is the source of life and renewal” (Sultmann and McLaughlin, 2000, p. 183). Ignatian Spirituality too is a Christ centred approach to life orientated to the greater good of self, others, God and creation.

Kouzes and Posner (1990), in their research on leadership, identified five fundamental practices:

1. leaders challenge the process – by searching for opportunities to bring about change

2. leaders inspire a shared vision – they can envision the future and inspire others to share the vision

3. leaders enable others to act – by fostering collaboration and creating an atmosphere of trust and human dignity

4. leaders model the way – by living out their core values 

5. leaders encourage the heart – by keeping hope and determination alive, recognizing the contributions of others and celebrating accomplishments. “They make everyone feel like heroes” (1990, pp 279/280).

Elements of most, if not all, of these practices can be seen in the way Ignatius led his men.

Ignatian Spirituality

Ignatius was a minor Basque noble, born in 1491. He says in his memoirs that ‘up to the age of twenty six, he was a man given to the follies of the world and what he enjoyed most was exercise with arms, having a great and foolish desire to win fame’. (Testament and Testimony: The Memoirs of Ignatius of Loyola, P 17). While recovering from a shattered leg sustained in a battle at Pamplona, he commenced a faith journey that led eventually, with much searching, to the founding of the Society of Jesus, still the largest Catholic order in the world today. 

His legacy, inspired by mystical experiences, is an intensely practical and service oriented spirituality, set down in his famous Spiritual Exercises, the later Constitutions of the Society of Jesus and in his many letters and other writings still extant.   

 In terms of inspiring others and enabling others to act, his spirituality is for everyone.  He could feel and express deeply the experiences common to all people and translate them into constructive ways to help others (the enabling others to act of Kouzes and Posner, 1990). Being alive and open to the world, for him, everything could be used in some way to give glory to God.

Under his guidance and with communal reflection, his companions in the early Society of Jesus translated that vision into apostolic strategies, namely, Decrees of General Congregation 34. (1995)

“To choose to be with Christ as servants of his mission, to be with people where they dwell and work and struggle, to bring the Gospel into their lives and labours” (the encouraging the heart of Kouzes and Posner, 1990).  

Ignatian spirituality and its “way of proceeding”, is a reflective and Christ-centred approach to life interlocked into the relationships and processes of the every day. Living out of Ignatius’ foundational insights and his worldview, this reflective process is founded in the dynamic of experience, reflection and action expressed in prayer, decision-making and the ordinary and extraordinary of daily life, in much the same way as any leader would function. The process incorporates the dynamic interaction of the dimensions of leadership which include: the leader being fully present to others; the reflective capacity to clarify one’s own beliefs; convictions and values to underpin leadership; and relationships which are authentic and empower all members of the group. 

Values

Identifying and living out of core values and achieving personal mastery are key to leadership thinking. Ignatius sets out his core values, his view of the world and a path to personal mastery at the commencement of the Spiritual Exercises. In the words of Ignatius, as translated by Fleming (2002, p. 27):


God who loves us creates us and wants to share life with us forever. Our love 
response takes shape in our praise and honour and service of the God of our life.


All the things in this world are also created because of God’s love and they 
become a context of gifts, presented to us so that we can know God more easily 
and make a return of love more readily.


As a result, we show reverence for all the gifts of creation and collaborate with 
God in using them so that by being good stewards we develop as loving persons 
in our care for God’s world and its development. But if we abuse any of these 
gifts of creation or, on the contrary, take them as the centre of our lives, we break 
our relationship with God and hinder our growth as loving persons. 


In everyday life, then, we must hold ourselves in balance before all created gifts 
insofar as we have a choice and are not bound by some responsibility. We should 
not fix our desires on health or sickness, wealth or poverty, success or failure, a 
long life or a short one. For everything has the potential of calling forth in us a 
more loving response to our life forever with God.


Our only desire and our one choice should be this: I want and I choose what better 
leads to God’s deepening life in me.


His key values are further explained in the following:  (Scroope, 2002. p.39-42)

1. God is our Creator and all other reality comes from God and has value only insofar as it leads us to God. This God is present in our lives, “labouring for us” in all things and this God can be discovered through faith in all natural and human events, in history as a whole, and most especially in the lived experience of each individual person. (The leader reflects on his experience).

2. Each man or woman is personally known and loved by God. This love invites a response which, to be authentically human must be an expression of, a radical freedom.  Therefore, in order to respond to the love of God, each person is called to be:-free to give of oneself, while accepting responsibility for and the consequences of one’s actions; free to be faithful; free to work in faith toward that true happiness which is the purpose of life; free to labour with others in the service of the Kingdom of God for the healing of creation. (This freedom underpins the concept of servant leadership where the leader must be free of all self-interest).

3. Evil exists in the world and because of people’s poor choices for themselves and others. This means people’s freedom to respond to God’s love is not automatic. (Compare this with pseudo transformational leadership, described later.) We are engaged in an ongoing struggle to recognise and work against the obstacles that block freedom, including the effects of sinfulness, while developing the capacities that are necessary for the exercise of true freedom. In working toward this true freedom, one must learn to recognise and deal with the influences that can promote or limit freedom: the movements within one’s own heart; past experiences of all types; interactions with other people; the dynamics of history, social structures and culture.

4. Jesus is a historical person and is the model for human life because of his total response to the Father’s love, in the service of others. He shares our human condition and invites us to follow him, under the standard of the cross, in a loving response to the Father. He is alive in our midst, and remains the Man for others in the service of God.  (Jesus’ leadership of service).


5. “Love ought to manifest itself more by deeds than by words”. Ignatius asks for the total and active commitment of men and women who, to imitate and be more like Christ, will put their ideals into practice in the real world of ideas, social movements, the family, business, political and legal structures and religious activities  (the shared vision of Senge, 2006).


6. His response to the call of Christ is in and through the Roman Catholic Church. Ignatius and his first companions all were ordained as priests and they put the Society of Jesus at the service of the Pope- (Service in the Society of Jesus)

7. His constant concern was for greater service of God through a closer following of Christ, and that concern flowed into all the apostolic work of the companions. The concrete response to God must be “of greater value”. This is called the “magis” – the more.  

8. He attracted companions who became, “friends in the Lord, in the service of others”. The strength of a community working in service of the Kingdom is greater than any individual or group of individuals (Senge’s team learning)

9. He and his companions’ decisions were made on the basis of an ongoing process of individual and communal “discernment”, done always in a context of prayer. Through prayerful reflection on the results of their activities, the companions reviewed past decisions and made adaptations in their methods in a constant search for greater service of God (the “magis”) - the reflection essential in authentic leadership and the team learning of Senge!)

Foundational insights

Further insight and understanding of Ignatian leadership can be gained from Ignatius’ foundational insights: (Scroope, 2005. p60-63)

· Conversation, the apostleship of listening to oneself, others and God – to identify the gaps between the reality and the vision; 

· Deepest Desires, life generating dreams for oneself, others and the workplace – the shared vision of current leadership thinking; and 

· Helping Others (Souls), love ought to manifest itself more by deeds than words (servant leadership).

Ignatian Spirituality – “seeking and finding God in all things” – is a “way of proceeding” which enables people in families, workplaces, centres and communities, both individually and communally, to become sensitive to the activity of God already active in the life of each person, and in the life of the institution or structure.  For this reason, Ignatian workplaces, centres, families and communities are world-affirming in their mission, values and priorities and their work encompasses the local, national and global community as legitimate spheres for co-operating with God.  They are stewards of God’s world. Both Sergiovanni (1992) and Greenleaf (1977) see stewardship as an important part of leadership, effective only if it is based on a pursuit of excellence that is rigorous, free of coercion, tested by reflection and prayer and having exposed people to the social and structural injustices that cripple societies worldwide. 

A form of prayer

Ignatius’ values and his foundational insights are an objective moral compass for vision, goals, objectives and a means by which individuals and institutions can daily orientate their decisions. 

For a deeper personal subjective compass, the Awareness Examen, a form of daily prayer is a most helpful ‘way of proceeding’. Together with an experience of the Spiritual Exercises of Ignatius, these are tools that enable constant contact with one’s desires and with what is going on in one’s world. The Awareness Exam is a simple process with five stages, to be performed daily: (Scroope, 2005. p.48)

1. Thanksgiving. As we look over the day we seek to appreciate all the good things that have happened to us and to thank God for these.  We recall with gratitude all that has been given to us.

2. Asking for Insight. We pray for the gift of the Holy Spirit to help us understand ourselves better in terms of our values, inner self.  Why do we act the way we do?  Is it from selfishness? Pride? Fear? Confusion? Tiredness? Frustration? Love? Generosity? 

3. Looking at My Day.  We now ask ourselves how we have spent our day.  As we ponder our behaviour today, we begin to see patterns and connections, which open our eyes to our own weakness and strengths. 

4. We Ask Forgiveness. We turn to Jesus admitting our inadequacy in responding in love to Him, self, others and creation and ask for forgiveness.  Whilst this might be a moment of sorrow, it is also one of wonder and gratitude at Jesus’ love, and of desire to do something for Him.

5. Looking to Tomorrow. Finally, as we look to tomorrow, we ask for God’s grace and help.  We ask God to touch particularly those areas, which have come into focus during our prayer.  Are there some attitudes in us that we would like God to change? Are there some decisions we need to make? Would we like to be more sensitive to the presence of God and others in our day? Ask for what you need.

The Spiritual Exercises

Ignatius says that ‘by this name of Spiritual Exercises is meant every way of examining one’s conscience, of meditating, of contemplating, of praying vocally and mentally, and of performing other spiritual actions…For as strolling, walking and running are bodily exercises, so every way of preparing and disposing the soul to rid itself of all the disordered tendencies, and, after it is rid, to seek and find the Divine Will as to the management of one’s life for the salvation of the soul, is called a Spiritual Exercise’ (Fleming, 2002. Annotation 1).

He goes on to explain that the Exercises are divided into four parts:

· ‘First, the consideration and contemplation on the sins;

· Second, the life of Christ our Lord up to Palm Sunday inclusively;

· Third, the Passion of Christ our Lord;

· Fourth, the Resurrection and Ascension with the three Methods of Prayer’ (Fleming, 2002. Annotation 4.).

He explains that each division does not necessarily correspond to a week because some are slower to find what they seek out of the contemplations. However, a way of fully experiencing the Exercises is through a process of thirty days of prayer, reflecting on one’s life in the company of a person experienced in the making and the giving of the Exercises. The aim is to discern how God is operating in one’s life and to see how one is being called into relationships with others, creation and God. It is identifying the authentic self, who then has the potential to interact with others authentically, in the same way as the authentic leader engages in relationships.

Relationships

In the offering of the Spiritual Exercises, Ignatius provides people with a process by which they can …“become free, at ease with themselves and to be led by the particular grace given to each one”. The giver of the Exercises (director) and the one making the Exercises (retreatant) are companions in the search for the right relationship with God, with self and creation. The director “accompanies” the retreatant in his or her prayer with God over the thirty days. The model below expresses how relationships exist in the experience of the Exercises. The model also shows how it can be applied to the manner in which a leader can work with his/her followers. (Scroope. 2005. pp.70-74)
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Figure 1 The ‘Accompaniment’ Model
Applying the model of ‘accompaniment’ to how we live with one another as parent, manager, employer, friend and co-worker, or leader, is worthy of reflection, because it provides the means by which people can communicate in an unthreatening and positive manner with others in regards to life, particular issues or work situations.  Such communication is an essential skill of leadership. 

The Emmaus story of a resurrected Jesus walking with friends, Luke 24:13-35, places Ignatian accompaniment, Jesus story and everyday life, including the leadership context, in a positive inter-relationship.

Luke’s story for connectedness in daily life is one of: 

· Walking with.

· Listening to.

· Evoking a response leading to choice.

· Blessing and breaking of bread, and

· Going on mission.

‘Walking with’, implies attentiveness to the other in which both people in the experience share life together, and a sense of mutuality pervades the ordinary. In being “listened to”, no matter the situation, people feel satisfied if genuine attention is given to their conversation. Self worth and well being are enhanced when due recognition and empathy is given to the personal story. Having been ‘walked with’ and ‘listened to’ people are more able to choose life, all that is good and leading to life, rather than death, all that is not good or leads away from goodness. 

Self-made decisions are the good decisions and the fruits are seen in the powerful and dignified virtues of accountability and responsibility. “The blessing and breaking of bread” is a metaphor for the blessing and breaking open of the human condition and giving all the fruits of this back to people and creation. By the ordinary inclination of human nature, “going on mission” is directed toward all that is good. Hence our work places, homes and institutions are generally motivated by the desires and choices which lead to human flourishing. It is in the arena of deepest desire, choices and action that mission finds its meaning and it is essential that leaders can tap into that.

Ignatian Spirituality and Leadership                

Since Ignatius’ “way of proceeding” is so closely related to the relationships and processes of the every day, it is pertinent to commence our examination of leadership with the environment in which leadership is to be practiced. The cultural context is of critical importance to the success of any leadership efforts. Ignatius and his men, in bringing about change, always started from an understanding of the cultural context where they were working, always allowing for other persons, place and circumstances. Whatever the organisation, whether a business corporation or an educational institution, its culture reveals ‘the way we do things around here’ and the organisational culture promotes the core values/foundational beliefs of the organisation. The intangible, non-negotiable dimensions of the culture contain these core values and it is through the tangible, visible dimensions of the culture that these values are lived out (e.g. mottos, programs, and vision and mission statements). Hence, it is no wonder that Sergiovanni (1987) identifies culture as the strongest of his leadership forces. Obviously if this is to be a strong leadership force, it demands that the leader takes the time to reflect and identify all the critical elements of the culture before embarking upon action in the life of the institution or their own personal life. He/she is clear on his/her core values and on the tangible dimensions of the culture that give expression to those values.

Conceptual Framework for Cultural Context
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Figure 2 Conceptual Framework for Cultural Context
Clarification of the core values involves, firstly, identifying and holding up to scrutiny one’s basic underlying assumptions about, for example, the nature of reality and truth, the nature of human nature, the nature of human relationships (Schein, 1991) and the nature of our relationship with God. It is around these that cultural paradigms form and it is these assumptions that give rise to our core values. If they have become ‘taken-for-granted’ values, they too need to be brought to a conscious level for analysis. There cannot be any incongruity between the tangible and the intangible if there is to be successful leadership. The Ignatian ‘awareness examen’ is a daily skill enabling reflection, so that one’s leadership remains authentic.  

The importance of reflection is also seen in the work of the management thinker, Peter Senge (2006), who writes about the concept of a learning organisation, where its members are open to continuous learning, and leadership is diffused throughout the organisation. People in such organisations see themselves as connected to the world not disconnected from it, so they see that problems are created by their own actions not by “something ‘out there’” (Senge, 2006, p.12). To function according to such a relationship with our world/organisation, according to Senge, requires a person to have developed the five learning disciplines – systems thinking, personal mastery, mental models, building shared vision and team learning: 

· Systems thinking is the ability to see the interrelationships of wholes and it underlies all of the other disciplines.

· For Senge, personal mastery means “approaching one’s life as a creative work, living life from a creative as opposed to reactive viewpoint” (p.131). It requires a person to continually clarify what is of importance to them and to learn how “to see current reality more clearly” (p.132).

· Mental models allow us to make sense of our world and, therefore, to take action.

· In this context, shared vision, although it may be created from an idea, it is more than that – “it is a force in people’s hearts, a force of impressive power” (p. 192) derived from each person’s “deep caring for the vision”. This is somewhat akin to Vaill’s idea of purposing in leadership, which refers to “that continuous stream of actions by an organisation’s formal leadership which has the effect of inducing clarity, consensus and commitment regarding the organisation’s basic purposes” (1984, p 57).

· For team learning to occur, free and open discussion/dialogue about reality and its complexity must occur. This requires “a deep ‘listening’ to one another and suspending of one’s own views” (p 237) just as in the process of accompaniment.

For the leader, this approach allows the identification and clarification of taken-for-granted assumptions and values and, therefore, the identification of any gaps between the reality and the vision, thus allowing change. This need for reflection to clarify assumptions and values resonates with the importance of reflection in Ignatian spirituality, especially in the first and second week of the Spiritual Exercises.

A leadership that is effective taps people’s emotions, appeals to their values and takes cognizance of their interrelationships. Such leadership is morally based. Thus Sergiovanni’s culture as a leadership force, which is based on the intangible core values, gains credibility as an effective type of leadership. Another type of leadership that is closely allied with this thinking is Greenleaf’s concept of servant leadership, a model of leadership that basically puts serving others as a priority so that it enhances the personal growth of the individual, improves the quality and caring of the organisation through teamwork and community, personal involvement in decision making and ethical and caring behaviour. Such leadership depends on people trusting in the leader’s competence and values and not self-interest. The servant leader, therefore, serves the values, beliefs, and ideas that shape the organisation. The implications of this, of course, are that these values and beliefs are commonly held by all staff. So effective servant leadership needs a shared commitment to values or the ‘purposing’ that Vaill writes of, and for this complete relationship, a covenantal community is required where there are bonding relationships that recognise that values are important to people. There needs to be empowerment so that people are free to act so long as the action is according to the shared values. It also means that leadership is shared and not centred on one formal leader. Spears (1995) identifies ten characteristics of servant leadership:

· Listening so as to identify and clarify the will of the group; getting in touch with one’s own inner voice.

· Empathy accepting and recognizing the special and unique spirits of others.

· Healing – recognizing that through servant leadership one has the potential to heal one’s self and others and make them whole.

· Awareness – in both a general sense and in the sense of self-awareness; fostering awareness.

· Persuasion – rather than positional authority being used; the servant leader builds consensus within groups.

· Conceptualization – “dream great dreams”; the ability to look and think beyond day-to-day realities.

· Foresight – the ability to understand lessons from the past, the realities of the present, and the likely consequences of decisions for the future.

· Stewardship – “holding something in trust for another” – the first commitment is serving the needs of others.

· Commitment to the growth of people – people have an intrinsic value beyond their tangible contributions as staff members.

· Building community – as a shaper of human lives (pp 4-7).

The test of effectiveness of servant leadership is whether or not those being served have grown as people; are freer, more autonomous and more likely themselves to become servants – essentially, the Ignatian ‘way of proceeding. Ignatian spirituality is a way of leading which has at its heart servant leadership, found in the foundational insight of helping others. 

From the perspective of Ignatian Spirituality, it is also interesting to look at transformational leadership since it focuses on helping people realize their potential. This is achieved by increasing their awareness of task importance, its value and their contribution to the accomplishment of the task, so the transformational leader has them focus on team or organisational goals firstly, rather than on their own interests  (somewhat akin to Ignatius’ value of radical freedom’) and he/she stimulates followers’ higher order needs. Since Burns (1978) put forward this concept of leadership, it has been challenged, in that its morality is open to question e.g. by manipulation of followers. However, the concept has been further developed in a way that ‘fits’ even more with Ignatian Spirituality. Hence, Bass & Steidlmeier (1998) put forward the idea of authentic transformational leadership which rests on a foundation of legitimate values and it is grounded in moral foundations based on four components:

· idealized influence

· inspirational motivation

· intellectual stimulation

· individualized consideration (Bass & Steidlmeier, 1998).

The first two components require that the leader’s actions are based on core values that are morally uplifting; policies, procedures and processes are consistently based on these values and the leader is committed to these clearly stated, continually enforced values, which form the basis of the organisation’s acceptable standards. “The inspirational appeals of the authentic transformational leader tend to focus on the best in people – on harmony, charity and good works” (Bass & Steidlmeier, 1998, p.5). 

The intellectual stimulation of authentic transformational leaders displays a logic based on correct assumptions and authority does not outweigh reason, so their persuasion is based on the merits of the issues. When followers can see the merit and relevancy of the leaders’ ideas and mission to their benefit and satisfaction, then change in followers’ values is possible. However, authentic transformational leaders do not attempt to control the agenda so as to manipulate values of importance to followers. In showing individualized consideration, the authentic transformational leader is concerned about developing their followers into leaders and they use their power in socially constructive ways in the service of others.  Bass summarizes this type of leadership succinctly when he says:

Leaders are authentically transformational when they increase awareness of what is right, good, important, and beautiful, when they help to elevate followers’ needs for achievement and self-actualization, when they foster in followers higher moral maturity and when they move followers to go beyond their self-interests for the good of their group, organisation or society (Bass and Steidlmeier, 1998, p. 171).

It is possible to have pseudo transformational leadership. Such leadership highlights ‘we-they’ differences in values and argues it is the ‘we’ who have good values, while the ‘they’ do not. These leaders tend to focus on the worst in people and prefer to have followers dependent on them. To this end, they will focus on the ignorance of people and use power mainly for self-aggrandizement; their logic contains false assumptions to overcome uncertainty and they foster favouritism and competition under the pretence of being helpful. Often this arises from an individual’s subconscious, the unseen unidentified self oozes out or permeates into the everyday thoughts and behaviours.

Ignatius, being acutely aware of the existence of evil, developed strategies to discern the sources of good and bad spirits. This is part of the work of the second week of the Spiritual Exercises culminating in the processes of discernment to be used in making a choice or coming to a decision. Only one thing is important, Ignatius says, and that is to seek and find what God wants of the person at that time of their life. 

A later development in leadership thinking is one that focuses solely on the authentic dimension of leadership (e.g. Duignan, 2006), a dimension which fits very neatly with Ignatian Spirituality because it demands the clarification of one’s own beliefs, convictions and values so these can be ‘brought’ to one’s leadership. The leader needs to discover who they are, their own originality and where they are in relation to the wider whole. To discover their own authenticity, the leader has to delve through layers and layers of culturally and spiritually constructed ‘coatings’ so that they can bring their own unique possibilities into realization. These possibilities include the leader’s unique gifts, abilities, interests, talents, insights and wisdom and, for the leader, these can only be realized in relationships in the context of leadership. Ignatius’ “Awareness Examen” is a useful process in delving through the layers. 

George (2003) indicates that authentic leaders demonstrate five qualities:

· understanding their purpose, which requires an understanding of self and a real sense of purpose,

· practicing solid values, which are shaped by personal beliefs, life experience,

· leading with heart, through having a strong sense of purpose, 

· establishing connected relationships, which are open and have depth through which trust and commitment are built, and 

· demonstrating self-discipline, so that their values are reflected in their actions.

This means that the authentic leader functions on the basis of the solid foundation of his/her core values, which could be seen as comprising the inner circle of two concentric circles, as shown in Figure 3.




 



Figure 3 Operational Model for Authentic Leadership
The outer circle is composed of ethical standards, laws and regulations and, in authentic leadership, all decisions are made within the inner circle. There can be no implementation of any standard or rule or regulation that compromises the leader’s core values, provided they have been clearly identified as flowing from appropriate beliefs.

An important concept in relation to authentic leadership is that of presence and this too has distinct links with Ignatian spirituality. If authentic leadership is to be exercised, a leader must be fully present to others and this enables healthy relationships to develop. Our presence activates our authenticity and the authenticity of others. If the leader is authentic as a person, then the relationship or the situation evokes a response consistent with the person the leader is, the values he/she holds and the commitments made. Starratt points out that presence can be an affirming one, in which the leader has an “attitude of unconditional regard” for those with whom they are working, so they can be the people they “have the right to be” (2004, p.93). Such a leader will attempt to create an environment in which others can be authentic and affirm one another, thus building community. He also suggests presence can be a critical one, involving a critical appraisal of oneself to ensure truly authentic relationships occur. Finally, he suggests that the presence flowing from affirming and critical presence is that of an enabling presence, which he sees as signifying “that one brings oneself fully into the situation with the other person” – Ignatian ‘accompaniment’. The ‘we’ is necessary for the achievement of any goal.   

From the concept of presence in relation to leadership, Halpern and Lubar (2003, p.9) have developed a useful leadership model based on four sequential elements:

1. P stands for Being Present, the ability to be completely in the moment, and flexible enough to handle the unexpected;

2. R stands for Reaching Out, the ability to build relationships with others through empathy, listening, and authentic connection;

3. E stands for Expressiveness, the ability to express feelings and emotions appropriately by using all available means – words, voice, body, face – to deliver one congruent message; and

4. S stands for Self-knowing, the ability to accept yourself, to be authentic, and to reflect your values in your decisions and actions.

These concepts, theories and models of leadership all demonstrate the critical importance of relationships in effective leadership. This leads to the conclusion that, arguably, for leadership to be effective, it must be shared. These days it is too much for one person and there are currently a number of different terms used to name the concept of shared leadership: distributed leadership, although this is a term which suggests that there is one leader who ‘controls’ the distribution of leadership; community of leaders, which avoids the ‘control’ dimension; partnership-as-leadership, which suggests the concept of two or more sharing power and joining forces to achieve a commonly held purpose or goal, and shared leadership, which, perhaps resonates more with Ignatian spirituality  as it suggests the concept of a more authentic sharing of leadership where there is a balance of power and all members of the group are empowered. 

Effective shared leadership is dependent on a shared purpose, goal or vision. Individuals may use a variety of methods to achieve the goal or purpose but they share the same sense of purpose. Responsibility and accountability for the work of the group is shared; each takes an active role in the work of the group and is accountable for completing their individual contribution. This concept of leadership also requires respect for the person since each person brings with them different skills, ideas and gifts, all of which are valuable and must be recognised and embraced by the group. Consequently, there needs to be dialogue and discernment to identify each person’s gifts, skills and energies. Finally, such a view of leadership requires that people work together in complex real-world situations. All of this means that the relationship becomes more of a partnership; vitality and spirit are experienced as individuals and their relationships are woven together to achieve the common goal.  

It is interesting to note that there are certain constant themes running through all these secular models/thinking on leadership. The more significant of these are: 

· Alignment between personal and corporate values.

· Self-awareness attained by reflection (e.g. in authentic leadership, Senge’s personal mastery, servant leadership, the self-knowing of presence)

· Shared vision (e.g. in Senge’s bringing about change in a learning organisation, Vaill’s purposing)

· Interconnectedness/authentic interrelationships (e.g. in authentic learning, the reaching out of presence, 

· Building community (e.g. in servant leadership, in the exercise of authentic leadership.
From these common themes and others less constant, we can go back 450 years to Ignatius and identify interesting similarities. These are shown in Table 1:

	Features of Leadership
	Features of Ignatian Leadership 

	Alignment of personal and corporate values
	Ignatian worldview

	Self-awareness (Authentic Leadership)
	Deepest Desires – Awareness Examen – Spiritual Exercises

	Shared vision and mission
	Common mission

	Interconnectedness/authentic relationships 
	Conversation/Helping Others

	Building community 
	Community working in service of others – “Listening to”

	Presence 
	“Walking with”

	Goal achievement
	“Magis” – for the greater good

	Living out of one’s vision 
	Contemplative in action – God in all things


Table 1. Features of Leadership Thinking and Ignatian Spirituality.

An Ignatian Leadership Framework

From this comparison it is possible to identify an Ignatian leadership framework: 

· Service of others, with a particular emphasis on the dignity of each and every individual. This could also be translated as being with, for and on behalf of the poor.

· A personal disposition open to growth.

· The importance of the lived experience of every person.

· Radical freedom of individuals.

· The importance of relationships based on freedom.

· The “magis” – a response of ‘greater value’.

· Discernment, choosing between good things, issues and events.

· Awareness of a loving God, labouring for all people, places and the cosmos.

In naming this framework, it is useful to note the four principles identified by Lowney (2003, p.15) as pillars of the successful leadership style which characterized the efforts of the Jesuits: 

· Self-awareness – “To order one’s life” – personal story, relationships, self, other, shadows, disorders, workplace, values: expressed and lived, cultures, workplace in context. 

Leaders thrive by understanding who they are and what they value, by becoming aware of unhealthy blind spots or weaknesses that can derail them, and by cultivating the habit of continuous self-reflection and learning (Lowney, p 27).

· Ingenuity – innovating and adapting to embrace a world of change. 

Leaders make themselves and others comfortable in a changing world. They eagerly explore new ideas, approaches, and cultures rather than shrinking defensively from what lurks around life’s next corner. Anchored by nonnegotiable principles and values, they cultivate the ‘indifference’ that allows them to adapt confidently (Lowney, p 29).

· Love – engaging others with a positive, loving attitude, befriending pain, transformative power of pain, trauma. 

Leaders face the world with a confident, healthy sense of themselves as endowed with the talent, dignity, and the potential to lead. They find exactly these same attributes in others and passionately commit to honouring and unlocking the potential they find in themselves and in others. They create environments bound and energized by loyalty, affection and mutual support (Lowney, p. 31).

· Heroism – energising self and others through heroic ambitions, accompaniment, mentoring, and delegation of power. 

Leaders imagine an inspiring future and strive to shape it rather than passively watching the future happen around them. Heroes extract gold from the opportunities at hand rather than waiting for golden opportunities to be handed to them (Lowney, p. 33).

Lowney also shows how the four pillars are intimately interwoven – those who are truly aware of their own authenticity and know what is nonnegotiable can feel free to experiment and so exercise their ingenuity. This experimentation or moving into new challenges, in turn, can refine self understanding. Through self-awareness, people can gain an appreciation of their own dignity and so they develop an appreciation of the dignity of others, which gives rise to love for others that can then inspire heroism. Lowney concludes that these four separate pillars or “principles dissolve into one integrated approach” (2003, p. 253). 

With these underlying pillars, the Jesuit approach called for leaders who:

· Understood their strengths, weaknesses, values and worldview.

· Confidently innovated and adapted to embrace a changing world.

· Engaged others with a positive, loving attitude.

· Energized themselves and others through heroic ambitions.(Lowney, 2003, p. 27)

An Ignatian Approach to Leadership 

Following from this, the authors suggest an Ignatian approach to leadership:

· Experience

· Reflection

· Action (Jesuit International Commission on the Apostolate of Jesuit Education, 1993) 

ERA is a sequence of “experience, reflection and action” which constitutes an Ignatian approach to leadership. It derives from the dynamic of the Spiritual Exercises. In recent years it has been given particular expression in the educational ministry, where the process is described as the Ignatian Pedagogical Paradigm. The sequence can be adapted to any leadership situation, and is appropriate for any leader. Two elements, context and evaluation are added to the three central elements of, experience, reflection and action, to create a “way of proceeding” or ‘how we do things around here’. In leadership that begins with a clear understanding of those being led (context) and ends with a commitment to evaluate the experience of that leadership situation (evaluation). There is neither a beginning nor an end to the “way of proceeding”; it is a continuing interplay between the five moments of Context, Experience, Reflection, Action and Evaluation. (Scroope. 2005. pp 75-78)
Context: When the retreatant comes to the director to experience the Spiritual Exercises, Ignatius says that the director must take into account the readiness of the person to make the Exercises…“he always wanted to know about their predisposition to prayer and God. He realised how important it was for a person to be open to the movements of the Spirit, if he or she was to draw any fruit from the journey of the soul to be begun.” The director’s awareness as to what is going on in the retreatant’s life and who he or she is in himself or herself is called knowing the “context”. This enables the director to be better able to assist the retreatant in the exercises that are offered and in discerning movements of the Spirit. Similarly, any leader needs to be aware of his/her colleagues and what is going on in their lives. Ignatian communities and those working in them are called to be mindful of the times, place and circumstances involving the community and the people working in the community.

In the context of leadership, a key question becomes: What do I/we need to know about this situation/person for me/us to be able to relate in an authentic manner appropriate to the situation/person?

Experience: The process of the Spiritual Exercises engages the retreatant’s memory, intellect, imagination, senses and will, with special attention to feelings and movements of the Spirit within. By experience Ignatius meant, “to taste something internally”. For those whom we lead and for those with whom we work, “experience” is to engage with others in the fullness of humanity, whatever the experience may be. 

In the context of leadership, a key question becomes: What is the best way for me/us to engage the situation/people to the fullness of its/their being?

Reflection: Throughout his life Ignatius knew himself to be constantly subjected to different stirrings and invitations towards alternatives that were often contradictory, just as anyone might experience in life today. His greatest effort was to try to discover what moved him in each situation:  the impulse that led him to good or the one that inclined him to evil; the desire to serve others or the solicitude for his own egotistical affirmation. He became the master of discernment. To “discern” was to clarify his internal motivation, the reasons behind his judgments, to probe the causes and implications of what he experienced, to weigh possible options and evaluate them in the light of their likely consequences, to discover what best leads to the desired goal:  to be a free person who seeks, finds, and carries out the will of God in each situation, any good leader seeks to discern the best possible decision. 

“Reflection” is the process by which meaning can be known in light of the experience that has just passed or is in process. It forms the “conscience/consciousness” of the person or community in such a manner that they are led to move beyond knowing to undertake action.

In the context of leadership, a key question becomes: How can I/we help the community/person to be more reflective so that they more deeply understand the significance and meaning of what has and what may happen?

Action: For Ignatius “love ought to manifest itself more by deeds than by words”. The thrust of the Spiritual Exercises is to enable the retreatant to know the will of God and to do it freely. Ignatius and the first Jesuits were most concerned with the formation of attitudes, values, and ideals upon which they would make decisions and initiate action in a wide variety of situations. Ignatius wanted people to contribute intelligently and effectively to the welfare of society. A leader would want colleagues to contribute intelligently and effectively to the achievements of the organization, its mission and its works. Reflection develops and matures when it fosters decision and commitment for the “magis”, the better service of oneself, others, God and creation. The term “action” here refers to internal human growth based upon an experience that has been reflected upon and then manifested in a consistent external pattern of behaviour.

In the context of leadership, a key question becomes: What are the signs that this community/person is now acting in a manner that more truly reflects its/his-herself and the goals of the institution?

Evaluation: To move toward human freedom, love and growth is the calling of people of God. Ignatius, said “our Father, wanted us, in all that we did, as far as possible, to be free, at ease with our selves and led by the particular grace given to each one.”  To this end, “evaluation” is the process of gathering the necessary feedback for realising the appropriate future means of achieving personal and communal growth. Leaders look critically at the dynamic of context, experience, reflection and action, and from this establish a platform for the ongoing cycle of work and life.

In the context of leadership, a key question becomes: How can I/we establish a culture of appraisal so that the community/person may better decide the way of proceeding in the future?

In this chapter, the authors have attempted to demonstrate the links between Ignatian Spirituality and best practice in leadership. The leadership approach suggested finds nourishment in a particular way – the spiritual dimension of being human and all organisations are made up of human beings, so as such are spiritual places. There have been many different approaches to leadership e.g. trait approach, great man theory, situational leadership, transformational leadership. However, we have now presented a particular spiritual approach to leadership which allows a deeper understanding of what it means to be human and so an Ignatian approach to leadership integrates a way of living and leading.

  This is quite succinctly put by Lowney, when he writes:

· We’re all leaders, and we’re leading all the time, well or poorly.

· Leadership springs from within. It’s about who I am as much as what I do.

· Leadership is not an act. It is my life, a way of living.

· I never complete the task of becoming a leader. It’s an ongoing process (Lowney, 2003, p 15.)
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