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It is a new era for leadership education. Gone are the days when the topic was relegated to a class in introductory management or organizations courses, and when leadership development on college campuses only meant extracurricular activities or non-academic workshops.  Leadership has moved onto the curricular mainstage — it is a growing field of scholarly study, a cornerstone in graduate management education, the core of executive and professional development programs, and a possible major for undergraduates.  Courses and programs abound.  Bookstores are filled with scholarly and popular press prescriptions for leadership effectiveness. The world-wide call for more and better leadership grows louder each day.  


There are multiple explanations for the rise in leadership education and calls for more leadership.  It can be argued that survival in today’s fast-changing, technology-driven, global world requires more people to assume the functions of leadership in their daily lives and communities.  Plain and simple, the world needs more leaders: it is an issue of supply and demand.  From this perspective,  the present proliferation of leadership training is a good sign.


An alternative explanation, however, is less flattering.  What if the issue is not simply more leadership training but the need for a radically different kind?  What if present leadership pedagogies and methods are not enough?   If expanded efforts and best practices cannot produce the needed results?  What if doing more of what we traditionally do in the name of leadership education is not the answer?  And, perhaps more importantly, would we know if this were true?


The last question is a powerful one.   As management educators, we do not have a strong history of critically questioning teaching methods to understand the implications for student learning (Gallos, 1993), solid evaluation practices for testing the effectiveness of pedagogies and methods,  or established models for selecting among available instructional options.  If present management programs and teaching methods produce graduates who are not prepared to tackle the realities of the professional world, as public- and private-sector organizations repeatedly remind us, how can we assume that our approaches to leadership education work any better?  


This article challenges the reader to look openly and honestly at leadership education.  It proposes an alternative approach to leadership pedagogy, advocates the development of new models of leadership education, and suggests ways of teaching presently-overlooked leadership requisites like courage, passion, and love. The article begins with a look at present gaps in leadership education and examines the basic assumptions that underpin a leadership pedagogy of courage, passion, and love.  It then explores the components of such an approach and provides examples of how to teach it in the management classroom. 

Leadership Education Today: Unacknowledged Gaps, Critical Needs 

In the best of our leadership classes,  we educate administrators well.  We contrast leadership and management.  We examine the distinctions between leadership and raw power. We explore a variety of leadership arenas and propose strategies for responding to diverse organizational needs. We dissect leadership into compartmentalized skills and work cognitively and experientially to teach those competencies.  We offer perspectives and insights into the leadership process,  glimpses into the lives of those who lead, and opportunities for students to develop their own repertoire of behavioral strengths.  We remind students about environmental conditions and historical factors that enable individuals to rise to contextual challenges.  We plan exercises, simulations, cases, and projects to offer a safe forum for leadership practice.  Does all this — any of this — create leaders?  Is offering knowledge, skill-building, self-awareness, and rehearsals the best we can do?  The answer is "No."


Missing from our traditional leadership pedagogies and programs is the deep recognition that leadership is more than the accumulation of knowledge, experience, and skills.  It is also desire, conviction, and will.  It is mustering internal strength and drive in the face of insurmountable odds, unpopular reactions, or community-draining apathy.  It is galvanizing all that one knows and is for the common good.  Real leadership is courage and passion in action.  It is deep service: an act of love. 


To do our jobs as educators well, then, we need ways to awaken and channel the essence of the human spirit.  We need methods that go beyond the static definitions that fill leadership texts and traditional academic approaches that emphasize terms, traits, and skills.  We need to create multi-dimensional educational experiences that capture the complex and fluid nature of modern leadership and strengthen student awareness of the deeply human elements of leading.  We need a pedagogy of courage, passion, and love.  

A Pedagogy of Courage, Passion, and Love: Basic Assumptions and Components 

What does a pedagogy of courage, passion, and love look like?  What are the key components?   How does one teach it?   Answering those questions requires stepping back and first exploring the unique challenges of modern leadership.


It is no revelation to say that leadership today is complex.  Never have the challenges been as great.  Global living in the age of technology and “winner-take-all” markets (Frank and Cook, 1995) mean the rise and fall of nations, companies, systems, and individual lives and careers at break-neck pace.  Knowledge grows at unprecedented speed.  Information flows far and wide with ease: technology provides the world at the end of a telephone line.  


All this at a time when customer satisfaction reigns supreme (Wind and Main, 1998) and employee diversity and expectations for involvement in decision making are at all time highs.  “Business as usual” is no longer a leadership option in the public or private sector: problems are more pressing, multifaceted, and interconnected; new collaborations and partnerships — the only hope for lasting solutions (Luke, 1998) — are more difficult to forge in a diverse world struggling to live peacefully and productively with its differences.  Reports of the scandals and greed that characterize leadership in today’s public, private, and political arenas remind all that integrity, conscience, and shared morality are no longer taken-for-granted commodities.  We are down-sizing, uploading, engaging in life-long learning, re-engineering, cocooning, buying into the new career contract, cashing out, simplifying our lives, anchoring through explorations of soul at work — struggling to cope with the overwhelming changes around us.  As Tom Peters (1987) sees it, we’re living in a world turned upside down.  The only solution?  Revolution.  Embrace flexibility and change.  Real leaders must thrive on (because they live amid) chaos.   


How does a pedagogy of courage, passion, and love help to ensure that our students will lead — not merely survive — in an increasingly competitive, diverse,  chaotic world?  The answer lies in an examination of the basic components of such a pedagogy: its purposes and values, content, and methods. 

purposes and values

All pedagogies are informed by values and purposes that drive their content and methods.  The driving force for a pedagogy of courage, passion, and love is simple: to create effective leaders.  A pedagogy of courage, passion, and love begins with the important distinction between teaching leadership — instruction and activities about leadership — and creating leaders — providing a wide-range of integrated learning experiences that maximizes the likelihood of appropriate action in the face of a leadership challenge.  It is education that acknowledges the cultural, historical, and ideological foundations for our theories and definitions of leadership.  It emphasizes the integration of knowledge, the difficulties in prescribing a single path to effectiveness across cultures and contexts, and deep personal development for students.  


A pedagogy of courage, passion and love is steeped in action-oriented learning.  In the language of Argyris and Schon (1974), it fosters the development of appropriate theories-in-use and essential abilities to recognize gaps between intention and action.  It teaches people to value learning about their own effectiveness,  question the core values that govern their behavior, and develop learning-based strategies for informed choice.  A basic criteria for selecting a leadership curriculum or instructional activity, then, is its relevance for learning how to take effective action.  Learning about leadership is a means, not an end in itself.


The emphasis on effective action points to the need for a broad and holistic approach to leadership.  Human behavior is complicated.  So is real leadership.  Leadership is not skills, position, power, or personality.  It is a complex cultural,  interpersonal, and deeply intrapersonal process, resulting from the interplay of choices, individual competencies, opportunities, determination, needs, and relationships.  Leadership is always more than the sum of its parts.  Decomposing leadership into discrete parts is one way to handle its complexity.  We know how to do that well: Western ways of thinking make it second nature and, as Parker Palmer (1998) reminds us, elevate such disconnections into an intellectual virtue.  Leadership education anchored in disconnections, however, does a major disservice to those who struggle to learn. 


What drives real leadership?  What, for example, enables an individual to stand against powerful opposition, mobilize others in the face of adversity, or defer personal gratification to advance a group goal?  What must an individual know in order to do this?  How does s/he learn it?  As leadership educators, we have more guesses than grounded answers.  We know with certainty,  however, that complex leadership behaviors are not learned from simplistic solutions or fragmented insights.  A pedagogy of courage, passion, and love values the interconnectedness that is at the heart of leadership.  It is underpin by an appreciation of multiple perspectives on the same reality and a respect for a systems perspective — how parts affect the whole and the whole affects each part.  A pedagogy of courage, passion and love seeks new ways to enter the tangles of leadership without losing sight of the complicated whole. 


Finally, a pedagogy of courage, passion and love is experience-based. It is built on the core assumption that nothing creates future leaders better than tasting the deep satisfaction in leading — in making a significant difference in the lives of others.  Leadership requires confidence, security, and belief that the reward is worth the investment.  This comes from having successfully lived through some leadership struggles.  It is reinforced by successful experiences in using one’s talents for the wider good.  The willingness to assume leadership is enhanced by learning experientially that clarity comes from confusion, progress comes from persistence, and journeys of a thousand miles begin with one small step. 

content

Explorations of pedagogical purpose and values raise critical questions about content.  What is the substance of a pedagogy of courage, passion, and love?  What do people need to know — about themselves and their world — in order to freely and effectively embrace leadership?  


One starting point is to tackle head-on the personal complexities of leadership development by exploring an often overlooked issue  — identifying one’s life calling.  A pedagogy of courage, passion and love asks us to rethink the way we conceptualize human development,  moving away from a deficit model that emphasizes resolving life conflicts and overcoming negative experiences to a liberating appreciation, as James Hillman suggests (1996), of the eccentric, creative, and immortal parts of individual character and identity.  It reminds us of forgotten truths about the links between courage, passion, commitment, and leadership — sends us back to understand anew Plato's concept of the daimon in the Republic or the Roman idea of genius (Nitzsche, 1975).  It asks us to look beyond stereotypes and the limits of societally-reinforced beliefs about who has the “right stuff” for true leadership and see all with the potential to contribute.  It requires leadership educators to look at students, not as subjects, cases, or needy receptacles for new knowledge or skills,  but as individuals seeking opportunities to identify their passions, learn how to believe in their potential, see possibilities, and clarify their special contribution — their destiny. 


Passion is critical to leadership. It is also potentially dangerous. History and current events provide too many examples of violence and destruction in the name of passionate principle.  Issues of commitment and calling must be explored within the context of an ethic of caring and accompanied by activities which foster the development of strong ethical and moral reasoning skills.  Nell Noddings’s work (1984) is a requisite for understanding the philosophical underpinnings of such an approach.  


A pedagogy of courage, passion and love must be anchored in a morality of caring that is deeply personal and holistically embraced — a morality that might best be described as feminine.  Noddings (1984) reminds us this does not mean it cannot be shared or embraced by men but rather that it springs from understanding women’s development (Gilligan, 1993).  It is an approach to problem solving based on immersing oneself into concrete situations;  identifying with those involved;  activating a wide range of memories, feelings, and experiences, and accepting those as relevant touchpoints for decision making;  and assuming personal responsibility for choices made.  Moral judgment in a context of caring springs from identity, not the logical application of abstract principles (Kohlberg, 1981).  


An ethic of caring is essential to avoid confusing leadership with blind ambition, power, control, or greed.  It is not, however, naive, romantic, or soft-minded as traditionalists are quick to conclude.  Leadership anchored in caring is tough-love:  it is responsive and equally accountable to self and others.  It is practical, results-oriented, and bottom-line savvy — grounded in the reality of the situation and consistent with the demands of organizational change.  Caring requires no new organizational structures, institutional reorganization plans, major financial investments, or even official sanctions  to implement.  It merely asks individuals to bring a different perspective on and orientation to leading.  Caring ennobles leadership, reminding all that morality, integrity, and connection are as essential as — and are not incompatible with — achievement and bottom-line success.  Real leadership is rising to the challenge of service.


Serving well requires an exploration of on-going learning and its role in building self-esteem and taking effective action. When people know how to learn whatever they need, they are confident and secure.  When they deeply value learning,  they accept risk and ambiguity without peril to their basic identity: what’s right becomes more important than who’s right. They acknowledge the necessary linkages between reasoning, learning, and action (Argyris, 1982);  understand the intra- and interpersonal natures of situational diagnosis; and see options for their own behavior.   They can hang loose behaviorally, emotionally, and cognitively and approach leadership as an ongoing challenge -- an intellectual and interpersonal puzzle.  


Rost (1991) reminds us that leadership educators are quick to define business-specific knowledge, state-of-the-art theories of management, or technical information as the essence of good leadership, ignoring more complex issues such as negotiating the relationship between leader and followers.  If honest with ourselves, we must also add that management educators are equally quick to ignore the powerful linkages between leadership and learning.  A pedagogy of courage, passion, and love explores learning theories in the classroom.  It works to provide students with a deeper appreciation of how they and others learn,  examines individual and organizational defensive routines that hinder action-based learning (Argyris, 1985),  and directly connects on-going learning to leadership effectiveness.   In the language of Peter Vaill (1996), it socializes leaders to see learning as a way of being.  


A pedagogy of courage, passion and love requires other competencies as well.  Accepting the challenges of leadership means tangling with issues that are deeply emotional, uniquely relational, powerfully systemic, and often firmly rooted in our cultures, structures, traditions, and institutions.  Leadership success demands an appreciation of the fiery nature of working at life’s boundaries and engaging in an uncomfortable struggle with life's paradoxes.  It requires knowing when and how to tackle incongruity, as well as live contentedly with contradictions and hang in productively when confusion reigns. A pedagogy of courage, passion and love teaches mental flexibility through reframing (Gallos, 1997a) and provides ways to explain and manage the complexity of competing realities (Bolman and Deal, 1997).  It shows students how to harness their own paradoxical thinking for leadership success (Fletcher and Olwyler, 1997).   


One can only do that with experiences and training in how to manage ambivalence, embrace change (Kotter, 1996; Nadler, 1998), combine resolve with flexibility,  see systems (Oshry, 1995), enhance creativity and playfulness (Csikszentmihalyi, 1996), understand diversity (Gallos and Ramsey, 1997),  and value experimentation (Peters, 1987).  Certain developmental capacities are also required (Gallos, 1989) — a tolerance for ambiguity, acknowledgment of the social construction of knowledge, and appreciation of complexity as the norm.  Human development is a slow process: teaching for developmental growth means providing students with a series of manageable challenges to their world view over time. The results, however, lead to a greater appreciation of life's paradoxes, increased capacities to acknowledge the importance of individual differences (and to move beyond viewing differences as impediments to effective action), more productive strategies for tolerating ambiguity, and a deepened appreciation of the power and potential of good leadership. Linking leadership to developmental growth frames leadership education as a cradle-to-grave activity — individuals are never too young or too old to add relevant knowledge or experiences to their leadership plate.  The key for leadership educators, then, is to name and frame the usefulness of these relevant learnings for leading. 


A pedagogy of courage, passion, and love is anchored in discovery:  it asks us to look beyond the traditional and expected in leadership education.  It advocates a central place in leadership curricula for presently overlooked topics like character, calling, learning about learning, authenticity, behavioral integrity, and caring.  It is grounded in an appreciation of the linkages between culture and self-definition (Markus and Kitayama, 1991) and consistent with the demonstrated need to explore  taken-for-granted assumptions in the management and leadership theory base (Caproni and Arias, 1997).   It is a call to action.  


That call is incomplete, however, if the message to leadership educators is merely to add new topics to all that is presently taught.  A pedagogy of courage, passion, and love stands in sharp contrast to two, taken-for-granted aspects of traditional leadership education: (1) the importance of hierarchy and (2) an over-reliance on rationality. 


Traditional approaches to leadership education do future leaders a disservice by emphasizing the hierarchical nature of leadership, slighting the importance of community, shared purpose, collaboration, and mutual respect. Effective leadership is not power and control, nor is it guaranteed by a designated “leadership position” in an organizational hierarchy.  While Warren Bennis (1997) would assert that leadership has always been more like herding cats than “taking the reins,”  that is more true today than ever.  Growing interests in spirituality in the workplace have brought trust, cooperation, humility, connection, service, and respect back to the leadership table.  Management educators need to be sure these issues are in the forefront of their leadership teaching.  


Love and the creation of a caring community are keys to leadership effectiveness and good decision-making in a pedagogy of courage, passion and love.  Leadership in the modern world needs to be about service, integrity, and quality — emphasize contribution over winning; embrace equity over domination; foster processes underpin by forgiveness and letting go rather than satisfying egos, covering tracks, and settling scores.  It is a message that today’s college students — tomorrow’s world leaders — are primed to understand and accept, according to Art  Levine and Jeanette Cureton (1998).  A critical question is, are leadership educators prepared to do the same?  


It takes courage to wed leadership with love and publicly celebrate its contributions to corporate success in the ways that Southwest Airlines, Ben and Jerry’s, and Levi Strauss have done (Bolman and Deal, 1997).  It takes wisdom to recognize that leadership requires love — a willingness to open one’s self to others and accept the shared imperfections in the human condition.  It takes skill for leadership educators to help students understand mature love and differentiate it from media-hyped models of hollow infatuation, a simplistic condoning of all behavior, or naive efforts to “like everyone at work.”  As Whitmyer reminds us, love is a leader’s best path to the creation of a committed community of action.

Caring begins with knowing — it requires listening, understanding, and accepting.  It progresses through a deepening sense of appreciation, respect, and, ultimately, love.  Love is a willingness to reach out and open one’s heart.  An open heart is vulnerable. Confronting vulnerability allows us to drop our masks, meet heart to heart, and be present for one another.  We experience a sense of unity and delight in those voluntary, human exchanges that mold “the soul of community.”   [Whitmyer, 1993, p. 81] 

 
Finally, a pedagogy of courage, passion and love rejects an over-reliance on rationality and an engineering-like approach to leadership effectiveness.  Like all human exchanges,  leadership is filled with challenges that lie beyond the reach of logic.  A pedagogy of courage, passion and love is more consistent with Warren Bennis’s (1997) invitation to “invent oneself” — to break away from prescribed roles and learned expectations — than the assumption that leadership education provides tested formulas, decision-trees, and prescriptions that work across time and situation.   


A pedagogy of courage, passion and love does not, however, advocate irrationality or “do-as-you-wish” leading.  Rather it acknowledges that analytic skills are as important to good leadership as serendipity, spontaneity, the symbolic meaning of events, and the ability to frame experience for others. Good leadership involves risk-taking and experimentation. It is meeting the challenge of the moment — and being fully present in the moment to recognize possibilities.  It is also standing firm: looking chaos in the eye, seeing options, and knowing how to organize an effective response.  It is making mistakes and learning from those mistakes.  Leadership requires openness and a solid plan.  Too much fluidity and the core is lost;  too much rigidity and opportunities are missed.  The essential task for successful leaders is to find their anchor:  solid core,  flexible application. 

methods

Teaching methods for a pedagogy of courage, passion and love revolve heavily around action and reflection — opportunities for students to lead and multiple ways for them to learn about their leading.  Field work, internships, service learning projects, consultations, organizational interventions, group projects, and experiential activities are consistent with the pedagogy’s intent.  So are innovative, project-anchored, interdisciplinary teaching designs like Toni Morrison’s “Ateliers” at Princeton University (Kaple, 1997).  Action learning models (e.g., Raelin, 1997) and Chris Argyris’s personal case writing and analysis methods (Argyris, 1997) are examples of systematic ways for students to learn from experience — within the context of a leadership course and throughout their professional lives. 


The leadership issues explored in the content section of this paper also suggest possible teaching methods and activities.  Teaching a systems perspective, for example, can be done in a variety of ways.  Decision making activities (e.g., Brittain and Sitkin, 1990), organizational simulations (e.g., Bolman and Deal, 1979), complex case studies like The Challenger (Marx, et. al., 1987),  or popular movies like Apollo 13, Dead Poet’s Society, or Lean on Me are all vehicles for exploring how things are always more complex and interrelated than they seem at first glance.  


Examining issues of character and calling, for example, suggests the use of meditations, quiet moments for individual reflection, small group discussions, written reflection papers, journaling, autobiography writing, or other activities where students can see glimpses of their true calling — flashes from their youth and patterns in their lives that tell them what they are really here to do.  It means diagnostic activities that assist students to "grow down" to their destiny, in James Hillman's (1996) terms — to root firmly the passions of their interests and commitments in the leadership opportunities of everyday life, work, and action.   It requires discussions and classroom activities that encourage developmental growth (Gallos, 1989).  


Poetry, literature, and the arts are a powerful way for students to think about their values, private theories, and beliefs — and to explore those within an appreciation of diverse perspectives and feelings.  David Whyte (1994) asserts that nothing matches poetry in its precision for charting the "veritable San Andreas Fault" in the modern psyche — for capturing the dueling tensions in the human experience that drive individuals (and organizations) up or under.  It is poets, for example, who grapple openly with the personality's wish for power over experience yet remind us repeatedly that the soul finds power through experiences, no matter what those experiences may be.  Personality wants control and structure.  Soul seeks meaning and outlet for the eccentric urgencies within.  The soul, according to Hillman (1989), turns everyday events into dynamic experiences.  It is the reservoir for the creativity, commitment, and passions demanded in today's chaotic, competitive world.  Studies of poetry and modern leadership, as I see it, must go hand and hand (Gallos, 1997b). 

Preparing for the Teaching Challenge

Instilling courage, unleashing productive passion, and supporting expressions of love in the name of leadership development are complex teaching tasks — ones that our graduate educations did not prepare us well to undertake.  Teaching to create leaders is messy work — it involves soul-work, in the language of Thomas Moore (1992).  It means teaching that touches the contradictory, irrational, and emotional parts of human nature.  It is education that emphasizes the importance of identifying,  accepting, and loving those parts while working in a world that prizes objectivity and winning at all costs, over-relies on logic, and too often rewards self-protection and hierarchical obedience.  A pedagogy of courage, passion, and love is highly confronting.  It stirs individuals and asks them, in turn, to stir their societal or institutional pots.  In that regard,  good leadership education has more in common with diversity teaching (Gallos and Ramsey, 1997) than other teaching in the administrative and organizational sciences.  It demands courage to stand tall as leadership educators differentiate themselves from more traditional, quantitative-oriented colleagues.  Like diversity work, a pedagogy of courage, passion, and love confronts those deep, not-always-pleasant parts of life and experience in order to harness energy for the sake of productive change.  


Creating leaders is not easy: it asks for a different kind of teaching.  It is,  however, exciting and creative work.  It anchors leadership education in performance, on-going learning, human development, community, and change.  It stretches us to teach interdisciplinarily: pushes us to acknowledge that art, literature, philosophy, psychology, education, and more are needed to ground the souls, nourish the hearts, enrich the characters, and develop the minds of real leaders.  It asks us to connect in new and expanded ways with colleagues throughout the University — maybe even design an educational intervention so that those outside the management sciences can clearly see their contribution to the creation of tomorrow’s leaders.   It reminds us that our job is sacred work — the key to a brighter tomorrow.         
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