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| cn summarize my experience working withinend outsids the Waldof movemen:

Developing a Culture in a provocatve way by sayping that within the Waldorf movement we have new ocial

of LEHdE‘fE!ﬂh Lﬂarning Irmaginations and new sochl formi, but we often don't work with them oue of & new
§ comnsciouiness, Meamwhile, the comentonsl world haa old, herarchieal forms and obd

iﬂﬂd Service in irmaginationt, but, in part because of economic pressure, works at changing them with

Waldorf Schools i few conscrouinesd. [l o compelling experience to work with Unived Alrlines pilots
CHRISTOPHER SCHAEFER, PAD practicing communication skills, paraphrasing and consenius. snd to see 3 dedication |

seldem sxperienze in our cwn instinions. For them, the experience of meeting in now
wiys Is 20 deeply moving becaure they can experience each other as haman beings for
the firsr time, rather than as rels within a bursagerasc toructure. For vs such 3 meet-
ing it assuwmed, and becaute it s often not worked at consciomly, ic ly into habic and

drucipery




Fwm quize uneasy snd concerned sbout the smte of many Yialdorf school commu-
fildet. Diespite meny scoomplibments, maturs Waldod ichools and other Institutan
connectsd to anthroposophy often exhiblt 2 tredness, 3 lack of energy and dirertion.
en sbsence of leadenhip and 3 lack of joy that s worrping, As individual and instieu-
tont inspired by the work of Rudolf Steiner. we have a rich legacy of new social and
eammunity formi chat are collegll non-hisrsrchical, and spicitually bated. These formi
encourage U to creste instinnions in which positive working spirftual beings can par-
ticipate. and they are forma which encoursge Gs to meet a0 deepor levels, to experiente
that wa are brothers and sirters on o path of mutl development | Yet this rich tra-
diten of new rocl and community formi does not appear suffident to Tustaln us &r
e lend to sur work the health and violicy we would wish lor 3¢ thit time. And 1o we
reed to stk why. dexpite this rich sochl legacy is there 3 tense of trednss of drifting!

In reflecting on thii guestion, | 322 & aumber of Ingerconnected lrsues. The first has
to do with the question of laderihlp. As a culwre, Whlderf Schools de nat seem to
undersmnd, value or wupport leaderthlp, Secondly. despite the growing complesiey and
maturity of gur inssiwdonal formi and the multiude of meetings and commiktrees in
which we parciclpate, we tend o have ¥ limited commitment @ Isarning the social and
pdminboacve skl neceazary to make our Aoo-hisrarchical ineooueons work effet-
phealy, Reluctant lesdership, poor dechion making forme and [Enbed soclal vkills haums
our efforts to create community. Connected to the resismnce o learn tha social skilla
neceszary 0o help aur institutions werk well, it tha relucancs to meet humanly ut dosp-
er levehs. to work on our relagonships trudihully 1o dhar daagresments can become the
basis of karmic healing and tansformation. Laathy, while we think of Waldorf Sthook
and other imtesion: connerted to the work of Rudolf Szalner 21 belng committed w
tervice; | am nat comvinced that we have developed & desper underzzanding and com-
mitmeant to being & Service culture, with the IMportant excepton of oo Comm T ent
to children wnd ta chitd development in the clasroom,

In poindng to thess lmioeon, | do not intend to minkmiee the redl sccomplish-
ments of many Individuals and groups, but rather to call for & rededication of effore and

u shift n swareness
A Culboral and Generationil Reflecuon

In arder to berer whdersand these obanrvations, | belleve It I impsrmng 19 review
tha fultursl aorma of Wialdor] educrtion and of anthropescpldy 11 they here evolved h
the It decades and o reflecy on the smwitudes which the present generation of

pecple in their forties and fites bring 1o questions of leacership.

A faceoy affecting the nature and experience of Iradsrihis m our communide: &
that many of our Imttutions have entéred the “adminihtrative 1eige” ol thele davelop-
mest Managernent adminiztration, and feadership have become Enportan: Becaure we
e longer thare the youthful, pioneer days when the spirmual world wan working over-
tme o help i, and when we bad charhmatls ounding pervoralitles such & Carle

letznar of Camphill, or Werner Glas and others to imipire and lead. The question &
maors mature, erablished organizatica i3 not how do wa survive snd acquire the peo-
ple. land and bulldings o do our work, It s mere how do we manage what we luwe!
How do v improve admisliration and how do we develop & few style Bnd & few ger-
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Who exercises
what leadership
responsibllities in
our institutions?

How are [eadership
positions defined?

[u]

erytion of leadership! The shift of many of our rchool, inrtitution. and comenunides 1o
» more manire phate of development comes 3t the sama time that 3 new generation
in their fordes and fiftes has entered Inta positomn ol responsibllicy, but reduetandy
Marry of us are members of the £0y penaration with mreng ant-authoriarian and and-
leadership blazes reinforced by our experiences with our often-charhumade pradecss-
sory, $oat best we are reluctant leaders, and at wors: we thy away from accepting the
responsibilites that our age and experience place upon ui.

| believe the relucance w acqyjre the knowledge 3ad skills required o malke our
imtitutiony and eommunites work more effectively hus 3 menber of evltural origing.
One of these i the culoure of anthropoiophy itsel. Perhaps Rudoll Steiner provided
v with oo much inowiedpe and insight in b £000 lecteres and forty books. While
he enesuraged. research and fearming, the sheer brillance and magnitude of hix work
can lead hli stedents 1o not ask thelr own guestons and do their own rescarch
Without 1 deep spirit of inquiry and @ commitmant to self-development. we can
becarme trus befevers stating anthroposophical and Waldor! maxima without real
undersmnding and are not interested in lsaming the thills reguired m make our com-
msnkties work more sifectively,

| alio experience s prychalogical Bsin that works yainse developing a lexrning cul-
ture In our communities. Being on 3 path of inner development Incresses an
individuals awareness of the gap beoween what we oould be and what we are. I we
sdd the pressures of tme and responiibifity and che millennizl urgency of the dmes,
then we can easily be led 1o dogmathm and o aa anti-paychalogieal erisntation, both
of which defend un sgaint our own Ensecurities.

Anodher essential amspect of the cviture of Waldod school commumities and of
anthropodophital inrtiudont 1 thar anthropotophy I3 3 culenal mevement. YWe're
lurgely 3 movemens of teachery, shinkers, and artiste. wich the mepﬁnn ol the biody.
mambt and curative movement If we look at anthroposophy as an Incarnating being of
head, heart and limby, or of cultural fife, social life, and economic Tife, we are by and hrgs
i euttirsl movement in Morth America Many Business peopla who meet ur sre not
cormfortable and don't feel welcomed, a fecling shared by thase individuah who crry
ttrang concern sbout questiont of social justice. The comequences of our culturl ol
enotion gr & spirfeua! and educational movement are quite far-resching. Leaders are

hesds thar i well The Anthropesophical Society ha the purposs of crearing vus
meetings berween human belngs. yet the mais form chae we have chosen to dothis b

the soudy group

As | am primarily a teacher, perhaps | can ask fome guestions which make our as:
tursl and vocational one-sidedness visible, Are weachers strongly intereited in learming
from others and sharing! Asz teachers inteteited |n sdminhtration and economict!
Are they interested in group process, or leadecthip, or mamgement? Are they Intsr
etted in 2 deeper heart meeting between peognle! Yes to yome degren, but the vocs-
dan s primarily one of individuals working with their students & swaken an interest B
a particular ubject. to pos on knowledge alrerdy acquired. | think many of ow
strengths and weaknesses a1 3 movenent tem from the vocatioml orisstasion and
one-tidedness of the eacher. thinkar and artht




W these culural reflections are hrpefy croe. then we face significint challerges n
developing che intights, amindes. and skills neceztary to promets & mors conscleus cuk
ture af leadership, of lsarning. and of tervice within Waldorf Schoolt and within the

breadar anthropesophical movemanc
Encouraging Leadership

Ay 3 firs swep in developing 3 few qubure of leadership, we cn fabie 16 con-
soioueners what our imags of laderthip i and than gearch for 3 eonception B leades.
ehig that A the needs of selladminktered schooli snd communider. | think we most.
by carry an ald knage of lsadership - the charsmatic male lradership of the founders,
or the more manipulative command tnd contral leadership of the corporate workd
Mot wanting thh, we retreat into an Ideclogy of colleglalicy — of everybody needing o
be invoheed in everything - and fsll into & morzss of meetingy. inadequate decition-mak-
ing. chaot and conflict.  Leadarship may be pressnt, bur people exerciting leadership
funetions roch as Facidty Choir, Board President, of Personnel Committes Head fesl
undermined and regrat exsroising initiative.

Il we could embrace the notion of leadership m itewardibin or undertmand the
concept of servant lesdership as developed by Robert Greenleaf, perhaps we could
brexthe more easlly and acknowledge both thar we need lesdership and acoually have
leadarshlp eapacities within cur eirele of calleagurs. The central nation of bath seew-
ardship and servant leadership as Perer Block nates In his mccellent book, Seewardship;
it “to choose service over self interest™ Robert Greenlesf writes that sarvant lead
erthip “beging with the ratural feeling dhat ane wanes to serve, 1o serve firet = the bei
test it do those terved grow ux persons, do they, while being cerved bacome healthler,
wiser, frees, more avsonomeus; mere kel thamselves to become servants™ The qual-
ittes of the servant leader Tor both Gresslasf snd Block mclude limening. smpethy,

Tt enesl, pertimaion, conceptuaination, lareright. and stevardship™

In addinion to having & broader and more comidiour eonteption of lexderthip
appropriate to the values of vYWaldorf education, va need to delegate leadership respon.
1ibilides consciounly, This it often not done In oo institstions. YWe wuilly let pesple
volmieer becauie everyone’) theed  Laaderihip then is givien to thoie who are willing
to serve on four committees rather than an one, and If they sarve lang enough, they
willl have ithe exparience and the power to be effectha lesders. The result Is chat Teads
erthip i not explicic and that the bast peaple may not be asked. Tha gpe of leader-
ship detired by noc diseussed, and people are not freed up from other @sks to provide

effective leaderihip

The inability to define and consclously give leadership responsibilitles based on
compatance i3 8 preat area of werknes inoor 1chools, | mey be dor 05 OUF ROL W=
ing to limit people’s freadom, or becauss of a cermain relucmnes to enter the mealm of
administrazive clarity. | any e, the tendency cowards unclicity leads 1o undermining
leadership and to the hidden exerciie of power or 1o what | think of 21 the hidden but
ibsolutely real power of the “work hories™ within the school commamizy,
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What type of
i2adership do we.
want in diffarent
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COETINUING

What criteria
and what process
of selection do
we requlre?

Will individuals be
given the time and
suppart lo carry oul
their funchon?
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Toward a Cultsre of Learning

How do we becormne more of a learning cutture in our schook and communities?
The further development of tha Anthroposophical Saclety and the School of Spirinual
Sclente with a renewed focus on research it an importnt baginning becauie It encour-
xpe1 8 modett exploration of whers we are with our inner and ooter work, I this
beginning can be further strengthened, it has the offect of sanctioning a deeper expio-
ritive rasearch orienaton, A second dimension of developing a lesrning culture b s
rezognize that cur colleglal, non-hierarchieal imvdtutdons require 2 high Iwn@ ol "pracel-
aal soclal underytanding™ 1o use Rudolf Steiners phrase. s high level of social gliil This
means learning from experience. reviewing committes forms. dechion-making proce-
dures, the exercie of leadership, and learning in an ongoing way abour group progsss.
Wiy do these lormmi wark! What should the inctian of 3 chairperson be! Do wealio
need § process coach! How do we improve listening wnd communication wkilly! How
do we work with ditagreemants and conflices! To ba interested In communiey bullding,
in the art of fochl crestion, means an eagoing commitment to learning from our social
experiences: it meam weekly and moadhly and yearly reviews to assess what s works
ing well and what bn't

In addition to learning from our experiences, it is important to svall ourselves af
the many fine prychological insights and communkty-building metheds of ather groups.
¥what comes to mind Is the work of M 5tatt Peck, and the Foundation for Community
Encetragement, the spproaches to ssrvant leadership developed by the Robert
Greenleal Center, decision-making by consennn stamming from the Chaker tradibon,
or the many insights of humanistic prychology. Ve can ako learn from the fiald of man.
agement and of non-profit administration, in pardculr sbout the realm of Beard
responsibibtes, &

Devaloplng thiy kind of lsarnimg and sharing means overcoming owr sversion to poy-
thalogy, being interested o what other groupt and instinmans have done and develop-
ing & lexrning neswork ameng Walkdorf Schools, curstive communities, ChAg, adule odu-
cation canters, and cooperatively-run businesses, This Is an exciting challenge for the
Waldorf movernant 3t 3 time when it has entered a new smage of instmutional maturic

Parz of the chaflesge of learning In our inrcoutions I3 1o encourage consEiout M=
il development. Many corventomnal organimtisny atk thelr employest 1o meet with
their superiors and their peers in guarterly and annial performance reviews. Whis
wich practices can be punktive, dury have the virte of craxting 3 coniclous assessmant
proceis. In our imscitony we could ereats ahmal individual development plans thas
gich indiidusl weriges down, based on conmverzations with collsaguey In addithon o g
description of work responaibdicles for each teacher. receptionlit ar development
coordinaton it could include thres basic aspeens:

Our akns and goals regarding inner development for example, working with
Seeiner’s six exercises, observing nature vwice & weak developing a deeper knowledge
of the 1tars, having 15 minutes of quiet every moming.

Ot abms s sochl baings: for example. improving our anmmwm
lhtening, working through our difficulties with colisagues, speaking maee b co.werkes
rmeetings, acqubring mediaticn ikills




Owr vorational goals: for exsmple, impeoving presenmtion skills, enhanging com-
puter Eeracy, learning more sbout adolercence, improving time and project manage-

ment ekl

Suth devalopment plns could alio includs couries or confersnces we pln to
attend In order to acquire particulir Ksights and shilli. These plana ezn be thared with
a personnel commities, & Cars group, or with & smaller group of colleagues, they can be
revigwed annuslBy a5 well as being looked a1 more briefly during the course of the year:
A davelopmant plan of this kind can then be the link 5 3 review of how well we are

nrrl_n'llr‘mmrp[rﬁ:uhr rolen o hinctione. b can ancourage lmﬂhl_'.l‘ﬂpwﬂ:l

Walder] schools are profoond lexrning communities for children, bt seldom con-
sciout fearning commanities lor adults, Could wvery school esmablish a commines w
fotter community learning. asking sach school proup o sesess thelr spprosch v (-
ing and development! Heow does tha individual teacher, how do the faculty as & group
learn wnd develop! Yyhar sbout the Beard, the parents and the various committees!
Do we lnarn from crisis. from successer and failures! Where and how does institutonal
lsurming happen! A learning committes ar mandate group could organioe an annaal
learning festval bn which all the parts of the schoal comammity could shars chelr sus-
cexeen and their learnings from the past year Such a festival could be & joyous com-
munity colabration of the recentdy completed work

A Cubogre of Service

In addician 1o bocoming & learning oulure, we Gan become & morne coniCiou Sers
vice eulre i our Tnsticutiane and comimanities. Part of becoming a service cultire
imvalves being more awars of our partners in our activities, whedcher as tsachers, par-
ents, and children in a Yaldor! school, or as oo-workers, stafl, reiidenty, and parents in
# curative community. Heow does one make the nature of that parmership comeious!
For me this is @ central aspect of the service culture and an impartant part of com-
munity budlding, How do we actuafly do what many businesies do Internally and exter-
rally! ¥Who sre our client, how do wa 1erve them betzer,and how do we saplore with
therm what kind ol job we're doing! Can we make b 3 virtue w learn from owr pars
nery more actively and oo relate to them a1 true parmans! Waldord schools have devel:
oped a deeply zaring cuiture of service toward chiidren. How can that be extended to

tha relazionship berwesn adulu!

An-aspect of parenership s accoenabilisy. In mogt non-profic orpanizatiens it ls the
Board that iv legally responsible, and it b the Baard which reprezents the public inter-
eit I gollegial-nun ngthutons wich limited hisruwrchy, the queston of accountabilicy &
crical In Waldod schools, in what way are hiculty secountable ta Board and parents,
and what dccounabilty does the Baard lave and do the parents have! To spell ou
motunl mepectatoni bapween Board, facvicrs vl and parents bated on i clezr wnders
raanding of rofes helps greatly In avoiding mirndermanding and confiice

Thia ean be done in che school or parent hanadbasle, but & I8 mere than 3 2ok
setcripton becauss it slso need) to sate how tha Parent Assaciation, the Baard, and
the Faculty are fovobved In key dechions such ar milton creases ar other matiers
which brrobes il o most of the membens of e 1chool

Sthasfer
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Whiat educalion or
fraining is providad
for leadership?

How will the exer
cise of leadership
be reviewsd?

Can more
experienced paople
mentor thase in naw
leadership roles?
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couELERra

Can we make

the exercisa of
leadership a
rewarding activily
by thanking those
who have accepled
addifional

responsibility?

Part of developing 3 service culture s for each degision-making group to have cjear
erfteria for evaluation snd & transparent process of review If the fculey have respan.
sibiliy for all pedugogical decihions and the hiring, evaluation, snd dismizsal of teachery,
Fierwr |3 thiz done! The same applies to the Board. I there § process lor 3 Board audit
or evahation every year o twal Are criteria for Board membership made explicic and
adhered ol

Uinderlying the notion of service i valuing compewance, YWhile volunteerizm hat e
place in the childhood period of all initiathves, the need for professional skills and com.
petenca grows 35 tha school enters maturlty,. Can sll posdttions of responsibility from
the Chriszmas Falr Committee Chairperson to the biring of the Kinderparten Accirant
b based on & clear understanding of the ok and the skifls and atdtudes netessary o
I those poskdons! Volmieerism needs to be replaced by 3 conpcious selection of peo-
ple andd groups based oo competence and 3 consciows review and thanking for all the
work done on behalf of the whole This s the tuience of republican leadarship and of
8 service culmre, for it singgests we have o concern about quality and a gradiude toward
people who give so generoutly of their talents and tme.

Buildmg. Comrmunity Consciously

| have described the need to deepan and broaden the communin-building mmpulze
of YWaldor! eduaation by developinga more consciaus cultture of leadership, learning and
1ervice. In developing 3 more comciou culture of learning and of leadership, we deep-
e cur cannection ta the spirit of the 1chool and of Waldard education by serving high-
er ideals, In becoming more consclous snd tkilled in meezing. we enliven the souls of
our inttitstions, and In being more tonscious of oar partners. of those we serve.and of
hiow we werve tham, we expand the cubure of sirvice Developing a srenger culture
of leadership, learning and service asks thar we recommit ourselves to commimity
buiding, te making our netwerk of institutions healthier, mora joyout places to lve and
woile Thi it the social challenge for us at the end of the 20th century 1o thaz our com-
munities may give hope tw the 2l The powerlul imaginadon of what It meins 1o be
hurnan - earried in the Waldor! curriculum — needs to be brought more fully Into our
socisl architecture, knto out practice, 3o that our communities can be places where
prople min more fully experiznce the fight and blesiings of the spinc
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