Appendix A

Toward an Integration of Sacred and Secular

Processes of Organizational Behavior

By:  William G. Dyer

Over the years, researchers and investigators of organizations have identified certain actions and behaviors that appear to be present in most long‑term effective organizations, from the standpoint of maximizing the human potential of those who live and work in the organizations. These core behaviors have two dimensions:

1.
When the behaviors occur regularly by most people, the organization is able to function effectively and achieve desired goals.

2.
When people behave consistent with the desired behaviors, the individuals also are seen to find


areas of personal growth and development.

If only the first dimension occurs, it is possible for the organization to exploit people for organizational ends. If those who work in the organizations do not see that there is some advantage for them in their own development, the evidence is they will not invest themselves fully in the work of the organization over time.

For some time, I have been exploring the following question: Has the Lord revealed to his prophets and in the scriptures those behaviors and processes needed for the functioning of His Church and the growth of the people? Also: If such revelations have been given, how consistent are they with the insights gained by investigators using other methods for gaining knowledge? This paper is an initial attempt to look at these two bodies of knowledge to see if it is possible to identify areas of commonality or difference. If the comparisons are valid, then those who are LDS teachers or leaders of organizational behavior should attempt to use the integrated information if they presume to espouse all knowledge.

Table I lists the dimensions of organizational behavior identified by secular methods and the scriptures that seem to relate to the same phenomena, even if in different language.

Table 1

Secular Dimensions of Organizational Behavior and Corresponding Scriptural References
1.
Getting Organized

D&C 88:119

2.
Developing Teams

D&C 38:27; 105:4

3.
Feedback


D&C 6:18‑19; 121:43

4.
Delegation


Exodus 18

5.
Decision Making

D&C 107:27‑30

6.
Role of Leader


D&C 107:85‑89

7.
Conflict Management

Matt. 5:23‑24; D&C 42:88

8.
Use of Authority

D&C 121:39‑42

9.
Teaching
D&C 88:122
10.
Managing Diversity
2 Nephi 2631

11.
Helping
Luke 10:33‑34

12.
Performance/Stewardship Review
D&C 72:3

13.
Vision
Proverbs 29:18

14.
Personal/Career Development
D&C 88:77‑80

15.
Rewards
D&C 89:19; 14:7; 59:3; 63:48

Analysis of Various Dimensions

1.

Getting Organized

A fundamental process in any organization is setting up the organizational framework. This usually means identifying the following:

1.

What is the basic or core mission of the organization? This translates into spelling out " why the

organization exists and what it is trying to accomplish. Within the core mission statement there

is usually listed a set of goals that further define the core mission.

2.

Following the mission statement and goals, the organizational framework sets out the program

or plan of action designed to achieve the goals. It is generally assumed that form follows

function so after the goals and plans have been set, the organizational structures are

identified‑‑the roles, relationships, units, hierarchy, and levels of authority.

3.

Sometimes the organizational framework also includes the VISION of the leaders ‑‑ a broad

scope of the purposes of the organization and key processes for action such as decision making,

p1wining, evaluation of performance, rewards, etc. These issues will be discussed separately

later.

The scriptural definition of organization is very simple: "Organize yourselves: prepare every needful thing" (D&C 88:119).  This seems clearly to mean that the "needful" things must be identified and that those in the organization should spend their time on the high priority matters. In our day, the church leaders have clearly spelled out the core mission of the church and also the high priority areas for action. The church statement is that the goal or mission of the church is to have all people: Come unto Christ and be perfected in Him. Further, the church statement says that there are three essential parts of this mission: 1) preach the Gospel, 2) redeem the dead, and 3) perfect the saints.

Within this framework, the structures of the church afford an opportunity to continually define what the "needful" things are, In the home it is the Family Home Evening meeting. At the branch or ward level there is the Ward Council and the Priesthood Executive Committee. Horne Teaching visits provide an opportunity each month to gather data from every family as to the things they see are needful for them. Further at the Stake [eve(, the high council visit the wards every month to assess what is needed and other stake officers for every auxiliary similarly visit the wards to see what is needed in those units. If used properly the church has the ability to gather quickly all the information needed to see if current actions are meeting the needs of the saints in their attempts to fulfill the mission of the church.

2.

Developing Teams

In virtually every organization people must work together in some form of collaboration or teamwork so the combined efforts are productive and people are helping each other rather than blocking or hindering each other. In the secular world, team development is an important activity of work units at all levels.
In the church, the early word about unity was clear: "if ye are not one, ye are not mine" (D&C 38:27), and "And (ye) are not united according to the union required by the law of the celestial kingdom" (D&C 104:4). In that same section, the revelation also states: "And Zion cannot be built up unless it is by the principles of the law of the celestial kingdom; otherwise I cannot receive her unto myself" (D&C 105:5). Becoming unified is declared to be one of the principles of the law of the celestial kingdom. A rather clear statement about unity in the sacred sense is found in the short description of the City of Enoch which was so righteous it was taken into heaven. "And the Lord called his people ZION, because they "ere of one heart and one mind, and dwelt in righteousness; and there was no poor among them" (Moses 7:18).

This infers the people of Enoch thought and felt similarly, they lived purely, and they shared the wealth equally. The terrible disparity as to compensation and benefits between workers and top level executives in most organizations across the world makes it very difficult to achieve complete unity in the City of Zion sense. Organizations have, however, developed rather clear notions about what constitutes a good working team and this information can be helpful to church leaders. Following is a list of characteristics of effective teams that has been taken from researchers and writers in the field.

Table 2
Characteristics of Effective Teams

1.
Goals and values are clear and they are understood and accepted by everyone. People are goal

and results‑oriented.

2.
People understand their assignments and how their roles contribute to the work of the whole.

3.
There is a basic climate of trust and support among all members, including leaders and members.

4.
Communications are open. People are willing and have an opportunity to share all data relevant

to the goals of the team and organization.

5.
People are involved in the decision making process. They make free, informed decisions, based

on data ‑ not decisions they think power people want.

6.
Everyone implements decisions with commitment.

7.
Leaders are supportive of others and have high personal performance standards.

8.
Differences are recognized and resolved rather than being ignored or brushed over lightly.

9.
The team structure and procedures are consistent with the tasks, goals, and people involved.

3.
Feedback

Feedback is really an engineering term used originally about missile systems. If a guided missile was getting off track, a feedback system was needed to correct the error and get the missile back on track. A similar process is needed in organizations. If a person or group is not performing adequately, there needs to be some method of sharing "feedback" so people can see they are off track and can begin to make corrections. Positive feedback is also needed to reinforce appropriate behavior.

Robert Bums, the Scottish poet, once wrote an interesting poem called "Ode to a Louse." He described a young woman in a fancy bonnet sitting in church. She thought she was a vision of loveliness, but what she didn't know was that in the back of the bonnet climbing easily around was a large louse (wingless insect that preys on humans). Others could see the louse but she could not. Bums winds up his poem with these words, "Would that God the gift give us, to see ourselves as others see us."

It is often difficult to put into practice an effective feedback process that will quickly and helpfully give people the information they need if they are off course. An important pan of every team building program is the sharing of feedback data. If the performance review interviews were effective (most are not) then feedback ‑ clear, accurate, useful ‑ would be regularly shared. Many organizations regularly use instrumented feedback that involves using surveys of various kinds to give them feedback about units of the organization, the total organization, or even specific individuals. Feedback is a major purpose of using focus groups and consultants.

In the church, the first mention of a form of feedback is in D&C 6:18‑19. The process is for one person to "admonish" another. Interesting enough, the instruction is given to Oliver Cowdery who is Joseph Smith's helper (hence a subordinate) to admonish the prophet and to receive admonition from him. The dictionary defines ADMONISH as "to express warning or disapproval in a gentle, earnest or solicitous manner. To give friendly, earnest advice or encouragement." The scriptures do not say when or how often such admonition should be given. Later in D&C 121:43 those in authority are counseled to I. reprove betimes with sharpness when moved upon by the Holy Ghost." This appears to be stronger feedback than "admonishment" but it is to be directed by the Spirit. Following this the Lord declares a most important principle not found in the secular literature. This is the "Increase of Love" principle. After the reproof, the reproving person is to show forth an increase of love so the one being reproved does not see the other as an enemy. Again, the exact context for giving reproof is not identified. But the following section suggests that stewardship interview (Personal Priesthood Interview‑‑PPI) may be an appropriate time to admonish and reprove. However it does not appear the expressing of admonishment or reproof‑‑forms of feedback‑‑is a process easily carried out in the church.

4. 
Performance Review

Most organizations have a formal procedure for reviewing the performance of their members. Almost always s this review is by a superior of a subordinate, although in a team review setting, the whole team may focus on both the team's performance and the performance of various members.

Although research on the effectiveness of the Performance Review or Appraisal shows that Such sessions do not consistently lead to improved performance, such sessions are still conducted in most organizations. It is recognized that people want to know how they are doing in their positions, and managers need to share feedback if only to establish credibility for the subsequent allocation of raises or promotions (or the lack thereof). However most performance appraisal sessions are conducted uneasily, often perfunctorily.  Managers often do not have the skill to conduct the sessions effectively and subordinates are often wary and defensive for they feel they are going to be evaluated, often unfairly.
In the church, the instruction about stewardship review was given early. D&C 72:3 says. "And verily in this thing ye have done wisely, for it is required of the Lord, at the hand of every steward, to render an account of his stewardship, both in time and in eternity." In our recent time the Personal Priesthood Interview (PPI) was initiated and the general expectation was that every person who has a stewardship or position would be involved in a quarterly interview to review this stewardship with one's leader. As in secular organizations this does not appear to be performed very often or very well.

Wayne Boss, a professor of organizational behavior at the University of Colorado and an active church member devised a form of the PPI for use in his research on organizational teams. He called the interview a PMI‑Personal Management Interview. He found that after teams met to set goals they developed a shared enthusiasm, but that in a rather short time there was a regression phenomenon. The initial enthusiasm disappeared and people reverted to their former sub‑par performances. However, if following the team meeting the leader conducted an effective PM1 with each individual, the performance in every team increased and maintained a high level of performance. Even in those teams where the regression occurred, if a PMI was instituted, performance again increased.

Boss recommended the following for an effective PML In the initial interview, the person's role is examined to determine how it fits into the mission of the organization. Then the person sets goals for the next time period and develops a plan for achieving them. The goals and plans are written down and both the leader and the subordinate keep a copy. The leader then helps the subordinate examine any problems or obstacles. Coaching and training are given and relevant information is shared. The leader asks for and gives feedback as both of them explore their relationship together. Finally, any personal problems that the subordinate wants to share are discussed. In the next PMI the results of the goals and plans are discussed and new goals and plans are established along with the other items on the agenda. Such a process would seem to be an effective tool for both sacred and secular organizations.

5.
Delegation

The principle of delegation goes back to Old Testament times in the story of Moses and his father‑in‑law Jethro (see Exodus 18). Jethro sees Moses handling every matter from any of the Children of Israel who had a concern. Everyone reported directly to Moses. Jethro tells Moses that this is not a useful way to operate ‑ he will wear himself out and will not be able to effectively lead the people. He tells Moses to set up captains of 1000s, captains of 100s, captains of 50s and captains of 10s. They will handle the smaller matters and only the issues that cannot be resolved in this hierarchy of authority will be brought to Moses. Jethro also spells out the qualities these captains should possess.

Since that time dividing organizations into smaller units with a hierarchy of authority where work and responsibilities are delegated to lower levels in the system has been commonplace in most organizations worldwide. However, the process of effective delegation has not been uniformly followed in secular or church organizations. The delegation process includes the following elements: 1) Areas of important work (not just the "sent" work) need to be delegated so a person feels that what is to be done is important. The tendency is for the superior to keep the important work and delegate only the routine or unimportant. 2) A person should be given training and/or instruction as to how the work is to be done. 3) The superior should hold the person accountable for the work, but give the person latitude to do the job. 4) Adequate resources should be provided. 5) An appropriate time frame for getting the work done should be mutually agreed on. 6) A stewardship review process should be agreed on. 7) If a person is released from the delegated assignment this should be discussed, reasons for the change explained and expressions of appreciation for work done given.

Delegation has two important functions: 1) It gives the delegator some needed assistance or direct manpower. 2) It provides an opportunity for the person given the assignment to learn and grow with the new experience. In the experience of this author, there are few people in authority inside or outside the church who understand and delegate effectively.

6.
Decision Making

In the scriptures, the major reference to decision making in groups (quorums) is found in D&C 107:27. It says that "every decision made by either of these quorums must be by the unanimous voice of the same: that is, every member in each quorum must be agreed to its decisions . . ." Modern empirical stud) of decision making helps elaborate this brief statement. For example, the scripture says that every member must be agreed to the decision. We have now learned that there may be a significant difference between a person's public and private agreement. One may publicly agree but privately may disagree for a number of reasons such as feeling coerced or intimidated to show public agreement. The current term for this unanimous decision making is "consensus." As currently used, consensus means that all members after full discussion of the issue at hand agree that the decision makes sense, they understand it, and they are willing to implement the decision. The condition in which this type of decision is made is a climate of trust which means that all members trust the others that they can speak honestly freely exactly what they think and how they feel and they can make decisions that are prompted by the data rather than decisions they think the power people want.

The work of Victor Vroom, professor at Yale, clearly shows that all decisions are not to be made by consensus. It would be a serious mistake to assume that consensus decision making is the only method. Vroom demonstrates that there are some decisions that should be made by a person alone; some after consulting with others; and some that should be made by consensus. A consensus decision is important if others have information and expertise needed to make a quality decision. It is imperative that those making the decision are committed to implementing the decision. Open participation in a climate of trust helps insure that the decisions will be of high quality (based on the best data possible) and everyone will be committed to implementation.

Kurt Lewin found in his early studies that people would be most likely to implement a decision made in a group if: 1) there was an open discussion of the issue at hand, 2) a decision was made by all members of the group, 3) each person declared publicly where he or she stood on the decision, and 4) there was social support and reinforcement for making and implementing the decision.

Both sacred and secular leaders in organizations often violate these important processes in making decisions, often out of ignorance of the processes, and assume that silence means consent, public agreement, or real commitment.

7.

Role of the Leader and Use of Authority

In both the scriptural and research literature, the language is one of trying to describe the leader as one who works with people rather than one who dominates, demands, or controls people. D&C 121:39‑43 is the scriptural definition of the use of authority in a leader. First there is the warning that when people get authority, as they suppose, they will begin to exercise unrighteous dominion over others. Then there is a description of the qualities important in a leader when that person is trying to exercise power or influence over others. This list includes such conditions as "long suffering, patience, gentleness and meekness, love, kindness and pure knowledge." Sometimes the leader may need to be very direct‑‑using reproof, as discussed earlier.

In D&C 107:83‑89, the responsibilities of a leader are identified. A leader over a group of others is: 1) to sit in council with them. Council is defined as an assembly for the purposes of consultation, advice, or discussion, 2) to teach the others their duty, and 3) allowing people to edify one another. To edify means to instruct or improve spiritually.

There is a flip side to the responsibility of the leader ‑ namely the responsibility of the persons to whom the leader is teaching. D&C 107:99‑100 says: "Now let every man learn his duty, and to act in the office in which he is appointed, in all diligence. He that is slothful shall not be counted worthy to stand, and he that learns not his duty and shows himself not approved shall not be counted worthy to stand." This is the whole concept of stewardship just now being examined in the organizational literature.

The current literature on leadership states that leaders are to manage the following:
1.

Create a vision ‑ Leaders must have a clear direction about the mission and goals that are to be

accomplished.

2.

Manage meaning ‑ Leaders must communicate the vision and the duties in such a way that

people understand not only what is said, but what is meant.

3.

Manage trust‑ Leaders must create the climate of trust among all members and between the

leader and members.

4.

Management of self ‑ Leaders must have integrity, keep their word, walk the talk, and be an

example or role model.

There are some similarities in the writings from sacred and secular sources about leaders. Both agree about the possible corrupting influences of power and authority. Both emphasize a more collaborative, sharing approach. The scriptures list different responsibilities of leader than are found in secular writings, but they are not contradictory.
8.
Conflict Management.

The area of conflict management, as currently understood, includes a whole range of situations "here a leader/manager is faced with people who differ seriously with each other. This can be between organizations or organizational units as between labor unions and management or between production and marketing or manufacturing and quality control. It can also represent a disruption or disagreement between individuals or sub groups within a unit. In all cases it is seen as the role of the leader to move in and to help mediate or work through a resolution to these differences before they result in open conflict "here one is trying to defeat the other in the well known "win‑lose" situation.

The scriptures take a different position. It is assumed that it is the responsibility of each person who recognizes the disruption in the relationship to immediately take action to work through a resolution. The authority person is to be involved only if the initial efforts of individuals have not proven successful. In D&C 42:88‑89 we read: "And if thy brother or sister offend thee, thou shalt take him or her between him or her and thee alone; and if he or she confess thou shalt be reconciled." Confession here seems to imply a willingness on the part of the other that he or she has a part in the difference or offence (confesses their part) and is willing to work through the problem. However in the next verse it says: "And if he or she confess not thou shalt deliver him or her up unto the church, not to the members, but to the elders. And it shall be done in a meeting, and that not before the world" vs. 89. Again this seems to imply that if the one cannot work the matter out with the other, they then call in an authority person to meet with them and to help work through the reconciliation. This is in a closed, not a public meeting.

In the New Testament, Jesus gives an even harder declaration: "If thou bring thy gift to the altar and there rememberest that thy brother hath ought against thee‑‑Leave there thy gift before the altar and go thy way, first be reconciled to thy brother, and then come and offer thy gift" Matt. 5:23‑24.

In the current world there is the tendency for people to say when hearing that another person is upset or offended by them, "That's their problem. They need to devise some way to work it out." The scriptural process is for the one who is aware that the other is upset to go and become reconciled. The notion is that if one is truly one's brother's keeper and if you are aware that the other person is afflicted with upset or bitter feelings that may be hindering that person's personal development, it is required that the aware person go and work through the differences.

I assume that the same procedure would apply‑‑if one's attempt to reconcile is not effective, then an authority person becomes involved. This would not be a bad ground rule in any organization. If a person comes to an authority person with a grievance towards another, the question is asked, "Have you tried to work this through between the two of you? If not, go and make an honest attempt before you get me involved."

9.

Managing Diversity

This area has received a great deal of attention in the organizational behavior literature in the past few years. The impact of affirmative action, the increase of multinational organizations or coalitions and international markets has led to more and more business units and teams being composed of people with highly diverse backgrounds. Almost all of the evidence shows that if these diverse people can have a common goal and can respect each other's differences, that diversity can lead to greater creativity, innovation, and cross cultural support than is present in homogeneous groups. The challenge is to get over ethnocentrism, racial, cultural and gender biases and appreciate diversity rather than being threatened by it.

Not much is said about diversity in organizations in the scriptures. The main pronouncement is found in the Book of Mormon: "And he denieth none that come unto him, black and white, bond and free, male and female and he remembereth the heathen, and ail are alike unto God, both Jew and Gentile" (2 Nephi 26:33).

When people are united together in a common purpose (all who "come unto him") then diversity in background factors should make no difference. In the sacred organization there should be no place for discrimination or prejudice based on one's background. The LDS belief is that all humans are brothers and sisters being spirit children of the same Heavenly Father and we are to be a brother's keeper to all of them.

The research evidence on overcoming attitudes of prejudice and bias shows that attitudes change with increased interaction, especially in smaller groups that have a common focus or concern. When people isolate themselves from those who are different they increase the probability that their attitudes will stay the same. In both sacred and secular organizations this is an area where people are still learning to behave in truly effective ways.

10.

Teaching

The matter of teaching has not been given much attention in the secular literature particularly when using that designation. The writings in management have talked much about the coaching process between boss and subordinate, and training as an important organizational process certainly has been emphasized. Training has often been seen as a function handled by specialists in the Human Resource area, although many writers have pushed to have managers more responsible for the training of subordinates and not left to outside specialists.

In scriptures already cited, leaders are instructed to teach members their duties making teaching an important leadership function. There is a question, "How should one teach?" There are two scriptures that deal with this issue. The first is in D&C 88:122. "Appoint among yourselves a teacher, and let not all be spokesmen at once; but let one speak at a time and let all listen unto his sayings, that when all have spoken that all may be edified of all, and that every man may have an equal privilege." It is clear that listening is a part of the teaching/leaming process. I also interpret this scripture to mean that it is not absolutely imperative that every person must speak but that everyone has the opportunity or "equal privilege" to speak. If one's opinion or idea has been expressed already by another, one should indicate one's support without feeling obliged to say the same thing again.

The other scripture is in D&C 42:12‑15. It is stated that teachings should be out of accepted authoritative works (Bible and Book of Mormon); the teacher should be living the teachings and one should only teach if one is directed by the Spirit. In fact if one does not have the Spirit. that person "shall not teach." This means not that they can't teach but that they should not teach until they get the Spirit, which comes by prayer.

In all organizations, the role of the leader as teacher has been neglected and the scriptures provide some important dimensions to be considered.

11.

Helping

In secular literature much of the writing around helping has been in terms of warning ‑ do not foster dependency when people come for help and because it makes you feel wise and important; you give help uncritically. In one prominent article this is a way for people to put their "monkey" on the back of the leader. The better process is to ask the person who comes for help to prepare a statement of how that person thinks the problem should be handled and the leader then helps by reviewing and refining the other's prepared solution.

The scriptural issue in helping is much more centered on one person seeing another in need and generously offering alms, assistance, a helping hand. One of Christ's last sermons had to do with indicating that those who would be on his right hand would be those who fed the hungry, gave drink to the thirsty, clothed the naked, took care of the sick and visited the person in prison (Matt: 25:34‑45).

In the examples given by the Savior, the process is nearly always the same. In the parable of the Good Samaritan a Jew is injured and left on the side of the road. He is passed over by a priest and a Levite. "But a certain Samaritan, as he journeyed, came where he was: and when he saw him, he had compassion on him. And went to him, and bound up his wounds, pouring in oil and wine, and set him on his own beast, and brought him to an inn, and took care of him" (Luke: 10:33‑34). The process is: One sees; one feels compassion; and one acts. There is never the common practice of asking, "What can I do to help?"

It would appear that church leaders could learn from the helping process in industry ‑ help another to solve a problem or deal with their situation and not build dependency relationships where the leader takes over and is responsible for another's problems. People in all types of organizations could well learn to follow the Savior's process of helping those in real need.

12. 
Vision
The importance and place of vision has already been discussed in the area of leadership. Certainly this is a dimension in organizations that has been strongly emphasized in current management literature. The scriptures also declare: "Where there is no vision the people perish" (Prov. 29:18).

13.        Personal/Career Development
A current dilemma in many organizations is the development of people at all levels. Is the organization responsible for the development and career management of its members or are they responsible for their own growth?

Much has been written about job enrichment or job enlargement and it is generally conceded that the organization's management is responsible to re‑engineer work so people are not caught in routine, dull. dead‑end jobs that have no challenge and no possibility for learning and growth. Further, many organizations offer career counseling, but the current thinking is that people ought to take the initiative and propose a program or plan for building a future. This plan is then shared and developed with one's superior. It is seen as a positive sign when an employee wants to move ahead in the organization and aspires to a higher position. The dilemma in the organization is the reality that while moving ahead is encouraged; there are limits to the number of positions that can be open.

In the church setting, people are counseled to work, learn, read and prepare themselves to be more effective in building the "kingdom." But people are also warned not to aspire to church offices but to be effective in whatever position or stewardship they are called to fill. In D&C 88:77‑80, members are commanded to prepare themselves for greater service by studying and learning of many things ‑ things in heaven and earth, things which have been and which are and which must come to pass. The list includes things at home and abroad, wars and perplexities of nations, and knowledge of countries and kingdoms. The purpose for this learning is this: "That ye may be prepared in all things when I shall send you again to magnify the calling where unto I have called you, and the mission with which I have commissioned you."

In all organizations there is a concern about the growth and development of their members. This should result, however, from the member's own initiative. The motivation for this seems to be most desirable if people see learning as useful to help them in the work to which they have been called. When people see learning and personal development only as a means for higher positions and more pay, the organization will usually run into some difficulties.

14.

Rewards

The matter of rewards has been referred to in the section above. Here sacred and secular organizations depart almost dramatically. In secular organizations the rewards are usually tangible and material. In sacred organizations rewards are often intangible, immaterial, and other worldly oriented.

Most employees joining an organization look closely at salary, promotion possibilities, retirement, benefits, vacations, etc. They look at the organization's willingness to help them in their careers‑‑time off and pay for schooling or advanced degrees, work shops or other training, ability to go to conferences or seminars at the company's expense.

Look at the rewards of the sacred systems: Peace, joy, comfort, blessedness in this life and health and strength. As to the next life the scriptures state: "And if you keep my commandments and endure to the end you shall have eternal life, which gift is the greatest of all the gifts of God" D&C 14:7. The theme of the rewards of salvation, resurrection, redemption, eternal families, celestial kingdom, and eternal increase is a constant in all the scriptures.

It is no wonder that leaders in sacred organizations often see themselves as constantly reminding the members not to get caught up in the things of the world so they lose sight of the longer term eternal rewards. Abraham Maslow in his hierarchy of human needs, felt there might come a time when people had the lower level needs satisfied and would then be motivated to "actualize" themselves ‑ that is spend time and energy trying to become the very best person they could be and maximize all of their own potential. A question is: how many people ever satisfy all of their basic physiological, safety, social and ego needs so actualization is more than a hypothetical possibility9

It is a constant challenge for leaders in sacred systems to help people to live in the world but not be of the world, while secular organizations are trying to encourage people to become more involved and motivated to do the best they can in the work world.

Sacred Processes Not Usually Found in Secular Organizations

In the discussion above, the focus has been on comparing organizational behavior processes as they appear in sacred and secular systems. Differences and similarities have been examined. The scriptures make it clear that there are certain processes that are seldom found in secular organizations. The "other‑worldliness" of the sacred organizations call for these processes and they are often seen as only in the domain of the church. However they represent some important behavioral issues that perhaps need to be addressed more directly in current organizations.

TABLE 3
Sacred Processes Not Usually Found in Secular Organizations


1. Prayer and fasting


2. Repentance


3. Forgiveness

4. Conversion


5. Relying on "The Spirit"


6. Turn the other cheek/Go the extra mile
This is not meant to be an exhaustive list but to point out some of the unique behavioral processes in sacred systems. Not included are certain rituals, symbols, ordinances, entrance and exit conditions which also have special differences. These are ways of behaving that are important for people to follow to maintain the effectiveness of the organization and insure the development of the members. Especially lacking is the matter of repentance and forgiveness in secular organizations. Our political system is a notorious example of dragging up the past of a person who may have repented and should be forgiven and the past not remembered. Sacred systems provide for repentance and forgiveness.

I worked with only one company that tried to formalize something like this. They tried to start a procedure they called amnesty. The company tried to make it appropriate for any person to go to any other and in the name of amnesty identify past behaviors or practices they wanted to acknowledge and essentially start over again. I always felt this was a good idea but there was no real attempt to make this a pan of either the formal or informal norms and it never was seriously practiced.

Some organizations would like to see members/employees become "converts" to the system; that is become completely dedicated and loyal. But high mobility, the readiness of organizations to downsize when managers see the need, makes it difficult for people to be willing to convert themselves full) to any human organization. A more common standard for people in organizations is "a fair day's work for a fair day's pay." It is reciprocity, not conversion.

Our current cultural norms mediate against turning the other cheek or going the extra mile in the organization. There is fear of being exploited and workers, with union support, have been pressing people to fight for their rights and to expect equity. It was Marx who declared that religion was an opiate to the people, keeping them from trying to improve the world now. This orientation is antithetical to the sacred admonitions.

Preparing for Life in Sacred and Secular Systems

The matter of developing competency in these two systems shows contrasting processes. For secular systems the procedure is to get an education, advanced degrees, or specialized technical training if possible. There are a myriad training programs, seminars, continuing education activities in almost every college, community, and organization. Experience is desirable and job training programs, job rotation, and other activities abound.

In some sacred systems education is also considered important. In the LDS church one does not go to school to prepare for the ministry. It relies heavily on learning by experience, starting with small positions and proving one is worthy and prepared for more responsibility. It would be hoped that the method of leaders teaching others their duties, a process of feedback (admonition); making mistakes and repenting and learning from one's mistakes leads to people learning how to behave and lead effectively in sacred organizations. Further, the D&C indicates that there are some who have special gifts for dealing with conditions in organizations: In talking about the gifts of the spirit that all people have to some extent, it says:

"And again to some it is given by the Holy Ghost to know the differences of administration, as it will be pleasing unto the Lord, according as the Lord will, suiting his mercies according to the conditions of the children of men." And again it is given by the Holy Ghost to some to know the diversities of operations, whether they be of God" D&C 46‑15‑16.

Discussion
The focus of this paper is towards an integration of the sacred and secular process of organizational behavior. One might legitimately ask: Since all organizations are made up of Heavenly Father's children, shouldn't all organizations operate by the same processes? Wouldn't a leader in a business, government office, classroom or service organization be more effective operating that unit Just like a bishop would run a ward?"

The bulk of this paper has tried to show that many of the processes in sacred and secular organizations are indeed very similar even if different language is sometimes used. As I have thought about this issue, I have concluded that any process that deals with the fundamental issue of human behavior in organizations‑‑namely, how do you unleash the creative and productive efforts of people so they work towards organizational goals and the same time find personal growth and fulfillment‑‑should in fact be the same whether the system be sacred or secular. If secular organizations can learn from revealed truths about dealing with people, they would be foolish to ignore them. Brigham Young essentially counseled the saints to embrace all truth whether on Christian or heathen ground. This would indicate that church leaders would be well advised to at least try out processes shown by secular research and study to be beneficial in helping people work towards common organizational goals as they "work out their own salvation in fear and trembling."

Does the above mean that all organizations whether sacred or secular should be managed in the same way? I believe not exactly. The goals of sacred and secular organizations are different. Church systems are trying to move the Lord's work along by "bringing to pass the immortality and eternal life of man." Secular organizations are trying to make a profit or render a service. Hence goals are different, membership requirements vary as do conditions for exclusion and for granting access to certain important activities e.g. attending the temple, or for holding positions. Should secular organizations fast and pray over profit making strategies? That is open to argument, but the fundamental position taken here is: whenever people in any organization, sacred or secular, are dealing with the freedom, agency, growth, and development of human beings they should be praying about these processes and striving to get all of the help they can from worldly or other‑world sources.

� William G. Dyer (1925�1997) was the founder and first chair of the Department of Organizational Behavior at Brigham Young University from 1970�1975 and served as dean of the Marriott School of Management from 1979�1983. This article comes from notes of an address to the Marriott School Faculty, Spring, 1997.
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