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This book presents the case study of World Vision as a useful contribution in 
the discussion of mission drift, a common phenomenon facing faith-based 
organizations. Mission drift has been categorised as a drifting away from the 
organization’s founding mission, purpose and identity. Practical theological 
interpretation is undertaken in this case study. There are four phases involved 
in this approach: design, collection, analysis and recommendation. 

In the first phase, design, the key terms of the dissertation are explicated. 
One key model used is the identity formation model of organizations. In the 
second phase, collection, the actual collection of the empirical research is 
documented. Empirical research was done in two separate locations where 
World Vision worked in: Papua New Guinea and Nepal. In the third phase, 
analyzing, the findings of the empirical research are analysed firstly using the 
identity formation model, and more normatively, through the use of the nor-
mative practice model. In the final phase, recommendations are made in light 
of the analysis. These recommendations are also framed using the identity 
formation model with content and process recommendations given.
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Abstract 

In this dissertation, the case study of World Vision is presented as a useful 
contribution in the discussion of mission drift: where faith-based organi-
zations drift away from their founding mission, purpose and identity. The 
practical theological interpretation, appropriating different academic dis-
ciplines in dialogue with theology, is undertaken in this case study. There 
are four phases described in this approach: design, collection, analysis and 
recommendation.  

In the first phase, design, the key terms of the dissertation are expli-
cated. Key discussions include situating the faith-based organization in 
civil society, discussing the implications of different organizational ap-
proaches, as well as the formation of religious identity within the organi-
zation using the identity formation model. This model understands iden-
tity as an ongoing dialectic between the process and content of the 
organization. In addition, three different ways of uncovering the Christian 
understanding of an organization are also outlined. In the second phase, 
collection, the actual collection of the empirical research is documented. 
This include the description of the specific research method, the documen-
tation of the Christian understanding at a partnership level as well as in in 
two separate locations, Papua New Guinea and Nepal. In the third phase, 
analyzing, the findings of the empirical research are analyzed firstly using 
the identity formation model, and more normatively, through the use of 
the normative practice model. This normative practice model roots the re-
ality of the practice in the created order. In the final phase, recommenda-
tions are made in light of the analysis. These recommendations are also 
framed using the identity formation model with content and process rec-
ommendations given. Content recommendations include constructively 
approaching the Trinity in the reflection of the structure and direction of 
the development practice within the organization. Process recommenda-
tions include appropriating the theology of work as the hermeneutical 
lens for leadership. In addition, with the understanding of the leader as an 
active agent that drives the leadership process, authentic leadership the-
ory is studied to provide further understanding for the authentic leader. 
Specific recommendations are given in light of this theory.  
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CHAPTER 1 

Introduction 

Faith-based organizations are part of the landscape of societies. A current 
concern of these kind of organizations is the phenomenon known as mis-
sion drift, a moving away from its original founding mission. This disser-
tation draws from the example of World Vision in order to better under-
stand the phenomenon of mission drift before providing relevant 
recommendations. A theological interpretation through an interdiscipli-
nary approach is appropriated.  

In this chapter, the dissertation is broadly introduced. It describes first 
the subject and relevance of the dissertation, presenting World Vision as 
the case study focused on. The research question is then outlined, concen-
trating on how the method of theological interpretation reduces mission 
drift. The status questionis of the different relevant disciplines used in the 
theological interpretation has been incorporated in this section. In the fi-
nal section, the research strategy is delineated. This research strategy 
specifies the case study as the methodology used in the dissertation, intro-
ducing each phase and its relation to the theological interpretation.  

1.1 Subject and Relevance 

A crisis that faith-based organizations have been categorized to experi-
ence has been termed “mission drift”. This is described as a phenomenon 
where “faith-based organizations will inevitably drift from their founding 
mission, away from their core purpose and identity.”2 The discussion of 
“mission drift” is not only a practitioner’s concern, but has also been stud-
ied and debated in scholarship.3 With mission a key theme in theology, this 
dissertation contributes to this scholarship through practical theological 
interpretation of this phenomenon via a real-life example. This practical 

                                             
2 Peter Greer and Chris Horst, Mission Drift (Bloomington, MN: Bethany House, 2014), 

15, 18. 
3 See Anselm Reimer, “How Do We Maintain a Credible Diaconia for the Future? 

Some Thoughts from a German Protestant Perspective,” Diaconia 2, no. 2 (2011): 
170–74, and Johannes Eurich, “Diaconia Under Mission Drift,” Diaconia 3, no. 1 
(2012): 58–65. 
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theological interpretation reflects on the different sub-disciplines in the-
ology as well as other academic disciplines alongside the real-life example 
of World Vision, an example of a Christian faith-based organization.  

World Vision, a Christian development organization, is an example of 
an organization that took the phenomenon of mission drift seriously in its 
organizational journey. It self identifies itself as a “global Christian relief, 
development and advocacy organization dedicated to working with chil-
dren, families and communities to overcome poverty and injustice.”4 
Founded in 1960 in the USA, it has grown drastically in size. As of 30 Sep-
tember 2015, World Vision reports working in 99 countries with more than 
44,000 staff. It claims to benefit 41 million children around the globe.5  

Shortly after its fiftieth birthday, the top leadership of World Vision 
initiated a change management process because it had observed that large 
growth and broad reach of the organization resulted in the “strain on sys-
tems, capacity and people.”6 In defining the agenda of this change man-
agement process, the first strategic mandate identified was to “reinforce 
our Christian foundations, identity and witness.”7 From this agenda, it was 
clear that the management of World Vision were aware and wanted to ad-
dress the mission drift within the organization. The way that World Vision 
sought to solve this problem was through the focus on the management of 
the organization. They first defined key objectives, developed an opera-
tional plan as well as a shared business scorecard for the entire partner-
ship. The language and method used in this process parallels that found in 
strategic management, a branch of business management studies.8 Strate-
gic management is firmly rooted in the modern construct, with its appeal 

                                             
4 World Vision International, accessed March 23, 2016, http://www.wvi.org. 
5 World Vision International, 2015 Annual Review, accessed March 23, 2016, 

http://www.wvi.org/sites/default/files/20161030_WVIAnnualReview.pdf 
6 World Vision International, “From Genesis to Exodus: Our Future Legacy,” (2008). 
7 World Vision International, “The Will to Make It So,” (2008). This is an internal 

document circulated by World Vision International to clarify the journey and to 
introduce the strategic mandates of World Vision in 2008. Strategic Mandates 
have been defined by World Vision as the “operational agenda moving forward. It 
represents five drivers for the partnerships where the whole partnership needs to 
steward in a coherent way.” 

8 Strategic management is about the deliberate management of key actions that 
managers undertake to increase their company’s performance. For more infor-
mation, see Charles W. L. Hill, Gareth R. Jones, and Melissa A. Schilling, Strategic 
Management: Theory: An Integrated Approach, 11th ed. (Stamford, CT: Cengage Learn-
ing, 2014). 
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to progress and rationalization.9 This management approach, located in 
the modern approach to organizations, is positivistic in nature with the 
belief that there is a solution ‘out there’.10  

While applauding the effort taken by World Vision to reinforce their 
Christian foundations, the management focus is argued to be lacking be-
cause it does not directly engage with the content of mission drift. The 
term mission drift presupposes an understanding of the mission as well as 
the sender of this mission, themes that are studied in theology. It is not 
possible for due attention to the mission and the sender of the mission, 
God, to be well represented in the modern organizational approach chosen 
by World Vision, with its focus on efficiency, rationality and positivity.  

As an alternative to the approach chosen by World Vision, a theological 
approach, namely practical theological interpretation, is appropriated in 
this dissertation. This approach recognizes theology as “an ongoing, sec-
ond-order, contextual discipline that engages in the task of critical and 
constructive reflection on the beliefs and practices of the Christian church 
for the purpose of assisting the community of Christ’s followers in their 
missional vocation to live as the people of God in the particular social-his-
torical context to which they are situated.”11 This understanding of theol-
ogy actively engages and reflects on Christian beliefs and tradition for the 
purpose of supporting the Christian community. It engages with the dif-
ferent theological sub-disciplines as well as with other relevant academic 
disciplines. Intentionally practical, it focuses on an identified problem 
within a specific community, World Vision. Through the detailed descrip-
tion of the process taken, this is useful for other similar organizations fac-
ing similar situations.  

1.2 Research Question & Practical Theological In-
terpretation  

Taking World Vision as an example of an organization dealing with mis-
sion drift, the research question in this dissertation can be formulated as 

                                             
9 Rationalization, a legacy of Taylorism is the belief in the powers of objective meas-

urement and the discovery of laws governing work efficiency. See Mary Jo Hatch, 
Organization Theory: Modern, Symbolic, and Postmodern Perspectives, 3rd ed. (Oxford: 
Oxford University Press, 2013), 31. 

10 Mary Jo Hatch, Organization Theory: Modern, Symbolic, and Postmodern Perspectives, 
3rd ed. (Oxford: Oxford University Press, 2013), 48. 

11 John R. Franke, The Character of Theology: An Introduction to Its Nature, Task, and Pur-
pose (Grand Rapids: Baker Academic, 2005),44. 
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follows: “how can the four different tasks involved in practical theological 
interpretation, as well as the appropriation of different academic disci-
plines and theological sub-disciplines, be used to strengthen the Christian 
identity of the organization thereby countering mission drift?”  

This research question is answered using the case study of World Vi-
sion. The attention on one organization and on change is an established 
methodology in social research that is useful in generating concrete solu-
tions.12 This focus on one particular context for the purpose of practical 
recommendations has also been seen in theological disciplines such as 
practical theology and missiology.  

Practical theological interpretation involves the deliberate emphasis 
on theology in solving a practical situation. It looks for a theological inter-
pretation to the situation and the process of arriving at the solution. In 
this dissertation, the framework offered by practical theologian Richard 
Osmer is loosely followed alongside the research method of the case study. 
Osmer’s framework of practical theological interpretation is well estab-
lished and broadly received within the practical theological discipline. It 
is a useful framework consisting of four distinct but interrelated tasks: de-
scriptive empirical, interpretative, normative and pragmatic application.13 
These tasks are applied in the case study to elucidate the situation, under-
stood collectively as necessary to the hermeneutical circle.14 

The framework offered by Osmer intentionally reflects on the different 
theological sub-disciplines as well as with other academic disciplines. This 
broad engagement opens up the potential of developing new approaches 
to “defining and analyzing a research problem that more closely repre-
sents the reality in which such problems are situated.”15 These different 
disciplines are brought together through a specific form of rational com-
munication, as they support the understanding of different systems in the 
web of life.16 The particular way in which the different disciplines interact 
in this dissertation follow the tradition of Hans Frei “ad hoc correlational 
model of cross-disciplinary dialogue”. Appropriating this tradition, theol-
ogy enters into a dialogue with other fields. “It transforms their insights 

                                             
12 David E. Gray, Doing Research in the Real World (London: SAGE Publications, 2004), 2. 
13 Richard R Osmer, Practical Theology: an Introduction Grand Rapids: Eerdmans Pub-

lishing, 2008), 4. 
14 Ibid., 10. 
15 Patricia L. Rosenfield, “The Potential of Transdisciplinary Research for Sustaining 

and Extending Linkages Between the Health and Social Sciences,” Social Science and 
Medicine 35, no.11 (1992): 1343.  

16 Richard R Osmer, Practical Theology: an Introduction, 162, 164. 
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as they as they are placed in the altogether different language game of the-
ology.”17 These different academic disciplines are appropriated and 
brought into dialogue with theology.  

The academic disciplines appropriated in this dissertation include or-
ganizational studies, sociology and reformational philosophy. These dif-
ferent disciplines are chosen as a direct reference to the research question. 
They are introduced below and categorized via the different tasks involved 
in this theological interpretation.  

1.2.1 Descriptive Empirical Tasks Appropriating Sociology 
and Organizational Studies 

The descriptive empirical task seeks to draw a clear picture of the problem 
at hand. It answers the question “What’s going on?”18 To arrive at a clearer 
picture, social sciences have been used to capture the understanding of the 
people and the situation involved, as well as the social trends that impact 
the context of the ministry.19 Sociology as well as organizational studies 
are used in this dissertation as they contribute to the empirical enquiry of 
the organization. These disciplines are useful as they describe the external 
context of the organization, as well as the inner workings of the organiza-
tion. The way that these different disciplines contribute to drawing a 
clearer picture to the research problem is described. 

The focus in this dissertation is World Vision, a faith-based organiza-
tion. Faith-based organizations have been defined as “any organization 
that derives inspiration and guidance for all its activities from the teach-
ings and principles of the faith or from a particular interpretation or 
school of thought within that faith.”20 A sociological introduction of the 
context faith-based organizations exist in is useful for background infor-
mation. Faith-based organizations have often been described as belonging 
to a broader sphere, categorized as the civil society. The term “civil soci-
ety” is a popular catchall term for the broader civic action done by institu-
tions or networks that advances the common good of society independent 

                                             
17 Richard R Osmer, Practical Theology: an Introduction, 169. 
18 Ibid., 33. 
19 Ibid., 41. 
20 Gerard Clarke and Michael Jennings, Development, Civil Society and Faith Based 

Organizations: Bridging the Sacred and the Secular (Basingstoke: Palgrave 
Macmillan, 2008), 6. 
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of the state and the market, yet at the same time, closely related to them 
both and even at times permeating them.21 

World Vision, a Christian development organization, draws its specific 
understanding of what constitutes as good from its faith understanding. 
This implies the importance of understanding how religious faith actually 
influences society. The description of religious organizations as well as the 
extent to which the external environment influences the way that faith 
impacts the organization is investigated. In addition, the way in which 
identity is developed in an organization is examined.  

The focus of the research question is on the inter-workings of the or-
ganization, namely how religious faith in organizational settings has been 
studied. Thus far, organizational literature has examined how different or-
ganizational variables are influenced by religiosity.22 In addition, typolo-
gies have also been created to indicate the role of faith within various or-
ganizations, ranging from faith-permeated organizations to secular 
organizations.23 The extent that the organizational variables of World Vi-
sion are influenced by religiosity will be investigated empirically in this 
dissertation. While useful, the focus is on explicit variables that are out-
wardly measurable. This does not take into the account the potential in-
fluence of staff members to the overall religiosity of the organization. As a 
supplement, this dissertation includes the perception of the staff mem-
bers, namely the extent to which staff members are influenced by the faith 
content of the organization. Staff members’ perceptions are valued partic-
ularly in the socio-interpretative approach of organizational studies. This 
moves beyond assuming a direct causal relationship between the explicit 
variables. From this perspective, the organization is understood as the 
“product of beliefs held by members of society.”24 The perceptions of the 
staff members become key to what the organization expresses in society.  

Organizational culture is a good tool to understand the perception of 
staff members. This organizational culture is made up of the unconscious 
assumptions shared by members of the organization. It has been defined 

                                             
21 Jonathan Chaplin, Herman Dooyeweerd: Christian Philosopher of State and Civil Society 

(Notre Dame, IN: University of Notre Dame, 2011), 9. 
22 See for example Thomas H. Jeavons, “Identifying Characteristics of ‘Religious’ 

Organizations,” in Sacred Companies Organizational Aspects of Religion and Religious 
Aspects of Organizations, ed N.J Demerath III, Peter Dobkin Hall, Terry Schmitt and 
Rhys H. Williams, (New York: Oxford University Press, 1998), 79-95. 

23 Rick James, “What is distinctive about FBOS,” INTRAC 22 (February 2009): accessed 
April 1, 2014, http://www.intrac.org/data/files/resources/482/Praxis-Paper-22-
What-is-Distinctive-About-FBOs.pdf. 

24 Mary Jo Hatch, Organization Theory, 42. 
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as “a pattern of shared basic assumptions learned by a group as it solved 
problems of external adaptation and internal integration, which has 
worked well enough to be considered valid and, therefore, to be taught to 
new members as the correct ways to perceive, think and feel in relation to 
these problems.”25 Measuring the organizational culture supplements the 
explicit information about the role of Christian faith in the organization as 
described in typologies as well as identifying religious characteristics. This 
provides a fuller picture on the faith impact within the organization.  

1.2.2 Interpretative Task Appropriating Organizational 
Studies  

The interpretative task consists of “wisely judgment.”26 In this phase, in-
terpretation takes into consideration “1) relevant particulars of specific 
events and circumstances, 2) discernment of the moral ends at stake and 
3) determination of the most effective means to achieve these ends in light 
of the constraints and possibilities of a particular place and time.”27 

To take into account the relevant circumstances of World Vision, or-
ganizational identity theory is appropriated. From this theory, identity in 
an organization has been described as a dialectic between the processes in 
the organization as well as the content.28 This understanding of identity is 
useful to categorize and interpret the information gathered from the em-
pirical task into a framework for further normative interpretation. It fo-
cuses on the understanding of identity as experienced by the organization.  

1.2.3 Normative Task Appropriating Reformational Philos-
ophy  

The normative task involves the direct dialogue of the situation from a 
particular point of view. It focuses on what “ought to be going on” with 
the situation at hand. Osmer outlines the normative task in three different 
ways: theological interpretation, ethical reflection and deriving norms 
from good practice.29  

                                             
25 Edgar Schein, Organizational Culture and Leadership, (San Francisco: Jossey- Bass, 

2010), 18. 
26 Richard R Osmer, Practical Theology: an Introduction, 80. 
27 Ibid., 84. 
28 Arne Carlsen, “On the Tacit Side of Organizational Identity: Narrative Unconscious 

and Figured Practice,” Culture and Organization 22, no. 2 (2016): 107–135. 
29 Richard R Osmer, Practical Theology: an Introduction, 132-160. 
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In this dissertation, we look at theological interpretation and ethical 
reflection through the lens of reformational philosophy. Reformational 
philosophy is a branch of philosophy that is clearly rooted in the Christian 
faith. Key in understanding reformational philosophy is the idea that real-
ity is not neutral, but always has a starting point. For reformational phi-
losophy, the starting point stems from the Christian God as the creator. To 
derive at a normative understanding of development, the kind of work 
that World Vision is argued to be doing, the normative practice model, an 
established model rooted in reformational philosophy, is used to frame the 
discussion on development. This normative practice model has been de-
veloped as an alternative to applied ethics in which ethical principles are 
applied to ethical dilemmas. This model takes seriously the actual practice, 
recognizing a specific practice as constituted by a constellation of norms. 
This normative structure of a practice resists the tendency of following 
popular ethical trends within the social, scientific or economic domains 
blindly.  

As a brief introduction at this juncture, the normative practice model 
comprises of three sides: structural, directional and contextual. The struc-
tural side focuses on the nature of practice related to the constellation of 
norms of practice, which in this case is related to the development prac-
tice. The directional, or regulative side, of the practice describes 
worldview based ideas of the practitioners that give the actual perfor-
mance its specific character. This always occurs in a in a specific context 
with its specific restrictions and opportunities, the contextual side. By us-
ing the model, it is possible to interpret the existing literature regarding 
development, as well as the actual state of affairs as depicted by the em-
pirical findings from World Vision, from a Christian view of reality. From 
the comparison between the normative with the actual, recommendations 
and further steps are suggested. This is included in the pragmatic task as 
described next.  

1.2.4 Pragmatic Task Appropriating Theology  

The pragmatic task consists of forming and enacting strategies of action 
that influence events in ways that are desirable. This involves practical ac-
tions that the organization can undertake which include the leadership in-
volved in leading this change.30 In this dissertation, a deliberate theologi-
cal approach, particularly constructive theological approach, is empha-

                                             
30 Richard R Osmer, Practical Theology: an Introduction, 176. 
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sized in the pragmatic task. This ensures the focus on theology in respond-
ing to the gaps identified.  

The term constructive theology was coined by systematic theologian 
Veli-Matti Kärkkäinen. It describes theology as “an integrative discipline 
that continuously searches for a coherent, balanced understanding of 
Christian truth and faith in light of Christian tradition (biblical and histor-
ical) and in the context of the historical and contemporary thought, cul-
tures and living faiths.”31 This approach focuses on the possibility of the-
ology being integrative, coherent, inclusive, dialogical and hospitable. 
Constructive theology is compatible to the context that the faith-based or-
ganization is in. These organizations exist in very varied religious contexts 
that require sensitivity in its theological approach. They work with varied 
stakeholders that may or may not share their overall theological mission. 
A constructive theological approach is useful to support the organization 
as they stay faithful to their mission in the context that they are in. While 
this notion of constructive theology will be expounded in later chapters, 
explaining some key principles which undergird the understanding of this 
approach can be useful to clarify their appropriateness in this dissertation.  

Firstly, constructive theology implies a non-foundationalist under-
standing to theology. It “envisions theology as an ongoing conversation 
between Scripture, tradition, and culture through which the Spirit speaks 
in order to create a distinctively Christian “world” centered on Jesus Christ 
in a variety of local settings.”32 This openness is particularly useful for the 
context of the faith-based organization that is deeply immersed in a public 
context. There is an “awareness of the contextual nature of human nature” 
that “mandates a critical awareness of the role of culture and social loca-
tion in the process of theological interpretation and construction.”33 Sec-
ondly, the theological interpretation that ensues is expected to be coher-
ent and dialogical. This affirms the understanding of theology as a second 
order discourse that “describes the grammar or internal logic of first-or-
der language and assesses such language critically.”34 Such an approach 
embraces the first order language consisting of other academic disciplines 
that articulate human thought further. The insights from these academic 

                                             
31 Veli-Matti Kärkkäinen, Christ and Reconciliation (Grand Rapids, MI: Eerdmans, 

2013), 13. 
32 John R. Franke, The Character of Theology: An Introduction to Its Nature, Task, and Pur-

pose, 79. 
33 Ibid. 
34 Richard R Osmer, Practical Theology: an Introduction, 169. 
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disciplines are then appropriated on a need-to basis depending on the re-
search question and are critically analyzed for use in Christian theology.35  

In addition, an ecumenical approach is also implied in the appropria-
tion of constructive theology. With the subject matter of this dissertation 
focused on faith-based organizations, the pluralistic contexts in which 
faith-based organizations work are taken seriously. These organizations 
work alongside other kinds of institutions in the public sphere. This can 
result in finer points of dogma that differentiate denominations to take a 
backseat role, as the differences within denominations are seen to play a 
less relevant role in the pluralistic context.36 A deliberate ecumenical ap-
proach categorizes the Christian faith-based organizations together as a 
collective category of organizations in their dialogue with the broader plu-
ralistic society. This takes into account the broader context that the or-
ganization is in, described in further detail in the inclusive and hospitable 
aspects of Kärkkäinen’s constructive theology.  

Finally, a broad engagement of different theological disciplines, de-
scribed by Kärkkäinen as integrative, is also deliberately included in the 
constructive theological approach. The integrative aspect refers to the 
possibility to “utilize the results, insights, and materials of all theological 
disciplines. This includes fields such as religious studies, ethics and missi-
ology.”37 Together, these different theological disciplines can support each 
other in forming strategies of action.  

Thus far, the four different tasks that make up the overall theological 
interpretation have been outlined. These tasks are not separate, but rather 
inform each other in arriving at the overall theological interpretation. 
They are all crucial to the answering of the research question: how to 
strengthen Christian identity in faith-based organizations. Having intro-
duced the different tasks and disciplines that will be appropriated in this 
dissertation, the next section outlines the research design that is used.  

1.3 Research Strategy – Case Study 

The chosen research strategy for the practical theological interpretation 
in this dissertation is through the focus on a case study. Case studies have 
been defined as an “empirical inquiry that investigates a contemporary 

                                             
35 Richard R Osmer, Practical Theology: an Introduction, 169.  
36 Barbara Hargrove, The Sociology of Religion: Classical and Contemporary Approaches, 

2nd ed. (Arlington Heights, IL: Harlan Davidson, 1989). 
37 Veli-Matti Kärkkäinen, Trinity and Revelation (Grand Rapids, MI: Eerdmans, 2014), 
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phenomenon within its real-life context, especially when the boundaries 
between phenomenon and context are not clearly evident.”38 This method 
is chosen in this dissertation because of the space it provides for intense 
scrutiny of a real-life context with the use of multiple sources of evi-
dence.39 It enables a detailed documentation of the processes taken to un-
derstand the phenomenon at hand which can be useful for other organi-
zations facing similar situations. The case study at hand is the Christian 
development organization World Vision. World Vision is chosen because 
of its own recognition of its struggle with mission drift. In addition, it is an 
established organization within its field which makes it a representative 
example for other faith-based organizations.  

Different sources of evidence in World Vision are scrutinized in this 
case study approach. This includes the formal documents of World Vision, 
tracing the narrative of the organization using the theory of organiza-
tional life cycle, as well as the organizational culture of the staff members 
in two different locations. This implies using a single case study with an 
embedded design where two subunits are studied. This use of the two sub-
units and the single case study enables us to grasp a deeper understanding 
of the actual experience of World Vision, both as a partnership as well as 
in the branch offices.  

The use of the case study approach is not without its detractors. It has 
been critiqued as a ‘soft option’ lacking rigor, often seen as an exploratory 
precursor to a more established approach.40 At the same time, from a pos-
itivist perspective, the case study approach is dismissed as an inadequate 
strategy because of its lack of empirical generalizability, with the in-depth 
review of only one case.41 This critique however loses its claim from a dif-
ferent epistemological perspective such as the interpretative perspective. 
An interpretative perspective takes seriously the interpretation of the or-
ganization. Case studies are particularly useful for such a perspective as 
they provide valuable in-depth information about staff’s interpretation as 
well as regarding the way meaning is mediated in the organization. As well 
described by Yin, case studies “focus on expanding and generalizing the-
ory and not to enumerate frequencies.”42 
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In addition, to ensure that the case study has undergone sufficient ri-
gor, the adherence to four different kinds of validity typical of social sci-
ences research is observed. These different kinds of validity include con-
struct validity, internal validity, external validity and reliability.43 A brief 
introduction to how this dissertation observes the different validity are 
mentioned at this juncture.  

Construct validity refers to the need to “identify correct operational 
measures for the concepts being studied.”44 To ensure construct validity in 
this case study, different data sources are included in the data collection 
phase. Internal validity seeks to establish a causal relationship in the re-
search.45 To ensure internal validity, the identity formation model is used 
throughout this case study. It is first introduced in the design phase, used 
for data collection and analysis as well as for framing of the recommenda-
tions. External validity refers to broader domain whereby the study’s find-
ings can be generalized beyond the case study.46 This case study is intended 
for the generalization for the broader faith-based organization domain 
who are facing mission drift. Finally, reliability refers to the possibility of 
the research being repeated with the same results.47 One way that reliabil-
ity is ensured is the careful documentation of the processes involved in 
this case study. Much effort is taken to detail the different processes that 
take place. In addition, clear transparent data has also been recorded dur-
ing the data collection phase for transparency and reliability.  

As a research strategy, the case study is made up of an empirical pro-
cess including design, collection, analysis and recommendation phases.48 
Figure 1.1 illustrates the different phases in the case study and the way 
they relate to the different tasks in the practical theological interpretation 
described earlier. The key academic disciplines that are being employed at 
each juncture are also displayed.  
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Figure 1.1 Phases of Case Study and its Relation to  

the Practical Theological Interpretation Tasks 

The first phase—the design phase—begins with setting the context of the 
case study. Research tools are designed to match the research objectives. 
This phase corresponds to the descriptive empirical task utilizing social 
sciences. The second phase is the collection phase—this is where the actual 
empirical research of World Vision is documented. This phase also corre-
sponds to the descriptive empirical task. In the third phase, the findings 
are analyzed with the help of both social sciences as well as reformational 
philosophy. This includes both the interpretative and normative tasks of 
the practical theological interpretation. Finally, in the fourth phase, rec-
ommendations are given. These recommendations are done by focusing 
particularly on the pragmatic task, emphasizing on theology. The different 
phases and the way they relate to the chapters in this dissertation are out-
lined below.  

1.3.1 Design Phase 

In the design phase, the focus of the project is outlined. The leaders from 
the Christian Commitments department of World Vision were closely in-
volved in determining the focus and research question from the start. Dur-
ing this planning process, the scope of the research is marked. In addition, 
a clearer idea of how this research might contribute to the ministry of 
World Vision is outlined. Chapters two and three are devoted to this phase.  

As part of the descriptive empirical task, social sciences, namely soci-
ology and organizational studies are employed in this stage. In chapter 
two, existing research on organizations as well as the relationship between 
religion and organization is described. It begins by situating the Christian 
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development organization, a form of faith-based organization, within civil 
society. As a form of institution, an organization orders society through its 
systems of established and prevalent social rules. This chapter describes 
different characteristics of the organization and outlines different organi-
zational theories that will help to understand the organization. Thereafter, 
the link to religion is made. Focusing on identity formation in organiza-
tions, this chapter concludes by describing the process of forming religious 
identity within organizations as a dialectic, a process mediated by the or-
ganization’s content and process.  

The third chapter outlines different ways that World Vision’s Christian 
understanding can be described. Three different ways are detailed in this 
chapter. The first way utilizes established methods of studying the faith 
component through the use of typologies. The second comprises of study-
ing organizational variables influenced by religious ideas. The third 
method focuses on studying the organizational culture in each office. This 
study of the organizational culture measures the extent to which staff 
members embrace World Vision’s Christian values. This method moves be-
yond the official statements to understand how these statements actually 
influence organizational assumptions held by staff members. 

Together, chapters two and three form the necessary theoretical basis 
for the case study. It situates World Vision, a Christian development or-
ganization, as part of an institution within civil society. It looks at the pro-
cess of religious identity formation in an organization: the dialectic be-
tween the content and process of the organization.  

1.3.2 Collection Phase 

The collection phase is the actual implementation and documentation of 
the case study. In this dissertation, the specific type of case study used is 
the “single case, embedded” where a single case incorporates a number of 
different units of analysis.49 This case study is implemented in two differ-
ent locations: Nepal and Papua New Guinea. Conducting the case study in 
two locations is done to shed further light on the possible impact of the 
environmental context to the overall Christian identity of World Vision 
offices. Nepal and Papua New Guinea have been chosen because of their 
similar size of operations in each country. The overall Christian identity is 
studied through the model of identity formation, taking seriously both the 
content and processes of the organization.  
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The field research design, as well as the documented findings are de-
tailed in chapters four to six. Chapter four describes specific research 
methods employed in this field research. These include description of spe-
cific data collection sources along with the discussion of the limitation of 
the field research as well as issues of validity and reliability. Chapter five 
further details the context of World Vision, primarily through an answer 
to the question: How is World Vision’s Christian understanding expressed 
in its organizational variables and how has this Christian understanding 
evolved in the development of the organization? This outlines the official 
statement of World Vision based on their policies. To further understand 
the organization, the chapter further describes how the organization has 
evolved with relation to its Christian identity. A critical hermeneutic ap-
proach is considered in the review of documents, emphasizing on the spe-
cific social and historical context in which the document originated.  

Having provided context to World Vision as an organization in chapter 
five, attention is turned to uncovering the organizational culture in two 
separate locations, Nepal and Papua New Guinea (chapter six). Together, a 
snapshot of World Vision’s Christian identity is taken and is useful for fur-
ther analysis.  

1.3.3 Analytical Phase  

For the analytical phase, chapter seven reports the analysis of the case 
study in two ways. First, the case study is analyzed through the previously 
described identify formation model. This model describes the organization 
as three different ‘selves’ that interact in order to make up the resultant 
tacit identity. This includes the self as object, content and subject. In addi-
tion to looking at each individual self, the analysis outlines the resultant 
tacit identity as explicated by the organizational culture. This form of anal-
ysis is reflected in the interpretative task of the practical theological inter-
pretation framework.  

The second form of analysis begins from a clearly Christian worldview: 
the use of the normative practice model. The normative practice model 
moves towards the normative task, taking seriously the Christian view of 
reality that is important to the interpretation of the findings. It analyses 
the findings based on one of the three sides of the normative practice: 
structural, contextual and directional. Through the normative practice 
model, the analysis ensures that the Christian perspective is firmly sus-
tained.  
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1.3.4 Recommendation Phase 

The final phase consists of recommendations in light of the prior steps of 
design, collection and analysis. As a way of organizing, the recommenda-
tions are framed using the identity formation model. In chapter eight, con-
tent recommendations are described and in chapter nine, recommenda-
tions related to the processes in the organization are suggested. In making 
these recommendations, the constructive theological approach is empha-
sized to support the organization stay faithful to their mission and counter 
mission drift.  

Having introduced the dissertation project in this chapter, we begin 
the next chapter with the design phase.  



PART A: DESIGN PHASE 





CHAPTER TWO 

Establishing the Basis of the Christian De-
velopment Organization 

This chapter begins the first phase of the dissertation, the design phase. In 
this first chapter, a deeper understanding of the context that the faith-
based organization exist in as well as a broader understanding of the organ-
ization as a form of institution is described. This includes the discussion of 
the civil society as the domain where faith-based organizations operate in 
as well as the understanding of the organization. This is useful for under-
standing the context where the Christian organization is in. In addition, rec-
ognizing that the mission of a faith-based organization finds its basis in its 
religious origins, the way that religion influences society as well as how re-
ligious organizations have fared in society is looked at. Finally, the religious 
identity formation of organization is discussed. This understanding of iden-
tity formation forms the basis of understanding identity within the organi-
zation in this dissertation project. Throughout this chapter, different theo-
ries are explicated as they form the starting point of the project.  

2.1 Civil Society and its Institutions: Situating the 
Christian Development Organization 

World Vision, as a Christian development organization, belongs to a cate-
gory of organizations known as faith-based organizations. This category of 
organization has been defined as “any organization that derives inspiration 
and guidance for all its activities from the teachings and principles of the 
faith or from a particular interpretation or school of thought within that 
faith.”50 Their faith often acts as the starting point for the work that they do 
within society. Examples of such organizations are faith-based NGOs, or 
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faith-based social services and educational organizations.51 These organiza-
tions exist within the broader society, in what is often termed as the “civil 
society.” The term “civil society” is a popular catchall term for the broader 
civic action performed by institutions or networks that advances the com-
mon good of society independent of the state and the market, yet at the 
same time, closely related to them both and even at times permeating 
them.52 An introduction to this civil society is pursued to further under-
stand the context that the faith-based organization is working in.  

2.1.1 Pursuing Good in a Pluralistic Civil Society  

The term “civil society” is first used to describe a sphere that exist in political 
modernity, where individual freedom is valued positively.53 This freedom re-
fers to the liberation from “premodern customary, religious and political 
constraints, ushering in hitherto unavailable possibilities for new forms of 
social interaction among emancipated individuals and differentiated institu-
tions.”54 Today, the term civil society is used more widely. Consequentially, 
this civil society is made up of different institutions that have distinctive his-
torical roots. These different historical roots result in the institutions ad-
vancing different normative claims within the civil society. This has been de-
scribed as normative institution pluralism.55 In the same way, the under-
standing of common good that civil society advances is not singular, but ra-
ther made of different ideas of what good constitutes. This normative insti-
tutional pluralism brings together different ideas of good in the civil society. 
This can also include the good that comes from minority religions in different 
societies. This diversity is an important aspect of the civil society and any just 
and well-ordered society should actively protect the “integrity and auton-
omy” of these different kinds of social institutions.56  
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World Vision, the case study in this dissertation is one of many institu-
tions that form Christian pluralism. Christian pluralism relates to the di-
versity caused by different Christian denominations and their understand-
ing of created human reality. The teachings from different Christian 
traditions continue to exist in some shape and form in civil society today. 
These teachings, unique to the Christian tradition, is what differentiates 
these institutions from the others in the broader civil society. There is va-
lidity to these teachings even in societies where Christianity is in the mi-
nority as what is good is common to all. Organizations that belong to Chris-
tian pluralism have clear Christian teachings that influence the under-
standing of common good necessary to the broader civil society. It is there-
fore important for such institutions to prioritize their understanding of 
theology in their operations instead of existing social consensus and polit-
ical expediency.57  

2.1.2 Institutions in Civil Society 

The term “institution” has been widely used in different social sciences 
such as economics, politics, and sociology because of its importance in so-
ciety.58 Despite differing emphases in different disciplines, it is commonly 
agreed that institutions are systems of established and prevalent social 
rules that structure social interactions, including language, money, law, 
organizations, etc.59 They are generally considered to be enduring features 
of social life since they give order to society.60 Some ways that institutions 
have been discussed include their function, structures, and social pro-
cesses related to the transmission of the rules of the institution.61 To dis-
cuss institutions in depth is beyond the scope of this chapter. Instead, what 
is envisaged is an outline of three cursory remarks of institutions that is 
useful in the subsequent discussion of organizations, a form of institutions.  
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2.1.2.1 Institutions as Molecular 

A molecular approach to institutions takes seriously both the purpose of 
the institution as well as the people involved. This molecular approach is 
adopted in this dissertation. This understanding of institutions as molecu-
lar is an alternative to both the atomistic and holistic view of institutions. 
On one end of the spectrum, institutions can be studied by focusing on the 
individuals that make them up. This has been termed the “atomic” account 
of institutions.62 In this instance, the focus is on the individual. Social forms 
of the institutions are seen as secondary, supporting the individual agent 
in the moral deliberation of institutions. At the other end of the spectrum, 
institutions are studied “holistically,” with a focus on the inter relation-
ships of institutional structures and their contribution to the overall soci-
ety.63 Such studies focus on the function of the social form as expressed in 
institutional structures. In this approach, the individual is merely under-
stood as fulfilling a role in the institution to which he or she belongs. A key 
concern of such approaches is the seemingly moral decay of society as a 
result of the breakdown of “strong, mutually supportive social institu-
tions.”64  

One main reason why the molecular approach is adopted is because of 
its equal emphasis on both the importance of rules in the institution, as 
well as the institution’s structural relationships and its intended impact on 
society.65 This understanding of institution is seen as analogous to a mole-
cule; where “an institution has constitutive elements determined by its 
rules which are in return determined by the people involved, yet the in-
fluence of society and other institutions continues to be important as the 
institution considers its role within society.”66 With the molecular ap-
proach, both people and institutional structures are important.  

In addition, this molecular approach encourages a comprehensive 
study of the institution. It includes the need to study people who make up 
the institution and influence the organization and the subsequent rules, as 
well as constructed systems, relationships that the institution has with 
other institutions, and the overall functioning of the institution in society. 
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2.1.2.2 Institutions as Comprising Systems of Established and Prevalent 
Social Rules 

Institutions order society through their systems of established and preva-
lent social rules. The term “rule” is broadly understood as “a socially trans-
mitted and customary normative injunction or immanently normative dis-
position, that in circumstances X do Y.”67 These rules facilitate a certain 
way of doing things through ordered thought, expectation and action by 
enforcing form and consistency on human activities.68 Instead of instantly 
appearing in society or as a result of genetic inheritance, rules are formed 
as a process of social transmission.  

The extent that rules are transmitted in society depends on the extent 
that they are embedded in shared habits of thought and behavior. Defined 
as “unconscious, submerged repertoires of potential thought or behavior; 
they can be triggered or reinforced by an appropriate stimulus or con-
text.”69 It is not difficult to see how culture is made up of shared habits of 
thought and behavior. Therefore, the more similarity the rules have to the 
culture of a society, the more likely it is that these rules, and the accompa-
nying institutions become established in the society.  

At the same time, instead of just passive and entirely subject to the cul-
ture of a society, it is also possible for institutions to influence society. As 
part of society, institutions have power to mold society through their in-
fluence with the people with whom they work. As structures, they are able 
to influence individual aspirations through the structuring, constraining 
and enabling individual behaviors. Through the process of repetition, it is 
possible for an act to become an accepted norm for the people within a 
given social context.70 Institutions are unique. Not only is the acceptance 
of institutions influenced by the context and extent to which rules have 
something in common with existing shared habits, institutions also have 
the ability to influence culture through influencing people within society.  

2.1.2.3 Institutions as Purpose-driven 

Thus far this discussion of institutions has focused on the adoption of the 
molecular approach, as well as the way the rules are transmitted. A final 
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aspect important for this discussion is the appropriation of a teleological 
account of institutions for understanding the purpose of the institution. A 
teleological account of institution adopts a definition of institution that 
includes a description of the “common good or social benefit” it seeks to 
advance in society.71 A teleological understanding of the institution thus 
underscores the importance of the intended purpose of the institution. It 
emphasizes the importance of focusing on the particular understanding of 
common good that the institution seeks to advance in civil society.  

At the same time, while focusing on the telos of the institution, it is 
important to note that the people involved in the institution are constitu-
ent to arriving at the telos. French philosopher, Paul Ricoeur in describing 
the good life incorporated the individual self – human agency alongside 
the function of the institution.72 People influence the understanding of the 
good life in institutions, and work in institutions to achieve the good life. 
This good life is dependent on the institutions understanding of good. In 
addition, people are required in arriving at the telos of the institution. 
Both human agency as well as the structure, function and relationships of 
the institutions are taken seriously.  

Having discussed the civil society as the domain where faith-based or-
ganizations exist in society, as well as introducing institutions as populat-
ing the civil society, the chapter now turns its focus to organizations, a 
particular kind of institution which concern this dissertation. The descrip-
tion of institutions as molecular, with a system of rules that is purpose-
driven in society informs the discussion on organizations below.  

2.2 Organizations as a Type of Institution Studied in 
this Dissertation 

Organizations have been described as the “fundamental building blocks of 
modern societies and the basic vehicles through which collective action 
occurs.”73 They are characterized as goal-directed, boundary-maintaining, 
and socially constructed systems of human activity.74 A description of dif-
ferent characteristics of the organization follows below, including an out-
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line of goal direction, boundary maintenance, activity systems of the or-
ganization, as well as the environment where the organization operates. 
In addition, the different approaches to organizations are explored. The 
outline of these terms provides a basic understanding that will be used 
throughout the dissertation.  

2.2.1 Characteristics of Organizations  

Goal direction provides the raison d’être for the organization. Together, 
members of the organization work towards the purpose of the organiza-
tion. These goals influence the make-up of the organization and differen-
tiate one organization from the other. This understanding of goal direction 
orientation has also been described as the Zweck of the organization. This 
Zweck forms the purpose of the organization, fulfilling needs in society.75 
This is linked to norms held by the organization76 or otherwise described 
as the telos of the institution.  

Boundary Maintenance relates to how the organization decides who 
should belong to it. This includes clear systems and processes that enforce 
membership distinctions in organizations. Such boundaries differentiate 
the organization from its environment.77 At the same time, processes set 
up also include scenarios where members exit the organization, voluntar-
ily or involuntarily.78 Besides thinking about the processes involved in 
bringing people into the membership, the individual is also important. 
This individual brings along with him or her one’s own individuals skills 
and knowledge, the fit between who the individual is and the task at hand, 
personal needs and preferences as well as bringing a broader background 
to the organization.79 This brings to mind the molecular approach, which 
focuses on the interface between the purpose of the organization and the 
people involved as described in the molecular structure.  

Organizations also develop activity systems for organizational members 
to achieve their goals. These activity systems are deliberate forms, rules 
procedures, strategies and technologies constructed for interaction be-
tween organizational members, or for members and different technologies 
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in place.80 This can include both formal elements developed by the organi-
zation as well as informal elements. Formal elements include practices re-
lated to technology, how jobs are designed, and the overall organizational 
structure. Informal aspects focus on emergent characteristics dependent on 
the people of the organization. These comprise aspects such as the resulting 
social networks of the organizations as it relates to its environment, or the 
actual decision makers and processes in the organization.81 This is related 
to the systems of rules that institutions are characterized by.  

Finally, while not a direct characteristic of the organization, the envi-
ronment is a key contributing factor to the organization’s final expression. 
Organizations interact in and operate out of a societal environment. This 
context provides the main source for the organization to find members as 
well as a source of opportunities, constraints, demands and threats with 
which the organization has to grapple.82 The environment also comprises 
of the social norms and customs accepted in society. These norms and cus-
toms in the environment impact the extent that the goals of the organiza-
tion, otherwise described as rules, are reached. The immediate environ-
ment discussed in this dissertation is the civil society in each country. 
Organization works towards seeking acceptance in society through regu-
latory structures, government agencies, laws and courts, professions as 
well as interest groups.83  

Apart from identifying the characteristics of an organization, the way 
an organization is approached and studied is focused on next. Different 
organizational approaches lead to different emphases and conclusions. In-
stead of blindly applying theories, it is important to be aware of the as-
sumptions involved in the different approaches. An introduction to differ-
ent approaches of organizational theory is presented before the discussion 
of application of these theories.  

2.2.2 Critical Approach to Organizations  

To understand the diversity and approaches in organizational theories, so-
ciologists have tried to organize the different theories along two interlock-
ing axes: the determinist – interpretivist axis and the technocratic-critical 
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axis (Figure 2.1). Theories on the determinist end of the determinist-inter-
pretivist axis focus on the scientific and objective way in which organiza-
tions can be assessed, often relating specifically to underlying structural 
conditions and requirements. Theories on the interpretivist end of the 
same axis emphasize the indeterminate and contingent nature of reality, 
the significance of human interaction, unintended consequences of hu-
man action and the influence of interpretation. For the technocratic-crit-
ical axis, theories on the technocratic end of the axis are essentially prag-
matically oriented where what matters is the improvement of organiza-
tional efficiency. On the other end of that axis, social effects of the organ-
ization upon its members and the society within which it operates are val-
ued.84  

 
Figure 2.1 Organizational Theories 

Source: Keith Grint, The Sociology of Work: Introduction, 3rd ed. (Cambridge: Polity Press, 
2005), 114.  

Describing the two axes explicates different assumptions underlying the 
different organizational approaches. Another way that organizational the-
ory has been categorized is in its evolution through time. These ap-
proaches have been categorized from prehistory, to modern to symbolic 
to postmodernism.85 
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Perspective Subject/Focus Method Result 

Classical  The effects of 
organization 
on society 

 Management 
of the organi-
zation 

 Observation 
and historical 
analysis 

 Personal re-
flection on 
experience 

 Typologies 
and theoreti-
cal frame-
works 

 Prescription 
for manage-
ment practice 

Modern  The organiza-
tion through 
“objective” 
measures 

 Descriptive 
Measures 

 Correlation 
among stand-
ardized 
measures 

 Comparative 
studies 

 Multivariate 
statistical 
analyses 

Symbolic/ 
Interpreta-
tive 

 The organiza-
tion through 
“subjective 
perceptions” 

 Participant 
observation 

 Ethnographic 
interviewing 

 Narrative 
texts such as 
case studies 
and organiza-
tional ethnog-
raphies 

Postmodern  Organization 
theory and 
theorizing 
practices 

 Deconstruc-
tion 

 Critique of 
theorizing 
practices 

 Reflexivity 
and reflexive 
accounts 

Table 2.1 Differences in the Multiple Perspectives of Organizational Theory 

Source: Mary Jo Hatch, Organization Theory: Modern, Symbolic, and Postmodern Perspectives, 
2nd ed. (New York: Oxford University Press, 1997), 49. 

Table 2.1 illustrates differences in the multiple perspectives of organiza-
tional theory based on the focus, method and result. In her book, organi-
zational theorist Mary Jo Hatch looked at how organizational theory has 
evolved in time. She focused on modern, symbolic/interpretative and 
postmodern perspectives of organizational theory. It is not difficult to re-
late links among these different perspectives to those described by sociol-
ogists along two interlocking axes.  



Establishing the Basis of the Christian Development Organization 53 

A modern approach of organizations focuses on objectivism, well de-
signed structures, rules and routines. This is similar to the determinist, 
technocratic approach suggested by sociologists. The symbolic approach 
of organizations focuses rather on interpretation of the organization, 
where the organization is seen as continually constructed or decon-
structed by its members. It is subjective, with context playing a large role. 
This recalls organizational approaches closer to the interpretivist spec-
trum. The postmodern approach does not try to look for a holistic under-
standing of the organization. Instead it focuses on existing practices, man-
agerial, ideological, and power relations. This approach is clearly 
interpretivist as well as critical according to the axes.  

In choosing the organizational approach, the overall aims of this re-
search is important. As described in the introduction, the research ques-
tion focuses on the strengthening of the Christian identity of the organi-
zation through practical theological interpretation of World Vision. This 
dissertation seeks to broaden the search for answers on shaping Christian 
Identity beyond the modern organizational approach that World Vision 
has employed. This implies firstly the assumed role of the modern ap-
proach in organizations. In addition, it seeks to include, where appropri-
ate, both the symbolic/interpretative approach as well as the postmodern 
approach. Inclusion of these two approaches with a broader focus on the 
human agency involved in the organization supplements the modern ap-
proach. Together, these different approaches do justice to the molecular 
approach of institutions that has been advocated. A deeper understanding 
of the people and their interpretation, the study of the narrative of the 
organization as well as the objective organizational characteristics are all 
taken into account. Not sticking to one fixed organizational approach, dif-
ferent approaches are useful to support the overall practical theological 
interpretation.  

Following the descriptions of civil society, institutions, and organiza-
tions, the final section of this chapter outlines key sociological theories 
related to the link between religion and organizations. With the focus on 
faith-based organizations, the way religion is expressed in society, as well 
as how it influences the organization become important.  

2.3 Religion and Organizations  

Thus far, we have not looked specifically at the role of religion in society. 
This understanding of religion can however impact faith-based organiza-
tions who as part of Christian pluralism, draw their inspiration of good 
from the teachings of faith. Recognizing that religion is not separate from 
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society and organizations, theories related to the role of religion in society 
are first introduced. The way religion can impact organizations are then 
looked at thereafter.  

2.3.1 Role of Religion in Society  

Sociologists have often focused on the two main aspects of religion: the 
substantive and the functional86. Descriptions of the substantive aspect of 
religion as described by the founding fathers of sociologists include: “re-
ligiosity” by Georg Simmel,87 “a belief in spiritual things” as described by 
Edward Taylor,88 founder of British social anthropology or simply the “sa-
cred”89 as described by modern sociologist Richard Fenn. This substantive 
aspect of religion focuses on the religious content.  

The other way that religion has been studied is in its effect on society. 
This focuses on the functional aspect of religion. It looks at what religion 
does and how it affects the society of which it is part of. From this point of 
view, religious representations are collective representations that express 
collective realities. “Religious rites are ways of acting born only in the 
midst of assembled groups and whose purpose is to evoke, maintain, or 
recreate mental states of those groups.”90 While it is possible for religion 
to impact society structurally, this does not imply that religion impacts 
societies to the same extent.  

The extent that religion influences society has been studied by sociol-
ogist Karel Dobbelaere who uses the concept of secularization to analyze 
the role of religion in different societies.91 He looks at three levels of secu-
larization: societal, organizational and individual.92 He argues that differ-
ent societies are influenced by religion differently; some societies are im-
pacted by religion directly from a societal level while others are more 
influenced from an organizational level.93 Depending on other factors in 
society, religion has a varied impact on society. This can range from having 

                                             
86 Grace Davie, The Sociology of Religion (London: SAGE Publications, 2007), 19. 
87 A more complete quote by Georg Simmel is “Religion then is the empirical trans-

positions of religiosity, a realization at the organizational level of this religiosity 
through the various modalities of church, sect, denomination and movement”. 
Georg Simmel, Essays on Religion, trans. H. J. Helle (New Haven, CT: Yale University 
Press, 1906), 41. 

88 See Edward Taylor, Primitive Culture (London: John Murray, 1903).  
89 Richard Fenn, Key Thinkers in the Sociology of Religion (London: Continuum, 2009), 1–

3. 
90 Emile Durkheim, The Elementary Forms of the Religious Life: The Totemic System in 

Australia (New York: Free Press, 1912), 9. 
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a societal impact as outlined by Durkheim, or perhaps a different kind of 
impact. What is important to note is that religion continues to play a role 
in society. 919293   

This understanding of religion as substantive and functional is useful 
in understanding the impact of religion in society and in organizations. It 
differentiates the content, studied from the substantive, from the func-
tional, which focuses on the impact of religion on society. From a func-
tional perspective, religion continues to impact society at different levels. 
The discussion by Doddelbare clarifies the different kinds of society that a 
faith-based organization can be operating in. Depending on the societal 
context, there can be different implications to the overall success in the 
transmission of rules of the organization as well as the assumptions held 
by the people who are part of the environment. It can be at varying degrees 
of difficulty in transmission due to the societal context. In the next section, 
religious organizations and their impact in society is investigated.  

2.3.2 Religious Organizations  

Two main points are raised in the discussions of religious organizations. In 
the first point of discussion, established theories of religious organizations 
are focused on. These sociological theories provide insight on how reli-
gious organizations perform in society. In the second point of discussion, 

                                             
91 One key theory in the sociology of religion is the secularization hypothesis. As the 

founders of sociology worked from an enlightened worldview, they believed in 
the development of society evolving from the stage of theological to metaphysical 
and finally to the scientific stage. Each stage was considered to be more preferable 
compared to the previous, leading to the esteemed value of science and the reli-
ance of human agency that was popularized during the thinking of that time, 
which also resulted in the waning influence of religion. See Grace Davie, The Soci-
ology of Religion (London: SAGE Publications, 2007), 47. 

92 See Karel Dobbelaere, Secularization: An Analysis at Three Levels (Brussels: Peter 
Lang, 2002). 

93 When religion is able to influence on a societal scale, religious content and social 
processes form part of the structures held by society. These processes include the 
importance of ecclesiastical authority within society as it has provided social le-
gitimization. Doddelbare describes the historic church in western Europe as fall-
ing into this category. When religion influences on an organizational and individ-
ual level, this indicates that no one church holds power over all of society. This 
however does not mean a decline of influence of religion in the American society 
but rather a different expression of religion. Instead of religious activity centering 
around one church, religious activity has continued through different religious 
organizations present in society as well as through individuals. 
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both the substantive and functional aspects of religion are focused on in 
the organization. The theory of identity formation in an organization is 
used to bring these two aspects together in the understanding of the reli-
gious organization.  

2.3.1.1 Bureaucratic Religious Organizations  

The first theory that is discussed is the bureaucratization of religious or-
ganizations. This was one central idea adopted by religious sociologists 
from broader fields of sociologists was that which considers religious or-
ganizations as bureaucracies. Several studies in the 1960s – 1970s looked 
at the impact of bureaucratization in protestant denominations.94 The ar-
gument argued that as denominations became more bureaucratic, the fo-
cus of the denomination will tend towards the functional aspect of reli-
gion.95 As decision makers become more professional, decisions are made 
based on the value of their professional function.96 Theology, the sub-
stance of faith, then takes a back seat to the day to day operations domi-
nated by functional issues related to bureaucracy.97  

The incompatibility between bureaucracy and religious idealism often 
underlies this understanding of bureaucracy, with religion and rationality 
as ‘antithetical’ to one another.98 The concept of bureaucracy was the 
evolving modern society that Weber tried to understand. One key aspect 
of this modern society was an increasingly need for rationality. With sci-
ence taking a more central role in society came a decline in the magical 
interpretation of the world. This also meant replacement of ‘affective’ and 
traditional action with rational action – things were done when benefits 
outweighed costs, or because they were built upon rational principles and 
common sense99. The essential points of bureaucracy include legality, with 
the bureaucracy on the basis of procedures with a body of rules, as well as 

                                             
94 Examples of studies include P. M. Harrison, Authority and Power in the Free Church 

Tradition (Princeton, NJ: Princeton University Press, 1959), G. Winter, The Emergent 
American Society: Large Scale Organization (New Haven, CT: Yale University Press, 
1967), and K. P. Takayama, “Administrative Structures and Political Processes in 
Protestant Denominations,” Publius 4, no. 2 (1974): 5–37. 

95 Chang, “Escaping the Proscrustean Bed,” 127. 
96 See, for example, Winter, The Emergent American Society. 
97 Chang, “Escaping the Proscrustean Bed,” 127. 
98 Ibid. 
99 Keith Grint, The Sociology of Work: Introduction, 3rd ed. (Cambridge: Polity Press, 

2005), 108. 
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rationality – operation on the principles of expert knowledge and calcula-
bility.100 This perspective became so prevalent that people began to hold 
the view that decision makers concerned with making both moral choices 
and organizationally efficient choices need to be secularized,101 leaving 
their faith ideals behind for the progress of the organization.102  

Describing the impact of bureaucratization serves as a warning about 
the possibility for bureaucratization, and for the need to actively reflect 
on the faith content of the organization. Drawing from previous good prac-
tice, the growth and expansion of the Methodist and Baptist churches are 
good examples of where faith ideals have supplemented organizational ef-
ficiency in religious organizations resulting in a positive outcome. In these 
occurrences, religious zeal was seen as the inspiration for greater organi-
zational efficiency in organizations, which resulted in influential propo-
nents of religion.103  

2.3.1.2 Neo-institutional Theory: The Influence of the External Environ-
ment  

Another theory related to religious organizations is the neo-institutional 
theory. This focuses on the role of the environment in its impact on organ-
izational behavior. This theory describes the role of external cultural pro-
cesses related to the institutional sector as pressurizing organizations to 

                                             
100 Keith Grint, The Sociology of Work: Introduction, 3rd ed. (Cambridge: Polity Press, 

2005), 109.  
101 Ibid., 128. 
102 When describing this theory, it is not the intention of Weber to insist on the in-

compatibility between bureaucracy and religious idealism. What was intentioned 
was instead the description of an observable phenomenon. Max Weber developed 
the theory of bureaucracy in the context of work settings. His first discussion of 
bureaucracy along with its central themes of authority and rationality was docu-
mented in his book The Theory of Social and Economic Organization published in 1924 
in German and translated in English in 1947. In his understanding of rationality, 
Weber differentiated different kinds of reality, including among formal rational-
ity and substantive rationality. His description of formal rationality involved tech-
niques of calculation based on established rules and ways of measurements in-
volved. Substantive rationality however was related to the values, where what is 
valued is dependent on values held. He did not seek to overturn the importance 
of values, but rather to show the different rationality involved in society. See Ste-
phen Kalberg, “Max Weber’s Types of Rationality: Cornerstones for the Analysis 
of Rationalization Process in History,” American Journal of Sociology 85, no. 5 (March 
1980): 1145–79.  

103 Chang, “Escaping the Proscrustean Bed,” 129. 
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conform to the rules of the institutional sector. This influence is related to 
the power relations involved within the organization as well as external 
stakeholders such as customers, suppliers and regulators instead of focus-
ing only on its internal staff members.104  

Pressures that the organization may face include standardization of oc-
cupational categories, skills, rights and privileges that are associated with 
the practice.105 Another pressure related to this neo-institutionalism is 
managerialism. Managerialism has been “generally understood as the 
dominance of management practices and ideas” within non-profit organi-
zations, to which religious organizations are part of. One main reason for 
this managerialism is because of the legitimating effect it has on organiza-
tions.106 Organizations are thought to be legitimate when there is a percep-
tion that “their actions are desirable, proper or appropriate.” This legiti-
macy is “seen as providing a roof that will protect the organization from 
the effects of unfavorable actions in the future.”107 

One of the main critiques of the neo-institutional theory is its sole focus 
on external forces. External processes are seen to homogenize the organi-
zation with no attention given to individual organizations.108 In this in-
stance, the organization is seen as a passive agent with no ability to assert 
itself. This is too pessimistic in light of the discussion of institutions and 
organizations as earlier described in this chapter. Taking a molecular ap-
proach, organizations exist as a system of rules with a specific telos with 
people involved. It is not passive, but rather an active agent that seeks to 
transmit rules to society. While focusing on the external environment, this 
does not mean that the internal members of the organization are helpless. 
The transmission of rules within society is a two-way process that internal 
staff member can also get involved in.  

As with bureaucratic theory, neo-institutional theory is helpful in 
providing plausible explanations to the way religious organizations per-
form in society. These theories seek to further explain the trends observed 

                                             
104 Chang, “Escaping the Proscrustean Bed,” 129. For more information, see Richard 

W. Scott, Organizations: Rational, Natural, and Open Systems (Englewood Cliffs, NJ: 
Prentice-Hall, 1987). 

105 Chang, “Escaping the Proscrustean Bed,” 129, 130. 
106 See Michael Meyer, Renate Buber and Anahid Aghamanoukjan, (2013) “In Search 

of Legitimacy: Managerialism and Legitimation in Civil Society Organizations.” 
Voluntas 24 (2013): 167–93. 

107 Michael Meyer, Renate Buber and Anahid Aghamanoukjan, (2013) “In Search of 
Legitimacy: Managerialism and Legitimation in Civil Society Organizations,” 169. 

108 Paul J. DiMaggio, “Interest and Agency in Institutional Theory,” in Institutional Pat-
terns and Organizations, ed. L. Zucker (Cambridge, MA: Ballinger, 1988), 3–22. 
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in society. This, however, does not mean that all organizations need to 
evolve in such a direction. These theories, purely descriptive in nature do 
not provide useful recommendations on how to avert such situations.  

Having looked at theories involved with religious organizations, the fi-
nal section of this chapter looks in detail at the process of religious identity 
formation in an organization. This takes into consideration both the con-
tent and the processes involved in the understanding of religion. This the-
ory of identity formation remains central throughout the dissertation. It 
is used as a means to understand the existing Christian identity of the or-
ganization, for analysis of the existing identity and finally, also used as a 
framework in describing recommendations.  

2.3.2 Religious Identity in Organizations  

The process of identity formation in an organization brings together the 
different theories that have been discussed throughout this chapter. 
Firstly, the understanding of the molecular institution influences the un-
derstanding of the religious identity of the organization. Religious identity 
is neither only a management constructed image, nor is it constructed 
only by the perception of the staff members. It is both: the “narrative un-
conscious in the stories that people live by,” as well as the “formative or-
ganizational practice.”109 Secondly, this process of identity formation also 
recognizes the different organizational approaches involved within the 
organization. It takes seriously the management aspect as assumed in the 
modern approach, as well as the socio-interpretative and postmodern or-
ganizational approach that focuses on the perspectives of the staff mem-
bers as well as the broader narrative.  

In this section, the way that the religious identity of an organization is 
formed is understood using the theory of the tacit identity of the organization. 
It understands that “identity formation is both cultural embedded in complex 
and taken-for-granted ways and undertaken as part of organizational prac-
tice.”110 A description of the identity formation process is described next. 

2.3.2.1 Tacit Religious Identity in Organizations 

As illustrated in figure 3.2, tacit identity has been described as the ongoing 
dialectic between the process and content of the organization.  

                                             
109 Arne Carlsen, “On the Tacit Side of Organizational Identity: Narrative Unconscious 

and Figured Practice,” Culture and Organization 22, no. 2 (2016): 107. 
110 Ibid. 
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Figure 2.2 Three Dimensions of Self and their Relations in an Organization 

Source: Arne Carlsen, “On the Tacit Side of Organizational Identity: Narrative Uncon-
scious and Figured Practice,” Culture and Organization 22, no. 2 (2016): 114.  

The understanding of process and content of the organization is a result 
of analyzing the organization as ‘self’ from three different lenses: self as 
object, subject and stories. Self as object and story together form the con-
tent of identity while self as subject is involved in the processes. Instead of 
choosing one way of looking at the organization, the self as object, stories 
and subject together presents a more comprehensive way of looking at 
how identity is formed in the organization. It recognizes the different 
selves involved in developing identity. This takes into account the differ-
ent traditions and the emphases that each self may have.111 In the follow-
ing section, the way the process and content of the organization interact 
is described in more detail.  

2.3.2.2 Process of Identity 

To study the process of identity means to understand the organization as 
a subject. This study focuses on the possibility for organizational identity 
to be socially constructed through organizational processes. It describes 
two main processes related to the social construction of organizational 
identity: self-authoring and self-enacting.112 Authoring relates to the selec-
tion of organizational experiences and the attributing of meaning in the 
form of self-conceptions and self-stories whilst enacting refers to the liv-
ing of these self-conceptions and stories. 

                                             
111 Carlsen, “On the Tacit Side of Organizational Identity,” 115. 
112 Anne Carlsen incorporated the work of William James, volume 2, chapter 9 and 10 

in William James, “A World of Pure Experience,” in Writings of William James, a Com-
prehensive Edition, ed. John J. McDermott (Chicago, IL: University of Chicago Press, 
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To focus on the process is to focus on the stakeholders involved in the 
different organizational processes and the plausible management implica-
tions. This is very much related to the socio-interpretative organizational 
approach described earlier. Such a focus recognizes the importance of prac-
tices in the organization, or activity systems within the organization in con-
structing organizational identity. Experiences within an office context pro-
vide an opportunity for staff members to frame the meaning based on their 
own self-conception of the organization. From this point of view, “the pro-
cesses of self are processes of participation in and performance of embod-
ied, valued producing activity.”113 These practices described as “formative 
practices” are influential for the overall understanding of self as subject.114  

2.3.2.3 Content of Identity 

The content of identity can be investigated both from the study of the or-
ganization as an object or through the story or narrative lived by the or-
ganization.  

Self as object was one of the early foci of organizational identity re-
search.115 Looking at self as object looks at identity as image. It asks the ques-
tion how does the organization want to be perceived? In this sense, identity 
construction is therefore a reflection of creating this image.116 Such an ap-
proach is very much related to the modern approach to organizations.  

Self as story takes seriously the situatedness of the organization in its 
location, its temporality, and its purpose within society.117 It affirms the 
importance of narrative in providing continuity and purpose in human ex-
periences. People continuously construct and reconstruct to make sense 
of their past and anticipate their future. In the same way, organizational 
members look at the situatedness of the organization as they try to under-
stand its identity. This focuses on the socio-interpretative approach to or-
ganizations. Looking at the narrative clarifies where the identity arises 
from: the host culture of the organization, or from specific events consid-
ered key in the story of the organization.  

                                             
113 Carlsen, “On the Tacit Side of Organizational Identity,” 116. 
114 Philip Selznich, Leadership in Administration. A Sociological Interpretation (Berkeley, 

CA: University of California, 1957). 
115 See K. Corley et al., “Guiding Organizational Identity Through Aged Adolescence,” 
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2.3.2.4 Forming Religious Tacit Identity in an Organization  

Together, the organization as content and process interact with each other 
to form the tacit identity of the organization. This focus on the tacit reli-
gious identity implies more than the management control that happens at 
the organization. It is more than a surface phenomenon. It takes into ac-
count the importance of interpretation by the staff members as well as the 
story of the organization.  

This approach of understanding the religious tacit identity validates 
the different organization selves: story, content and subject. Each of these 
selves are important and together, result in a mediated religious identity. 
This approach takes seriously the different selves of the organization me-
diated through “a refrain and style of self-authoring and self-enacting per-
sisting through time.”118 It incorporates different organizational ap-
proaches and the two aspects of religion: function and structure.  

In this chapter, we begin the design phase of this case study by intro-
ducing key terms related to this dissertation. We first looked at the civil 
society as the domain that faith-based organizations work in. Secondly, in-
stitutions as well as organizations as a form of institution are outlined. In 
the third section of this chapter, the way that religious organization is un-
derstood in society is further explored. In the final part of this chapter, the 
mediated process involved in the religious identity of the organization has 
been outlined. This process of religious identity is a key theory that frames 
the dissertation. It is used in the design of the field research, the analysis 
and subsequent recommendations. 

Having argued for a specific list of theories in this chapter, the next 
chapter continues the design phase by outlining the different ways that a 
Christian understanding of the organization can be articulated. 
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CHAPTER THREE 

Discovering Three Different Ways of Un-
derstanding the Christian Values in an Or-
ganization 

In the previous chapter, we have outlined different theories that provide 
context to the faith-based organization. In this chapter, we continue in the 
design phase with the focus on the faith-based organization, studying spe-
cifically the different ways Christianity can influence the organization.  

Three different ways that Christianity can influence the organization 
are outlined in this chapter. These different ways reflect different organi-
zational approaches that have been used to broach this subject. Approach-
ing the organization through different approaches is useful as it broadens 
the sources of selves of the organization relevant for uncovering religious 
identity. 

The first and most traditional way to outline an organization’s Chris-
tian understanding is typologies. Typologies seek to categorize different 
faith-based organizations based on a certain criterion. These typologies 
list different organizations on a continuum. This method, particularly use-
ful for comparing religious impact in different organizations, is an exam-
ple of a classical approach to organizations. The second way described in 
this chapter outlines the impact of religious variables on different organi-
zational variables. With a focus on an individual organization, this method 
clearly links Christian understanding with different organizational char-
acteristics: its goal oriented nature, boundary maintenance, activity sys-
tems as described in the first chapter. This approach is clearly modern as 
it focuses on descriptive measures, outlining “objective” measures of the 
organization. The third way to describe Christian understanding in this 
chapter is in the emphasis on organizational culture, focusing on the ex-
tent to which members’ express religious understanding in different or-
ganizational culture dimensions. This method moves beyond official state-
ments to understand how religious understanding influences the 
organization. This type of method focuses on the symbolic/interpretative 
approach. This chapter outlines each of these three approaches. 
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3.1 First Way: Appropriating Typologies to Catego-
rize Religious Organizations 

Typologies are often created to categorize organizations along a spectrum. 
They clarify the role of religion in the organization and have been used to 
guide interaction between religious organizations and other organiza-
tions. Often, these typologies evaluate organizations in three main areas: 
organizational control, expression of religion, and program implementa-
tion. Organizational control considers variables such as funding resources, 
decision making power, and processes; expressions of religion include self-
identity of the organization, religiosity of participants and definition of 
outcome measures; finally, program implementation includes selection of 
services provided, integration of religious elements in service delivery, 
and participation in religious activities.119 

An example of a typography includes one developed for church based 
social programs that incorporate an explicit religious character or mes-
sage120. It uses key organizational variables as well as specific aspects re-
lated to the program that the organization is undertaking. On one end of 
the spectrum, organizations are considered to be “faith-permeated” and 
on the other end, “secular” organizations. The middle of this spectrum in-
cludes organizations ranging from “faith-centered,” “faith-affiliated,”’ 
“faith-background organizations,” to “faith-secular partnerships.” The 
purpose of developing this typology was to highlight the wide spectrum of 
organizations called “faith-based.” Recognizing that making decisions re-
garding faith-based organizations as a collective can potentially lead to 
misrepresentation, typologies can offer a proposed solution for clarity that 
can lead to further dialogue and research about the role of faith-based or-
ganizations. These typologies can assist in studying, funding and making 
policies regarding social services and educational entities with a connec-
tion to religion. In this typology, both program characteristics and organ-
izational variables are studied. Measured organizational variables include 
the mission statement, founding of the organization, affiliation to other 
partners, selection of controlling board, selection of staff, as well as subse-
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quent personnel religious practices. Program characteristics include exist-
ence of the religious environment, religious content of the program con-
tent, integration of religious components and the expected connection be-
tween religious content and the desired outcome. 

Typographies are developed to be easily observable with verifiable 
characteristics with the purpose of categorizing them for policy pur-
poses.121 While useful for comparison within a broader organizational field, 
these categories can become limiting, remaining at the level of compara-
tive analysis when understanding the religious aspect of the organization. 
In addition, to boldly claim an organization to be “secular” or “faith per-
meating” can be simplistic since this typology does not easily reflect the 
nuanced impact of religion. At best the use of typologies provides insight 
into the content of religious understanding of the organization based on 
selected variables. Focused on comparing different organizations, they are 
not able to gain a comprehensive understanding of an individual organi-
zation in question. In the next approach, the organization in itself is stud-
ied. The religious understanding of the organization is described in terms 
of its organizational variables. This reflects a modern approach to the or-
ganization that seeks to provide “objective” measures of the organization. 

3.2 Second Way: Relating Christian Understanding 
to Organizational Characteristics and Variables 

As previously described, characteristics of an organization have been de-
scribed as goal directedness, boundary maintenance and activity systems. 
The environment was also described as key to the understanding of an or-
ganization. This section describes the relation of religiosity to organiza-
tional characteristics. Examples of different organizational variables af-
fected by religiosity are also listed. These variables are mainly derived 
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Mix: Religious Non-Profit Organizations and Public Money (Lanham, MD: Rowman and 
Littlefield,1996), who ranks FBOs involved in social welfare and educational insti-
tutions as high, medium or low on a Religious Practices scale; or Steven R. Smith 
and Michael R. Sosin, “The Varieties of Faith Related Agencies,” Public Administra-
tion Review 61, no. 6 (2001): 651–670 who look at three main dimensions: 1) re-
source dependency, 2) authority and 3) organizational culture; and Julia Berger, 
“Religious Nongovernmental Organizations: An Exploratory Analysis,” Voluntas: 
International Journal of Voluntary and Nonprofit Organizations 14, no. 1 (2003): 22–23, 
who looks at the orientation and the pervasiveness of the religious dimension in 
the organization. 
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from the work of Thomas H. Jeavons,122 as well as other variables men-
tioned in religious typologies not mentioned by Jeavons.123 Table 3.1 shows 
the summarized version of organizational variables related to religiosity.  

 
Characteristics of the 
Organization 

Related Organiza-
tional variables that 
depict the religious 
characteristics of or-
ganizations  

Other models  

Goal Oriented Nature  Organizational 
Goals, Products 
and Services  

 Organizational Self 
Identity 

 Sources of Material 
Resources 

 Program Charac-
teristics 

 Definition of out-
come measures  

 Religious Environ-
ment 

Activity Systems  Information and 
Decision Making 
Process 

 Content 

Boundary Mainte-
nance 

 Organizational 
power 

 Organizational 
Participants and 
their inclusion 

 Constituencies 

 Personnel 

Environment  Organizational 
Fields 

 Partnerships 

 

Table 3.1 Organizational Variables Related to Religiosity 
                                             
122 Thomas H. Jeavons, “Identifying Characteristics of ‘Religious’ Organizations,” in 

Sacred Companies Organizational Aspects of Religion and Religious Aspects of 
Organizations, ed N.J. Demerath III et al. (New York: Oxford University Press, 1998), 
79–95. 

123 These other typologies include Heidi R. Unruh, “Religious Elements of Church-
Based Social Service Programs: Types, Variables and Integrative Strategies,” Review 
of Religious Research 45, no. 4 (2004): 317–335, Hendrik Sander Westerveld, “Moved 
by God’s Compassion with this World,” ThM thesis, University of Tilburg, 2011, 34–
37, Bielefeld and Cleveland, “Defining Faith-Based Organizations,” 442–67. 
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Sources: Thomas H. Jeavons, “Identifying Characteristics of ‘Religious’ Organizations,” 
in Sacred Companies Organizational Aspects of Religion and Religious Aspects of Organizations, 
ed N.J. Demerath III et al. (New York: Oxford University Press, 1998), 79–95, Heidi R. 
Unruh, “Religious Elements of Church-Based Social Service Programs: Types, 
Variables and Integrative Strategies,” Review of Religious Research 45, no. 4 (2004): 
317–335, Hendrik Sander Westerveld, “Moved by God’s Compassion with this World,” 
ThM thesis, University of Tilburg, 2011, 34–37, Bielefeld and Cleveland, “Defining 
Faith-Based Organizations,” 442–67. 

3.2.1 Goal Oriented Nature of the Organization 

The first characteristic, the goal oriented nature of the organization fo-
cuses on goals that realize the purpose of the organization. One reason that 
faith based organizations exist is to address particular needs in society, 
where these needs are recognized and addressed based on the specific 
faith’s understanding of justice and charity.124  

One kind of impact that theology has on the actual work that organiza-
tions do has been described as a process called “a representation of ab-
straction level.” It describes how Christian understanding actually influ-
ences the purpose or collective end of Christian development organiza-
tions.125 This process begins with a theory where religion influences one’s 
worldview and ethical framework. Religion affects the “assumptions” that 
one has on faith and development. These assumptions thereafter cascade 
into rules that organizations should observe as they influence program 
and project objectives, as well as competences in the concrete develop-
ment work that the organization sets out to do. The final level of abstrac-
tion is “concrete practice,” the overall experience of the recipient receiv-
ing the development aid. The goals of the organization as related to its 
purpose is what is described as “concrete practice.”  

With regard to organizational variables, the organizational goals, prod-
ucts and services can reveal the religious motivations of the organization. 
These can include processes by which these goals and products are pro-
duced. Another way of looking at this is the program characteristics that 
the organization seeks to achieve. To what extent are religious compo-
nents integrated in the program? To what extent are expectations of reli-
gious content related to the desired outcome of the program? To what ex-
tent are definitions of outcome measures related to the goals?  
                                             
124 Jo Anne Schneider, “Comparing Stewardship Across Faith-Based Organizations,” 

Nonprofit and Voluntary Sector Quarterly 43, no. 3 (2012): 517–39. 
125 This model is termed “Abstraction levels for reflection: development aid and iden-

tity.” It is described by Hendrik Sander Westerveld, “Moved by God’s Compassion 
with this World,” 22. 
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The organizational self-identity is revealed by the name of the organi-
zation, or its corresponding logo. Does the name of the organization or its 
corresponding logo point directly towards a certain religious tradition? 
Sources of material resources focuses on the basis of resources the organ-
ization receives. Who provided information and on what basis? Does it 
come from a specific religious tradition and how did these resources be-
come associated with the organization? Is this due to the specific religious 
values expounded by the organization?  

Other aspects of program characteristics relate to the organizational 
self-identity and the sources of material resources. From the perspective 
of the religious environment, do programs take place in a space whose 
main function is for religious purposes? Are objects with religious meaning 
present in the program space? Also, to what extent are beneficiaries ex-
pected to attend religious meetings as part of the program?  

3.2.2 Activity Systems 

As previously discussed, activity systems are systems constructed in the 
organization to achieve its goals. One way that activity systems related to 
Christian understanding is the impact of the faith tradition on stewardship 
support structures. Stewardship has been defined as the overall admin-
istration and guidance of nonprofit organizations by the founding or sup-
porting faith community, based on their practical theology.126 In a study 
done to analyze support structures of faith-based organizations, results 
showed that these support structures were dependent on the practical 
teaching of its founding faith communities. Three different systems were 
described with differences arising from the different faith traditions. 
These included the institutionalized system, congregational systems, and 
network systems. These are summarized in what follows. 

Institutionalized systems have centralized structures with which faith-
based organizations of the same faith tradition work. These faith tradi-
tions, for example, Jewish and Catholic, tend to be well-established, recog-
nizing the work that faith-based organizations do as part of their respon-
sibility. These institutionalized structures include centralized fundraising, 
volunteer recruitment, training and sometimes facilities management, 
managed by authorized members of the faith tradition. A tradition of cen-
tralized planning exists with the ability to share resources across different 
organizations of the same faith traditions. Congregational systems are less 

                                             
126 Jo Anne Schneider, “Comparing Stewardship across Faith-Based Organizations,” 

Nonprofit and Voluntary Sector Quarterly 43, no. 3 (2012): 517–39. 
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centralized compared to institutionalized systems. In this instance, con-
gregations in well-established protestant denominations are seen as the 
main channel for implementing activities determined by their faith. 
Churches adopt projects and have representatives as advisory members of 
these different faith-based organizations. These organizations are depend-
ent on individual congregations for board appointments, financial support 
and even the supply of volunteers. The final type of system, network sys-
tems, are relatively new and are not necessarily dependent on only one 
congregation. Instead, they are supported by social networks with a more 
flexible system, where decisions made do not reflect a particular congre-
gation. These organizations are supported by a network of individuals fo-
cused on a particular ministry with the same understanding on how faith 
should influence work. As looser systems, network systems do not have a 
clear expected source for resources but are rather dependent on like-
minded believers with similar goals.  

The organizational variable information and decision-making process 
has impact on activity systems. It considers key information considered im-
portant and necessary for organizational operations, how this information 
is derived and the extent to which decision-making processes are affected 
or shaped by religious beliefs.127 This can also be described as ‘content’ in 
dimensions of determining religious identity. Content is related to how the 
organization, in its approach, tries to account for what drives the founders, 
members and employees.128 This is often expressed through activity sys-
tems that members of the organization develop within an organization.  

3.2.3 Boundary Maintenance 

Boundary maintenance involves both processes related to membership 
and people in the organization. Just as with activity systems, the impact of 
different faith traditions leading to different kinds of systems has been ex-
plored, in the same way, impact of these faith traditions on boundary 
maintenance of the organization has also been studied.129  

Caputo describes faith-based organizations as either institutionalized 
systems, congregational systems, or network systems.130 For faith tradi-

                                             
127 Jeavons, “Identifying Characteristics of ‘Religious’ Organizations,” 79–95. 
128 Sider and Unruh, “Typology of Religious Characteristics,” 109–134. 
129 Schneider, “Comparing Stewardship across Faith-Based Organizations,” 517–39. 
130 Richard K. Caputo, “Religious Capital and Intergenerational Transmission of Vol-

unteering as Correlates of Civic Engagement,” Nonprofit and Voluntary Sector Quar-
terly 38, no. 6 (2009): 983–1002. 
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tions that embrace the institutionalized system, members of the organiza-
tion are recruited and trained centrally. These can include volunteers, or 
staff of such organizations. For faith-based organizations from a back-
ground of congregational systems, the congregations involved tend to be 
influential in deciding on key members in the organization, as well as be-
ing a ready source of volunteers for such organizations. Congregations of-
ten will specify their preference for a certain percentage of the board to 
come from a particular denomination or congregation. While fastidious 
about the composition of the organization, they rarely get involved with 
training and setting of qualifications. Finally, network systems transcend 
congregations where individuals associate themselves with the organiza-
tion because of the specific ministry of the organization. They are depend-
ent on individual social networks of members in the organization, with the 
founding faith approach a key reason to join the organization. One key el-
ement for organizations that function from the network system is the 
bonding social capital based on shared theological values.131 This draws 
people to such an organization, where these organizations become a faith 
community for its members.  

One organizational variable, organizational power,132 looks closely at 
boundary maintenance, including development, distribution and use of 
power within the organization. This variable, focuses on the different 
stakeholders and what they get, when and how. The extent that the organ-
ization’s power is derived from explicitly religious sources, or distributed 
depending on explicitly religious value is dependent on the extent of im-
portance this religion has in society. Organizational participants and their 
inclusion is another variable which looks closely at the internal stakehold-
ers involved in an organization. To what extent are these stakeholders 
chosen based on their religious affiliation? And to what extent do they 
share the same religious beliefs? Key to this variable is the question how 
they became a part of the organization. They are thus sometimes described 
as constituencies related to the organization. The constituency constitutes 
the connection of the organization to a specific group of people or a de-
nomination that can impact the way the organization evolves.133  

                                             
131 See Robert D. Putnam, Bowling Alone: The Collapse and Revival of American Community 

(New York: Simon & Schuster, 2000). 
132 Jeavons, “Identifying Characteristics of ‘Religious’ Organizations,” 79–95. 
133 Westerveld, “Moved by God’s Compassion with this World,” 22. 
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3.2.4 Environment  

The final aspect presented is the operational environment of the organi-
zation. While not directly a characteristic of the organization, it is integral 
to the kind of organization set up. In the previous chapter, the different 
theories related to religious organization and their interaction in society 
has been explored. This included the discussion of bureaucratization and 
neo-institutional theory. In this section, the neo-institutional theory is 
further explored with the focus on the external organizational field expe-
rienced by Christian faith-based organizations.  

As outlined, the neo-institutional theory focuses on the external 
pressures faced by the religious organization. One way that this external 
pressures can be further categorized is through the discussion of organ-
izational fields. The organizational field looks at different external 
stakeholders involved with the organization. These can include key sup-
pliers, resource and product consumers, regulatory agencies and other 
organizations that produce similar services and products. Relationships 
within the organizational field can exist both vertically and horizon-
tally.134 

Faith-based organizations develop relationships with different par-
ties who might have different notions about the Christian faith, and with 
differing impact upon the organization. On the one hand, faith-based 
organizations have relations to their founding faith traditions. These 
can include church congregations, affiliates, organizations and individ-
uals. As seen earlier, these faith communities have an impact on support 
structures of the organization as well as on people who are part of the 
community. Support of these faith communities is dependent on the ex-
tent to which these organizations reflect their values.135 On the other 
hand, these organizations exist within society and might consciously 
seek validation as legitimate members within their area of expertise. 
There is a need for these faith-based organizations to connect to higher 
levels of decision-making as well as share information with other estab-
lished organizations. This has been considered a key reason why many 
religious organizations try to seek formal recognition as “NGOs.” Being 
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too explicitly religious can result in legal obstacles when applying for 
public funding.136  

The impact of these relationships on the organization can lead to iso-
morphism. Organizational isomorphism is the process by which institu-
tions lose their distinctive features and come to resemble one another.137 
For Christian organizations, there is a real danger of disregarding one’s 
own Christian understanding in a regular relation with organizations that 
do not share their faith. Three different mechanisms for isomorphism 
have been listed which result in organizations resembling each other. In 
coercive isomorphism, organizations resemble each other through the 
welding of political influence of some institutions by an explicit show of 
power and authority. In mimetic isomorphism, organizations resemble 
each other by mimicking strategies of other similar organizations as they 
seek to further legitimize themselves. The third kind of isomorphism, nor-
mative, takes place when organizations are expected to conform to exter-
nal standards. Normative pressures of professionalization can push reli-
gious organizations into a certain mold to conform to external standards 
related to what their organizations seek to do. Depending on the context 
and organizational field of a Christian organization, different kinds of iso-
morphism may take place.  

One such example is Harvard University. Established as an educational 
institutional, located in New England, it has gradually lost its Christian ba-
sis. At the start, the motto of the university was Veritas Christo et Ecclesiae 
(“Truth for Christ and the Church”). Today, this motto has simply been re-
duced to Veritas. To take another example, the Christian Children Fund 
started in 1938 by a missionary as a charity to help alleviate global poverty 
among children. It has since lost its Christian roots, and in 2009 changed 
its name to Childfund International.138  

In this section, we have looked in detail at the second way that the 
Christian understanding of the organization can be uncovered. Character-

                                             
136 Julia Berger, “Religious Nongovernmental Organizations: An Exploratory 

Analysis,” Voluntas: International Journal of Voluntary and Nonprofit Organizations 14, 
no. 1 (March 2003): 17, 20. 

137 The original theory of isomorphism was elaborated by Paul J. DiMaggio and Walter 
W. Powell in “The Iron Cage Revisited: Institutional Isomorphism and Collective 
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138 Peter Greer and Chris Horst, Mission Drift (Bloomington, MS: Bethany House, 2014), 
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istics of the organization that can be related to the Christian understand-
ing have been briefly discussed with the variables listed. This method, de-
scribing the religiosity of different organizational variable, reflects a mod-
ern approach to the organization. It gives a fuller picture of the 
organization’s Christian understanding compared to the use of typologies. 
One main limitation of this approach is the static picture of religious un-
derstanding of the organization. Information from this method is drawn 
from the formal identity as described in symbols or policies of the organi-
zation. This information can be useful content sources for identity for-
mation. This however does not take into account the “lived” identity, per-
ceptions held by the current members of the organization, or actual 
activities undertaken by the organization. To have a fuller understanding 
of religion in the organization, it is important to make space to understand 
the social processes within the organization that are related to the reli-
gious content of the organization. A socio-interpretative approach to the 
organization is taken up in the third method. It considers how religion can 
have an impact on creation of meaning in the organization through the 
study of organizational culture.  

3.3 Third Way: Studying the Impact of Christian 
Values in the Organization’s Culture  

Moving beyond established methods of studying religion in the organiza-
tion, the third way focuses on the impact of Christian values on the organi-
zational culture of the organization. To study organizational culture is to 
take seriously the people of the organization as they work together as a 
group. This goes beyond prescribed management that influences the organ-
ization. Instead, it considers how members of the organization with their 
own particularity can influence Christian understanding of the organiza-
tion, focusing on a socio-interpretative approach to the organization.  

Study of the organizational culture gives importance to the combined 
reality experienced in the organization. It focuses on the meaning making 
process as well as taking seriously the role of organizational members in 
determining the resulting role of Christian understanding in the organiza-
tion. This goes beyond explicit measurements and typologies of organiza-
tions and seeks to understand meanings and beliefs members assign to or-
ganizational behavior, as well as how these assigned meanings influence 
the ways in which these members behave.139 To study the organizational 
                                             
139 David A. Buchanan and Andrzej Huczynski, Organizational Behaviour (New Jersey: 

Prentice Hall, 2007), 624. 
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culture is to take seriously the subconscious self-salient knowledge of 
members of the organization.  

In the study of organizational culture, the work of organizational cul-
ture scientist, Edgar Schein is largely referred to. As defined by him, or-
ganizational culture is as a “pattern of shared basic assumptions learned 
by a group as it solved its problems of external adaptation and internal 
integration, which has been considered valid, and therefore to be taught 
to new members as the correct way to perceive, think, and feel in relation 
to those problems.”140 Recognizing the potential of organizational culture 
to provide more insight to the organization, the following section presents 
a detailed introduction to organizational culture, focusing on a) the organ-
ization as a group, b) meaning in the organization, c) the role of the exter-
nal environment in influencing the group, and d) management as mecha-
nisms that regulate meaning creation.  

3.3.1 The Organization Comprising a Group of Individuals 

This focus on organizational culture turns the focus to the people in the 
organization. Looking at the cultural perspective provides an alternative 
to the rational-mechanistic view of organization that considers its people 
as tools for achieving the organization’s goals. This cultural perspective 
emphasizes non-rational aspects of people, such as their values, beliefs and 
feelings.141 In this instance, the organization is looked at as a social unit, an 
entity made up of a group of individuals. Organizational culture is the re-
sult of a set of social constructs within an organization mediated by differ-
ent organizational members as they seek to develop a system of mean-
ing.142 This study of the organization’s culture is particularly useful in 
understanding the people’s interpretation of the office values.  

The organization as a social unit can be studied as a collective group, 
as well as through the different networks within the organization. The first 
approach emphasizes the group’s unified accumulated learning. What 
matters is looking at the social unit as a collective in its striving towards 
patterning and integration. In this instance, organizational culture arises 
because of humans’ need for stability, consistency and meaning. As a social 
unit, the organization would have developed some kind of shared history 
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that would have evolved into a culture.143 At the same time, focusing only 
on the collective nature of the social group can be too simplistic since nu-
ances within the group have an impact on the organizational culture. 
Therefore, networks present in the organization form an alternative way 
of looking at the group. Group dynamics are important as the informal net-
work of coworkers determines knowledge of the organization. Because of 
similarities within a group, they may have the same interpretation of the 
situation, hence arriving at the same meaning, which can differ from the 
general meaning held by the entire organization.  

Both understanding of the organization is taken seriously here. The or-
ganization is understood a social entity made up of people who may all 
agree on some things, and at the same time, disagree on others, defaulting 
to an agreement with a smaller group within the organization. Some 
meanings seem to be agreed on collectively, with others less so, depending 
on the network to which certain individuals belong. The discussion of 
meaning in an organizational context is described next.  

3.3.2 Meaning Held by Organizations 

We have looked at the organization as a group of people that sometimes 
hold collective views and at other times, differing views. In this section, we 
focus on what these views are, described as the meaning of the organiza-
tion. It is this meaning embraced by people in the organization that make 
up the organization’s culture. This system of meaning that the organiza-
tion embraces is mediated by different factors. The following section ex-
amines further the understanding of meaning, followed by a discussion of 
mediating factors such as networks, power, internalization of meaning as 
well as the social processes involved. Finally, a separate section on how the 
environment can impact the overall meaning mediation is discussed, given 
its importance.  

3.3.2.1 The Kind of Meaning in the Organization 

An organization exist in society for a particular reason. The meaning em-
bodied in the organization should also be linked to the role of the organi-
zation within society. At the same time, the meaning that results in an or-
ganization is dependent on the interpretation that staff members have on 
the way the organization handles two sets of problem related to their role: 
survival, growth and adaptation within their environment, integration of 
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the internal processes to ensure the capacity to continue to survive and 
adapt.144 It cannot be assumed that that the meaning embraced by staff 
members are primarily influenced by the role of the organization.  

Table 3.2 illustrates a comprehensive list of different problems and re-
sultant categories of meaning drawn up by organizational culture scientist 
Schein. These different categories of meaning develop as an organization 
solves problems related to the external adaptation and internal integra-
tion. These meanings are expressed in society through organizational cul-
ture dimensions, existing in the form of thoughts, belief feelings and val-
ues of staff members.145 

 
Problems of External 
Adaptation and Survival

Resultant Categories of Meaning 

Mission and Strategy Obtaining a shared understanding of core 
mission, primary task, manifest functions 
and latent functions 

Goals Developing consensus on goals, as derived 
from the core mission 

Means Developing consensus on the means to be 
used to attain the goal, such as the organiza-
tion structure, division of labor, reward sys-
tem and authority system. 

Measurement Developing consensus on the criteria to be 
used in measuring how well the group is do-
ing in fulfilling its goals, such as the infor-
mation and control system.  

Correction Developing consensus on the appropriate or 
repair strategies to be use if goals are not 
met.  

The problems of Inter-
nal Integration 

Resultant Categories of Meaning 

Creating a common lan-
guage and conceptual 
categories 

If members cannot communicate with and 
understand each other, a group is impossible 
by definition. 
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Defining group bounda-
ries and criteria for in-
clusion and exclusion 

The group must be able to define itself. Who 
is in and who is out, and by what criteria is 
membership determined?  

Distributing power, au-
thority and status 

Every group must work out its pecking order, 
its criteria and rules for how someone gets, 
maintains and loses power and authority. 
Consensus in this area is crucial to help mem-
bers manage feelings of aggression. 

Developing norms of 
trust, intimacy, friend-
ship and love 

Every group must work out its rules of the 
game for peer relationships, for relationships 
between the sexes and for the manner in 
which openness and intimacy are to be han-
dled in the context of managing the organi-
zation’s tasks. Consensus in this area is cru-
cial to help members define trust and 
manage feelings of affection and love.  

Defining and allocating 
of rewards and punish-
ment 

Every group must know what is heroic and 
sinful behaviors are and must achieve con-
sensus on what is a reward and what is a pun-
ishment. 

Explaining the unex-
plainable 

Every group, like every society faces unex-
plainable events that must be given meaning 
so that members can respond to them and 
avoid the anxiety of dealing with the unex-
plainable and uncontrollable.  

Table 3.2 Categories of Meaning in an Organization Related to External Adaptation and Sur-
vival and Internal Integration 

Source: Edgar Schein, Organizational Culture and Leadership (San Francisco: Jossey-Bass, 
2010), 74 & 94. 

For a faith-based organization, religion can influence the meaning firstly 
through the external adaptation – where the specific content of faith can 
assist in the solving of these problems. In addition, the networks and other 
societal function that this faith has can also influence the meaning in the 
organization. In the next section, the discussion of networks is further ex-
plicated.  
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3.3.2.2 Importance of Networks in Meaning Creation 

The social unit of an organization has been described as the collective 
group of people in the organization. While the collective group may have 
similar ideas, there are also instances that the group do not agree with 
each other. One way that this has been described is through the discussion 
of subcultures. Schein described the organization as having subcultures 
that share many assumptions of the total organization, but yet individually 
hold assumptions beyond those of the total organization, reflecting their 
functional tasks, their unique experiences. He listed three generic types of 
subcultures based on their role within the organization. These include the 
operator subculture, the engineering/design subculture, and the execu-
tive subculture. Depending on the subculture, each holds to distinct as-
sumptions due to the shared experiences of the smaller group.146  

With the description of subculture, organizational culture then is a re-
sult of different meanings created and ascribed to organizational events 
by various groups and interests in pursuit of their aims, a result of differ-
ent networks and their understanding of organizational events.147 These 
networks are key to the final organizational culture that is expressed in 
the organization. Instead of thinking of them as fixed and quickly decided 
subcultures, these networks can also be potentially dynamic, continuously 
forming, and reaffirming. Networks are formed when members share 
enough in common that there are sets of values and beliefs more or less 
ambiguously delineating group identity within a subculture.148 Schein cat-
egorized networks based on an individual’s functional tasks or experience 
given his or her level in a hierarchy.149 Besides an individual’s role, another 
key aspect in networking is the strength of relationships that one has. The 
stronger the relationships, the stronger the influence the network might 
have on the individual’s beliefs and values. Interpersonal networks influ-
ence individual interpretations of experience, and these networks help 
control the diversity of possible interpretations that occurs within the 
group.150 One key implication related to faith-based organizations is the 
understanding that faith can have differing importance to the organiza-
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tion based on the networks that is questioned. This faith impact is depend-
ent on the networks involved which influences the social processes in the 
organization. Different networks interact with different groups differently 
resulting in different social processes. Through the interaction of different 
groups, meaning is created. The social processes involved in creation and 
transmission of meaning are considered below.  

3.3.2.3 Social Processes in Meaning Creation and Transmission 

Thus far, we have described the social unit of the organization, the mean-
ing that arises through problem-solving, the networks involved in the or-
ganization and now, we discussed the social processes involved in meaning 
creation and transmission. Meaning in an organizational context is sus-
tained through social processes. There is a process involved before indi-
viduals come to embrace the meaning of the organization. A spectrum can 
be imagined in discussing meaning in the organization. At one end of the 
spectrum, each individual has his or her own idiosyncratic meaning. At the 
other end of the spectrum, most organizational individuals have internal-
ized meaning such that it is no longer questioned.151 The question that this 
section then answers is, how can meaning be internalized for the group?  

At a basic level, meaning is embraced when similar experiences are cat-
egorized. Interpretation of these similar experiences through social inter-
actions and group communication creates, transmits and sustains mean-
ing. By use of a certain label for interpretation of these similar events, the 
group establishes a coincident value of the event, which becomes the basis 
for communication and regularity within the community. Repeated reci-
procity of action reinforces the expected meaning attached to a certain 
behavior.152 

One way that the group meaning can be derived is through reflecting 
on events that take place within the group. This reflection focuses on 
shared experiences and reactions, as well as a collective understanding of 
the experiences. Depending on the stage of the group, it will be preoccu-
pied with certain questions before successfully moving on to the next 
stage. As an example, the group stage of formation sees the group wrestle 
with the question of authority. The final reflection of the group reinforced 
by action can then become shared meaning regarding authority. This will 
then be shared with other members of the group, and possibly to new 
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members through the process of socialization. Questions in the group 
change as the organization evolves.153 This is important to note for faith-
based organizations. An organization’s Christian understanding needs to 
be part of the narrative in the interpretation of organizational events. In 
addition, it is also important for the Christian narrative to stay relevant as 
the organization evolve.  

As a socially constructed entity, an organization does not happen nat-
urally but rather within a context of power and intentional management 
control. Before looking at management control, the next section focuses 
on an understanding of power, key in the different stages of group dynam-
ics.  

3.3.2.4 Power in Meaning Transmission 

The final meaning transmitted in an organization is a result of power dy-
namics of the group. Needless to say, power is crucial in the shaping of 
meaning for the members.154 This section provides an introduction to the 
power dynamics within the group.  

Power is instrumental in bringing a group together despite possible dif-
ferences among its members. It influences and structures rules and proce-
dures that determine the organization in different ways, including “differ-
ent forms of knowledge, definition of distinct fields of understanding 
within an organization, the relationships within repertories of concepts; 
the establishment of ‘truth’; the delimitation of what can and what cannot 
be said; the emergence and presentation of ‘subject-positions’ which dis-
tributes and hierarchies the field of ‘unequal relations.”155 This results in a 
fixed dominant meaning at any one time, not open to question. 

Power, rather than being permanent, takes place within a specific sit-
uation and needs to be continually reproduced and sustained. Because 
power is held together by power relations, it is important to understand 
the power relations present in the organization, which facilitates an un-
derstanding of how final meaning is derived.156  

                                             
153 Schein, Organizational Culture and Leadership, 198–204. 
154 Gray, Bougon and Donnellon, “Organization as Constructions and Destructions of 

Meaning,” 89. 
155 Gray, Bougon and Donnellon, “Organization as Constructions and Destructions of 

Meaning,” 89. 
156 Stephen Linstead and Robert Grafton-Small, “On Reading Organizational Culture,” 

Organizational Studies 13, no. 3 (1992): 339. 



Discovering Three Different Ways of Understanding the Christian Values … 81 

3.3.2.5 Internalization of Meaning for Sustainability 

So far, the social processes related to how meaning becomes mainstream 
in the organization, with importance given to power relations has been 
described. Once meanings within the organization are established, these 
meanings undergo a process of internalization for these meanings to be 
sustained in the organization. Internalization is the process of ascribing 
meaning to an event because it is meaningful to the individual. This means 
more than understanding the event within the organization. It considers 
the extent to which individuals agree with the meaning. As the meaning is 
repeated within the organization, in tune with individuals’ preferences, 
interpretive schemes in the organization can then become crystalized and 
internalized.157 The extent to which this meaning is internalized depends 
on how the meaning of the organization connects to the individual, if 
he/she agrees to the meaning of the organization. 

Many factors are involved in internalization. One factor that influences 
the strength and substance of what is internalized is the significance of the 
communicators to the individual. This communicator can be in the form 
of the modeling and training provided by the organization where individ-
uals acquire meanings associated with specific role-related behavior.158 In 
addition, it is dependent on the relationship that the communicator has to 
the individual, which may seem to be like a ‘natural fit’ or intentionally 
constructed. Research shows that organizational identity of organiza-
tional members is positively influenced through positive manager-subor-
dinate interactions.159 Finally, a big factor that influences the extent to 
which meaning is internalized is the external environment of the mean-
ing. An individual is not only part of the organization, but also part of the 
broader society that the organization is in. It is therefore understandable 
that the larger external environment plays a large role in the extent of 
internalization by the individual. The environment influences the individ-
ual to different degrees as these societal values and meaning have an im-
pact on preexisting values and meanings of individuals. It can influence 
the individual’s worldview as well as preferred management style.  
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The deeper the organization meaning is internalized, the deeper it in-
fluences the organizational culture of the organization. Organization cul-
ture can be studied at different layers, from the outer layer of practice, to 
the middle layer of values, to the inner layer of basic assumptions.160 Dif-
ferent scholars have different views on the possible depth of organiza-
tional culture. On the one hand, some scholars believe that meaning can-
not be fully internalized as individuals would have developed their value 
system by the time they join an organization. This would result in organi-
zational culture being held at a more superficial level, that of practices. 
Scholars who hold this view believe that little can influence individuals at 
the workplace. Operating at the level of practices, people complete the 
task at hand without subscribing to the cultural meaning to which the task 
is attached.161 On the other hand, other scholars believe that organiza-
tional culture may become very deep, getting to the point of basic assump-
tions. As individuals of the organization collectively work through prob-
lems confronting the organization, they arrive at a reliable set of beliefs 
and values for solving the group’s problems. These beliefs and values be-
come implicit assumptions to guide behavior, informing group members 
how to perceive, think about and feel about things. These assumptions 
tend to be non-confrontable and non-debatable.162  

In this chapter, the potential and possibility of organizational culture 
to arrive at the point of basic assumptions is affirmed. As meaning is cre-
ated and transmitted through social processes, the extent to which people 
can contribute to and participate in problem solving of the organization 
influences the degree to which organizational values and beliefs are held. 
Organizational members can either be actively involved in solving group 
problems at the organizational level or be passively participating in the 
organization. It is therefore important to ensure a high level of participa-
tion of organizational members in solving organizational problems partic-
ularly in different environmental context.  

In this section, meaning creation of meaning has been discussed in 
some detail. The next section focuses on the external environment of the 
organization, before turning to management control, or how management 
seeks to influence meaning and its internalization.  
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3.3.3 Influences of External Environment in Organizational 
Culture 

The external environment is the societal operational context of the organiza-
tion. To look at the external environment is to take culture seriously. As an 
abstract concept, culture promises to provide better understanding of behav-
ioral norms, practices and values shared among a group of people. To look at 
the cultural impact of society is to acknowledge the uniqueness of different 
societies because of the collective learning history shared by people within the 
society. Having described the impact of the environment on the organization 
at different points of this chapter and the previous, this section focuses on two 
main ways that the external environment can affect the organizational cul-
ture, firstly through the values and practices embedded in culture, and sec-
ondly, through the practices held by those in the similar sector. 

3.3.3.1 Values and Practices in Culture 

As a means to understand the different depths of culture in society, man-
agement scholar Hofstede, Hofstede and Minkow differentiated culture 
into two different layers: values and practices. Values are broad prefer-
ences within the culture of one form over the other, while practices in a 
culture include rituals, heroes and symbols. These practices are the ex-
pression of culture. Because values are well established by individuals 
from an early age, there is less chance of changing values in the culture 
once they are formed compared to practices. Such an understanding of 
culture has an impact on organizations. As individuals enter the organiza-
tion at an adult age, these individuals do not pick up or form new values 
from the organization as they have already developed their own.163  

In addition, longstanding values from each culture results in different 
preferences of management practices found in different national cultures. 
These different preferences in national management practices have been 
a keen topic of interest in international management.164 One established 
research of Hofstede was related to his study of IBM, a large multinational 
company that has worked with computers in 72 countries. He looked at the 
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effects of cultural differences and developed four dimensions of cultural 
differences, including power distance, uncertainty avoidance, individual-
ism and masculinity. Understanding different country values is useful for 
managers and leaders of the organization as they became aware of work-
ing preferences of individuals working in each culture, and can therefore 
tailor their management controls and leadership styles accordingly. This 
research on preferred management practices in different countries was 
also taken by the GLOBE study. GLOBE is a worldwide, multiphase, multi 
method research project that seeks to investigate how cultural values are 
related to organizational practices, conceptions of leadership, the eco-
nomic competitiveness of societies, and the human condition of their 
members.165 This project considered nine cultural dimensions for each 
country studied: performance orientation, uncertainty avoidance, hu-
mane orientation, institutional collectivism, in group collectivism, asser-
tiveness, gender egalitarianism, future orientation and power distance.  

In these research methods, the key for success in organizations is 
widely correlated to the ability to be sensitive to identified cultural differ-
ences and to accommodate them within management practices in organi-
zations. This correlation however does not take into account the goals of 
the organization. As faith-based organizations have been described as hav-
ing a purpose in society, the management practices of the organization 
cannot be the only factor for success. The values of the country are im-
portant, but they cannot be the most decisive for its success. In the next 
section, the other leading environmental factor that influences the organ-
izational culture, the sector that the organization is in, is described.  

3.3.3.2 Organization as Part of a Particular Sector within Civil Society 

Besides having an impact on management practices, the particular sector 
that the organization is working in can also impact the organizational cul-
ture. This includes amongst the other factors the level and degree of gov-
ernment regulation, development of the industry within a society, and na-
tional economic systems.166 These factors influence the way that meaning 
is created in the organization.  
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In the previous chapter, the civil society was described as the domain 
where faith-based organizations operate in. In the role that it plays, the 
organization may be bound by certain legal constraints that can include 
non-distribution constraints, voluntary governance or adherence to cer-
tain tax rules.167 These legal constraints can influence the organization 
depending on the understanding and acceptance of these rules by its staff 
members. In addition, there are individuals who do not understand or ac-
cept the civil society as a “space” for citizens to engage with each other, 
where conditions of this sphere should be respected and not controlled 
by the state.168 This can lead to different expressions of organizational 
culture because of the different interpretations and subsequent actions 
held by the staff members.  

Finally, real pressure can be exerted on the organization to succumb to 
isomorphic pressures in some industries, especially when the government 
has a vested interest in the industry. As an example, with the prerequisite 
of public funding of social enterprises in the UK comes the expectation 
that these organizations are managed more professionally and become 
more self-sufficient. This means that organizations have to exhibit their 
abilities in areas like performance management, marketing and govern-
ance. They should also prove how their organization is becoming more 
self-sustaining through trade.169 This can invariably lead such organiza-
tions to experience isomorphism, moving resources away from their orig-
inal intentions, as well as blurring their identity in such industries.  

While these external pressures impact the overall organizational cul-
ture, this process of creating and transmitting meaning within the organ-
ization is not passive, but rather can be intentionally steered through man-
agement control. This final section of the chapter looks at how intentional 
control impacts organizational culture.  
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3.3.4 Intentional Control in Organizational Culture 

Management control is a large mediating factor that influences the culture 
of the organization. This has otherwise been termed the rationalizing and 
legitimatizing tasks of management.170 Management as a study has emerged 
with the rise of the industrialized society.171 These tasks of management can 
include any part of the sense making process, for example introducing con-
cepts, developing cause/effect relationships or imparting values. The goal 
of management control is to define organizational reality and to construct 
its consensual acceptance.172 Some primary functions of the management 
have been listed as “planning, organizing, staffing and controlling.”173  

Management control provides justification to the actions of the organ-
ization, influencing the sense making process through intentionally devel-
oping a common understanding and meaning. This management control 
has an impact both on members of the organization and on the wider ex-
ternal environment, seeking to clarify how organizational activities are 
consistent with the purposes of the organization, yet play a pertinent role 
in the larger social system.  

Management control involves more than the people involved. It takes 
place within a process and requires a subsequent system necessary for fol-
low up. It is viewed as making what is going on in the organizational mean-
ingful and sensible to the organizational participants, and furthermore de-
veloping a social consensus and social definition around the activities being 
undertaken. Involving more than labelling or sense making—it involves the 
development of a social consensus around those labels the definition of ac-
tivity.174 Decisions made in management relate to good leadership. Rather 
than functioning merely as a channel for routine work, management is in-
volved in setting the direction for sense making in the organization. In the 
following section, two different factors that are highlighted as having a pro-
found impact on the choice of management control of the organization is 
outlined. These include the operational context of the organization, and the 
particular stage in which the organization finds itself.  
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3.3.4.1 Impact of Country Context 

The environment that the organization is in continues to be important. It 
has an impact on the kind of management seen as desirable in the opera-
tional context of the organization. As an example of how the country con-
text is taken seriously, management scientists focused on two cultural di-
mensions as described by Hofstede: power distance and uncertainty 
avoidance. These dimensions are chosen due to their relation to two ques-
tions central in organizing: who has the power to decide what as well as 
what rules or procedures will be followed to attain the desired ends?175 The 
first question is related to how power distance is perceived, and the sec-
ond, to uncertainty avoidance. Power distance is related to the “emotional 
distance that separates subordinates from their bosses, defined as the “ex-
tent to which less powerful members of institutions and organizations 
within a country expect and accept that power is distributed unequally”.176 
Uncertainty avoidance is the cultural dimension within cultures that con-
siders “the extent to which members of a culture feel threatened by am-
biguous and unknown situations.”177  

To make research results more useful for organizations, Hofstede jux-
taposed his work with that of organizational theorist, Mintzberg, who 
studied the different aspects of the organization, different mechanisms, 
and a typical configuration of an organization. This is illustrated in the fig-
ure 3.1. This can be a good guide for managers as they navigate the differ-
ent cultural contexts in different countries. With the goal of social consen-
sus by the group members, the appropriate coordinating mechanisms 
should either be appropriated, or actively promoted as necessary for prob-
lem solving in the organization. 
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Figure 3.1 Mintzberg’s Five Preferred Configuration of Organizations Projected  

onto a Power Distance x Uncertainty-avoidance Matrix 

Source: Hofstede, Hofstede, and Minkow, Cultures and Organizations Software of the Mind, 314 

3.3.4.2 The Stage of the Organization  

Another factor for management to consider is the current stage of the or-
ganization. Depending on this stage of the organization, overall manage-
ment may adopt different emphases for the organization. For example, at 
the founding stage of the organization, there is the need to intentionally 
learn together as a group. However, as the organization progresses, some 
diversity within the culture might be appreciated. As such, management 
decisions regarding the culture made at the founding of the organization 
are different from those of a midlife, matured or declining organization.  

The need to create a strong organizational culture often occurs at the 
founding of the organization, with a need to reinforce adoption of the 
founder’s beliefs, values and assumptions within the group. Schein de-
scribes two categories of embedding mechanisms available to leaders: Pri-
mary embedding mechanisms as well as secondary articulation and rein-
forcement mechanisms.178 These different mechanisms as described by 
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Schein is illustrated in table 3.3 below. It illustrates the different mecha-
nisms that is available for the leader to reflected on when driving the cul-
ture of the organization.  

 
Primary Embedding Mechanisms 

 What leaders pay attention to, measure and control on a regular basis

 How leaders react to critical incidents and organizational crisis 

 How leaders allocate resources 

 Deliberate role modeling, teaching and coaching 

 How leaders allocate rewards and status 

 How leaders recruit, select, promote and excommunicate 

Secondary Articulation and Reinforcement Mechanisms 

 Organizational design and structure 

 Organizational systems and procedures 

 Rites and rituals of the organization 

 Design of physical space, facades and buildings 

 Stories about important events and people 

 Formal statements of organizational philosophy, creeds and charters 

Table 3.3 Mechanisms Available to Leaders 

Source: Edgar Schein, Organizational Culture and Leadership (San Francisco: Jossey-Bass, 
2010), 74 & 94. 

During the midlife of the organization, differentiation in the organization 
becomes more pronounced with the strengthening of networks. These 
networks can originate a result of different reasons, such as functional/oc-
cupational, location, the difference in output, market realities or technol-
ogy, divisionalization or hierarchy level.179 For an organization in midlife, 
what is necessary is the insight and skill to help the organization evolve 
into whatever will make it more effective in the future. In some cases, this 
might mean increasing cultural diversity, or in other cases to consider how 
to pull together diverse subcultures and impose new common assumptions 
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on them.180 Such responses involve looking for ways to coordinate, align or 
integrate different networks. Management needs to think about creating 
space for mutual respect and dialogue that leads to coordinated action181. 
Finally, for a mature or declining organization, leaders are required to re-
flect on changes necessary for the organization, deliberating over cultural 
dimensions that should be changed and aligned. This could lead to a delib-
erate process of intentional cultural change, a process that needs to be 
carefully managed. 

This section underscores the importance for organizational culture to 
be intentionally managed instead of being left to freely evolve. Two factors 
that were discussed include the impact of the environment on the man-
agement practice, as well as the current stage of the organization.  

In summary, the organizational culture, a socio-interpretative organi-
zational approach enables the subconscious assumptions of staff members 
to be included as a way to understand the overall religious identity of the 
organization.  

3.4 Concluding Design Phase 

This chapter has outlined three different ways to study the Christian un-
derstanding of an organization. Each of these methods with its different 
emphases focuses on a different organizational approach. The first method 
uses typologies to categorize different faith-based organizations based on 
a fixed criterion. This reflects a classical approach to organizations. The 
second method outlines different organizational variables affected by re-
ligious variables. With its use of descriptive measures, this method reflects 
the modern approach. Finally, the third method focuses on the possibility 
of uncovering Christian values from the organization’s culture. To study 
organizational culture is to take seriously the people of the organization 
as they work together as a group. This goes beyond the prescribed man-
agement that influences the organization. Instead, it considers how mem-
bers of the organization with their own particularity can influence the 
Christian understanding of the organization. This method focuses on the 
symbolic/interpretative approach to organizations.  

These different ways broaden the availability of sources through which 
the organizational selves can be investigated to understand the tacit reli-
gious identity of the organization. These different ways form the basis for 
collection of data as executed in the next phase. 
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CHAPTER FOUR 

Introducing World Vision as Organization 
in Case Study 

In this chapter, we begin with the collection phase. This builds on the the-
ories discussed during the design phase. As introduced, the case study 
forms the research strategy used in this dissertation. In this chapter, we 
explicate the methodology used for the empirical field research of this case 
study. As mentioned, case studies are useful as it provides deep insight to 
reality. In the collection phase, comprehensive empirical information re-
garding World Vision is collected. The particular type of case study used is 
the single case, embedded. This implies the focus on just one organization, 
World Vision. At the same time, it also includes two units of analysis 
through the sample of two countries with different contexts, Nepal and 
Papua New Guinea.  

Taking into account that the research question seeks to strengthen the 
Christian identity, the main purpose of this collective phase is to first clar-
ify the extent of the Christian identity of World Vision in these two differ-
ent locations. It does this through the following sub-questions:  

1) Looking at World Vision collectively, how has World Vision’s Chris-
tian understanding been expressed in its organizational variables 
and how has this Christian understanding evolved in the develop-
ment of the organization? 

2) Using the framework of organizational culture dimensions, what 
Christian values and assumptions are espoused by World Vision 
based on its core documents?  

3) Focusing on two different offices of World Vision, what actual val-
ues and assumptions are held by members in each office based on 
the dimensions as determined in the first question?  

4) Focusing on two different offices of World Vision, what is the state 
of relationships held by different internal stakeholders of the or-
ganization?  

Figure 4.1 illustrates how the different sub questions fit within the organ-
izational identity model. Through answering the first question, the organ-
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ization as an object as well as subject are further investigated. This ques-
tion focuses on World Vision as one single entity, not differentiating the 
actual religious identity experienced in different World Vision offices. 
Sub-questions two and three taking seriously the experiences of different 
offices through the uncovering of the organizational culture in these loca-
tions. It recognizes the experiences and interpretation of staff members as 
valid in the understanding of the overall religious identity of the organi-
zation. Finally question four takes seriously the relationships within the 
office. These relationships mediate the overall dialectic process in the 
identity formation model between the process and content within the or-
ganization. 

 
Figure 4.1 Collecting Information about the Organizational Identity  

Having looked at the big picture of the methodology, the next section de-
tails the two levels of data collection.  

4.1 Collecting Data at Two Levels 

There are two main levels to this collection phase: study of the organiza-
tion as a whole and study of the organization at two different locations.  

Process: 
Self as Subject

(Focus on Organizational 
Variables, SQ 1)

Content: 
Self as Stories

(Focus on organizational
life cycle, SQ1)

Content: 
Self as Object

(Focus on Organizational 
Variables, SQ 1)

Organizational Culture 
SQ 2&3 

Relationships, SQ4
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4.1.1 Level of World Vision as a Partnership  

The first level focuses on World Vision as an entire partnership. At this 
level, the question that is asked is “How has World Vision’s Christian un-
derstanding been expressed in its organizational variables and how has 
this Christian understanding evolved in the development of the organiza-
tion?” This question sheds further light on the different understanding of 
religious selves in the organization, including story, content and even ex-
isting processes.182  

To narrate the story of the organization, the changing nature of the 
organization is described alongside the organizational theory “organiza-
tional life cycle.” The organizational life cycle theory provides a structured 
framework to understand when and how different organizational policies 
originated in the life of the organization. It focuses on how the organiza-
tion’s Christian identity developed as the organization evolved. Instead of 
evaluating the theological claims of World Vision, what is important at this 
point of study is the development of World Vision’s understanding of its 
Christian identity.  

To further determine the influence of the Christian understanding on 
the content and processes of the organization, the religiosity of the three 
organizational characteristics, defined as goal oriented, boundary mainte-
nance and possessing activity systems are outlined. This introduces the 
overall religiosity of the organization. This approach recalls the second 
way of ascertaining Christian understanding as described in chapter 
three.183  

4.1.2 Level of World Vision at its Branch Offices 

The second level of the case study focuses on an analysis of two branch 
offices of World Vision, World Vision Nepal and World Vision Papua New 
Guinea for an in-depth study of the experiences of World Vision offices. 
These two offices, representing branch offices in World Vision are both 
situated in the Asia Pacific region. They are chosen because of their similar 
size yet different external contexts.  

The focus on different branch offices of an organization was first estab-
lished by Geert Hofstede as he sought to understand cultural differences 
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among different subsidiaries of IBM.184 Since then, this choice of focusing 
on one organization has been replicated through the years by different re-
searchers seeking to understand differences in national cultural values.185 
In this case study, instead of emphasizing on national values, we concen-
trate on the possible impact of a country’s particular context to an organ-
ization’s religious identity. What is studied is the extent to which members 
of the organization in different locations embraced the Christian identity 
of World Vision. This second level investigates the extent to which differ-
ent branch offices of World Vision adopt this Christian Identity through 
measuring the organizational culture. Doing this deliberately broadens the 
organizational approach to a socio-interpretative approach, where views 
of staff members are taken seriously.  

4.1.2.1 Organizational Culture and its Relation to World Vision’s Chris-
tian Identity 

Organizational culture provides insight into the resulting religious iden-
tity of different branch offices. Rather than focusing on the individual or-
ganizational selves, it focuses on the result of the interaction among dif-
ferent organizational selves.  

As previously described, organizational culture is related to shared 
meaning held by organizational members. The focus in this collective 
phase is the extent World Vision’s Christian understanding forms part of 
the shared meaning horizon of its members. Measuring the organizational 
culture gives insight into the tacit religious identity embraced by the or-
ganization. This is done by determining the extent to which an organiza-
tion’s cultural dimensions are influenced by World Vision’s Christian un-
derstanding.186 

4.1.2.2 Determining Christian Values in Organizational Culture Dimen-
sions 

The first step in measuring organizational culture is to first determine how 
cultural dimensions are influenced by the Christian understanding of the 
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organization.187 A deeper understanding of how the organization performs 
in each organization cultural dimension can provide further insight into 
the tacit religious identity embraced by the organization. To determine 
how World Vision’s existing Christian understanding can influence the dif-
ferent dimensions in organizational culture, this project adopts the empir-
ical research method developed by management researchers who sought 
to link organizational culture with improvement initiatives in organiza-
tions.188 This method relates organizational culture dimensions to mem-
bers’ basic assumptions on a myriad of issues regarding total quality man-
agement (TQM) of the organization.189  

This research established eight cultural dimensions based on a litera-
ture review of existing frameworks in organizational cultural studies. This 
content analysis done by management scholars covered key works done in 
the area of organizational culture since the late 20th century. It looked for 
commonalities in different existing frameworks and compiled them into 
eight dimensions. These dimensions were grouped together, leading to 
overarching descriptive culture dimensions that could then be used to re-
late to initiatives of the organization. In this research, these cultural di-
mensions were described in their relation to TQM. It describes the organi-
zational cultural expressions, particularly the values and beliefs related to 
each cultural dimension that should be present for successful TQM adop-
tion. This methodology is adopted in this project because it is argued to be 
comprehensive and practical.  

Table 4.1 is a summary of the eight cultural dimensions and the general 
understanding of each category as proposed by the researchers. These 
eight dimensions are used in this empirical research and linked to World 
Vision’s religiosity. This is done through reviewing key documents and 
policies that World Vision has approved and considered core to its exist-
ence. Linking Christian values to the organizational cultural dimension an-

                                             
187 Organizational culture dimensions are categories that reveal the content of the 

culture of the organization. 
188 J.R., Detert, R.G., Schroeder, and J.J Mauriel, A Framework for Linking Culture and 

Improvement Initiatives in Organizations,” Academy of Management Review 25 
(2000): 850–862. 

189 TQM (Total Quality Management) is the general term used in business circles for 
improving initiatives. See Introduction and Implementation of Total Quality Man-
agement https://www.isixsigma.com/methodology/total-quality-management-
tqm/introduction-and-implementation-total-quality-management-tqm/ (Ac-
cessed 16 June 2016) for more details. 
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swers the first of the three sub questions of the second level, namely, “di-
mensions, what Christian values and assumptions are espoused by World 
Vision based on its core documents?”  
 

 
Organizational Cultural 
Dimensions 

General Understanding 

The basis of truth and 
rationality in the or-
ganization 

This dimension focuses on the ultimate real-
ity for the organization. What is considered 
real and truth affects different characteristics 
of the organization.  

The nature of time and 
time horizon 

This dimension focuses on the understanding 
of time. Questions that are asked include: 
Should the organization focus on the long run 
or short run? How important is time?  

Motivation This dimension focuses on understanding 
what motivates people fundamentally.  

Stability versus 
change/ innova-
tion/personal growth 

This dimension focuses on understanding 
people’s desire for change and stability. To 
what extent does the organization promote 
stability or change?  

Orientation to work, 
task and coworkers 

This dimension considers how the organiza-
tion understands work, either as a ‘task’ or as 
a social activity. 

Isolation versus collab-
oration/cooperation 

This dimension looks at the organization’s as-
sumptions about how work is best accom-
plished, alone or with others.  

Control, coordination 
and responsibility 

This dimension focuses on the understanding 
of control considered necessary by the organ-
ization.  

Orientation and focus – 
internal and/or exter-
nal  

This dimension considers the assumption on 
overall orientation of the organization as ei-
ther internal or external.  

Table 4.1 Description of Organizational Culture Dimensions 

Source: J.R., Detert, R.G., Schroeder, and J.J Mauriel, A Framework for Linking Culture 
and Improvement Initiatives in Organizations,” Academy of Management Review 25 
(2000): 850–862. 
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4.1.2.3 Measuring the Organizational Culture Through the Use of “Clini-
cal Research” 

Once the Christian values that impact the different organizational culture 
dimensions are determined, the next step involves measuring the organi-
zational culture in the two separate country locations. This is done 
through the use of both qualitative and quantitative research tools, to be 
discussed in detail in the later section.  

In measuring this organization culture, the dynamic and evolving na-
ture of organizational culture is recognized. Staff members may respond 
to the measurement depending on how the staff members in the organiza-
tion perceive the act of researching. The staff members of the organization 
might believe the researcher as spying on them, or as an avenue for re-
lease. These perspectives can affect the behavior and responses of differ-
ent employees.190  

In light of this, the approach followed in this empirical research is done 
through “clinical research.”191 The term “clinical research” refers to the 
deciphering of the culture in a consultant/helper role. Instead of being an 
independent bystander, the researcher should be seen by staff members to 
intentionally support the organization. This can lead to active participa-
tion by members of the organization, where deeper level of cultural pat-
terns can be uncovered. In this method, the researcher, I, actively worked 
with members of the organization as they voluntarily provide data, believ-
ing that the information will be constructively used.192 This method may 
seem unacceptable from a modernist perspective. However, this is ac-
ceptable and often appropriated in the study of culture.193 

For this empirical research, I worked together with the Christian com-
mitments department in World Vision at the Asia Pacific region.194 The 
case study research methodology was determined together with a select 
group of staff members at World Vision known as panel members. This 
panel is described in more detail below. Together, a shortlist of countries 
to be surveyed was determined based on their similar sized operations. 
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With support from the Christian commitments department, contact was 
made with the respective offices and meetings with the management team 
as well as the staff members arranged. Senior leadership teams of Nepal 
and Papua New Guinea voluntarily agreed to the research. In this planning 
phase of the field research, it was repeated at separate occasions the in-
tentional support this research is supposed to provide for the office.  

In implementing this empirical research, each step of the data collec-
tion and documentation was shared with the senior leadership team of the 
department. This measuring of the organizational culture answered the 
second sub-question of this level, namely, “what actual values and assump-
tions are held by members in each office based on the dimensions as de-
termined in the first question?”  

4.1.2.4 Relationships in the Organization as Mediating Content and Pro-
cess 

The final question is related to relationships between stakeholders in the 
organization. The state of relationships is important as social interactions 
play an important role in the meaning making of the office. As previously 
described, meaning making in the organization occurs through social in-
teractions and communication of the group. A closer relationship enables 
increased frequency of social interactions. It is through relationships that 
the process and content of an organization are further mediated.195  

In this case study, relationships are measured through the analysis of 
the relational proximity. Relational proximity is a heuristic tool that stud-
ies interaction between different stakeholders through five different do-
mains: directness, continuity, multiplexity, parity, commonality.196 The 
discussion of relational proximity enables one to describe the relationship 

                                             
195 See section 2.4.2.2, “Importance of Networks in Meaning Creation.” 
196 This approach has been developed by the Relationships Foundation. This founda-

tion considers relationships as central in pursuing a biblical vision in society. 
Since then, the Relationships Foundation has actively developed tools and consul-
tancies with organizations to do a “relational health audit.” In this field research, 
questions are designed to understand the state of relationships based on the five 
domains of relationships. To learn more about the Relationships Foundation 
http://www.relationshipsfoundation.org. An example of how this is used in or-
ganizations http://www.kpmg.com/UK/en/IssuesAnd Insights/ArticlesPublica-
tions/Documents/PDF/Audit/relational-proximity-frame work.pdf (accessed 16 
June 2016.) 
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in factors external to the relationship itself.197 It broadens the conversation 
of relationships to more than compatibility, something that is difficult to 
measure. Speaking in such terms can be useful for subsequent recommen-
dations.  

In the first domain, directness, proximity is measured in terms of near-
ness of contact. The closer one is to another stakeholder physically, the 
closer the relationship in terms of directness. Directness creates encoun-
ter, encouraging connectedness and produces effective communication. In 
continuity, proximity is measured in terms of time. Increased frequency 
and time spent in a relationship deepen the continuity aspect of the rela-
tionship. In this instance, continuity creates storyline, which results in a 
sense of belonging, resulting in momentum in relationship. Multiplexity fo-
cuses on different spheres of activity where the relationship occurs. How 
greater the number of spheres of rencontre, how deeper the knowledge of 
the other, which can then result in mutual understanding, leading to 
transparency for the organization. Parity looks at proximity in terms of 
levels of power. This considers the extent to which a latent balance of 
power exists in the relationship. Does one party have all the power, or is 
there a balance of power? To what extent is this relationship fair, resulting 
in mutual respect and participation? The final domain, commonality, 
measures the relationship by the degree to which two different parties 
have similar purposes. This results in shared identity and synergy.198  

Together, the five domains of relational proximity as outlined above 
provide answers to the last of the three sub-question asked at this level, 
“focusing on two different offices of World Vision, what is the state of re-
lationships held by different internal stakeholders of the organization?”  

4.2 Data Collection Used in the Case Study 

Thus far, the two levels of data collection in the organization have been de-
scribed. In this section, the data collection used in this field research is elab-
orated. In theory, a good case study should use multiple sources of data.199 
Accordingly this section reports a mixed method used in data collection, 
where both qualitative and quantitative research tools were employed.  
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This mixed method strategy, with a combination of both qualitative 
and quantitative research tools, is useful in enhancing the validity of the 
data. It complements the strengths of both to attain a more comprehensive 
picture. Qualitative data can help illustrate the empirical findings of quan-
titative analysis, and together they provide a more complete explanation 
of the studied phenomenon.200 Using both qualitative and quantitative re-
search enables different levels of the organizational culture to be queried. 
This allows for data triangulation of data, therefore increasing the factual 
accuracy as more than one source is being used in determining organiza-
tional culture.201 Below, the role of the panel, central to the overall field 
research design is described, thereafter, a description of qualitative and 
quantitative research tools is employed.  

4.2.1 Role of Panel in Determining Data Collection 

A panel was set up in this case study to engage members from World Vision 
as the start of this field research. This panel included members from dif-
ferent functional units across World Vision which included functions such 
as Operations, Christian Commitments, Administration and People and 
Culture. It also included members from different levels of the organization.  

Besides increasing participation of organizational members in this case 
study, a key element to the “critical research” method employed in this 
case study was the setting up of the panel as the panel helped achieved 
integrity in the field research through increasing reliability of its results.  

Key discussion points between the panel members and I included 1) de-
termining World Vision’s Christian values and practices based on its core 
documents alongside the organizational cultural dimensions, 2) reviewing 
research tools, namely the questionnaire, focus group discussions and in-
terviews. Together with the panel members, the research sub-question 
“dimensions, what Christian values and assumptions are espoused by 
World Vision based on its core documents?” was answered. 

4.2.2 Qualitative Research: Review of Core Documents, Fo-
cus Group Discussions and Interviews 

Qualitative research was executed to answer the first sub-question focused 
on the level of World Vision at its entirety, namely, “How has World Vision 
evolved as an organization and how is the stated Christian understanding 
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of World Vision expressed in organizational variables?” This question was 
answered through the review of archival records and policy documents of 
World Vision.  

In addition, qualitative research was also used to further validate the 
measurement of the organizational culture in the two separate locations 
as per the sub-question “Focusing on two different offices of World Vision, 
what actual values and assumptions are held by members in each office 
based on the dimensions as determined in the first question?” Focus group 
discussions and interviews were conducted to supplement the information 
of the questionnaire that was used. This use of qualitative research enabled 
open and deep discussion on specific cultural dimensions, thereby further 
confirming and deepening the information received. These focus group 
discussions were centered on trying to validate the findings of the ques-
tionnaire, focusing mainly on organizational culture dimensions. 

4.2.3 Quantitative Research: Questionnaire  

The main quantitative research tool, the questionnaire, was designed to 
answer the following sub-questions:  

1) Focusing on two different offices of World Vision, what actual val-
ues and assumptions are held by members in each office based on 
the dimensions as determined in the first question?  

2) Focusing on two different offices of World Vision, what is the state 
of relationships held by different internal stakeholders of the or-
ganization?  

The questionnaire was chosen for its replicability as it can be used to meas-
ure the organizational culture in different locations. It is a simple straight-
forward approach to study attitudes, values, beliefs and motives. It allows 
for high amounts of data standardization with a level of anonymity, where 
respondents can be honest when sensitive questions are posed202. The 
questions posed in this questionnaire include organizational cultural di-
mensions as well as relational proximity to understand the state of rela-
tionships in offices. This questionnaire was developed in consultation with 
the panel members. Besides reviewing the questionnaire, they also tested 
it and reflected on the interpretative accuracy.  
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4.3 From Methodology to Documentation 

In this chapter, the initiation of the collection phase of the dissertation 
was described with the introduction of the empirical field research of 
World Vision. This included outlining the sub-research questions that the 
field research was set out to answer, the two levels that the case study was 
approached as well as the actual methodology used in the field research 
were described. Moving forward chapter five begins with documenting the 
field research done on World Vision in at the partnership level. This in-
cludes the focus on the religious variables of the different organizational 
characteristics, as well as the evolution of the organization through time.  



CHAPTER FIVE 

Uncovering World Vision Partnership’s 
Christian Understanding 

This chapter continues with the collection phase, focusing on World Vision 
in its entirety. While many offices make up the World Vision partnership, 
this chapter focuses on the organization as a single entity, with it’s own 
official understanding and development. It answers the first sub-question 
“How is World Vision’s Christian understanding expressed in its organiza-
tional variables and how has this Christian understanding evolved through 
the development of the organization?”  

In the first part of this chapter, the Christian understanding is de-
scribed through organizational characteristics. Organizational character-
istics of World Vision are reviewed with an outline of evident religiosity in 
the different characteristics. In the next part of the chapter, the way the 
Christian understanding has evolved in the narrative of the organization 
is outlined using the organizational life cycle theory. 

5.1 Reviewing the Religiosity of the Organizational 
Characteristics 

One way that the Christian understanding of an organization can be un-
derstood is through outlining the religiosity of different organizational 
characteristics.203 In the following section, policy documents of World Vi-
sion are used to describe the religiosity of the different organizational 
characteristics.  

5.1.1 Goal Oriented  

The impact of religiosity on the goal oriented aspect of the organization 
includes the organization’s goals, products and services, its self-identity, 
sources of material resources, program characteristics and the religious 
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environment with which it chooses to interact. The following section dis-
cusses the impact of religiosity on the goal oriented characteristics of 
World Vision.  

World Vision has a clear public message regarding its self-identity. In 
its websites and public documents, it often introduces itself as a “Christian 
relief, development and advocacy organization dedicated to working with 
children, families and communities to overcome poverty and injustice. In-
spired by its Christian values, World Vision is “dedicated to working with 
the world’s most vulnerable people; serving all people regardless of reli-
gion, race, ethnicity or gender.”204 The Christian identity of World Vision 
is communicated as the motivation for World Vision to work with all peo-
ple.  

As an international development organization, World Vision is a mem-
ber of the INGO Charter, which represents its commitment to the stand-
ards of accountability in the INGO scene. Accountability for World Vision 
is based on “its Christian identity, calling us to be good stewards of what 
the Lord entrusts to the organization.”205 As an organization, it/they “as-
pire to the highest levels of best practice and accountability in all that we 
do.” These include observing external standards such as the Red Cross 
Code of Conduct.  

Besides being part of the public image of World Vision, this Christian 
understanding is also imbued in the core purpose of the organization. Sev-
eral core documents described the purpose of the organization in terms of 
its Christian understanding. These include the Mission Statement, Witness 
to Jesus Christ policy, and Vision Statement and Core Values. The Mission 
Statement clearly states the Christian purpose of the work World Vision 
does. It states, “World Vision sees itself as an international partnership of 
Christians whose mission is to follow our Lord and Savior Jesus Christ in 
working with the poor and oppressed to promote human transformation, 
seek justice and bear witness to the good news of the Kingdom of God.” 
This mission statement clearly states the motivation as well as the direc-
tion of World Vision’s work.206 As a follow-up to the Mission Statement, 
World Vision also developed the policy, ‘Witness to Jesus Christ’ policy to 
further define what “bearing witness to the Kingdom of God meant” in an 
organizational setting. Clearly related to the purpose of the organization, 
this ‘Witness to Jesus Christ’ policy describes what bearing witness means 
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for different functions of the organization, including funding possibilities, 
staff management as well as the criteria for when World Vision should en-
ter different contexts.207  

In addition, the Vision Statement, commissioned in 2003, which states 
“Our vision for every child, life in all its fullness; Our prayer for every 
heart, the will to make it so” was a succinct statement meant to be inspi-
rational and “express what God wants for World Vision.” Based on John 
10:10, it “centers on Christ, focuses on children, challenges the donor and 
embraces the fullness of life.”208 This clear Christian aspiration was also 
stated as the first core value of World Vision, indicating the deep under-
standing of the Christian purpose of the organization.209  

As World Vision grew from a purely evangelical organization to an ecu-
menical one embracing different Christian traditions, it developed the 
guiding beliefs document to explicate the beliefs of World Vision, as well 
as to affirm the calling of World Vision as “part of the one universal Church 
with a particular calling and ministry to serve the poor in the name of 
Christ.”210 This policy document reinforces the central position Christian 
faith has for the purpose of the organization.  

Operationally, World Vision designs its program based on the develop-
ment program approach. Its main goal is “sustained well-being of children 
within families and communities, especially the most vulnerable’. There 
are four main aspects in this approach. These include 1) contributing to-
wards child well-being, 2) working with communities and partners, 3) 
Equipping local level staff and 4) Basic program parameters.211 These dif-
ferent aspects are influenced by Christian thinking intentionally. Exam-
ples are briefly described below.  
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The understanding of child well-being includes as one key aspiration 
“experience love of God.”212 Following this aspiration, World Vision devel-
oped the “Spiritual Nurture of Children” as a guide to its programming.  

Regarding working with communities and partners, World Vision’s 
“preferred local role is to serve as a catalyst and builder of the capacity of 
local partners and partnerships for child well-being.” To accomplish this, 
it seeks to work effectively with a wide range of groups and organizations 
in ways that strengthen and empower them. Committed to working with 
other faith partners, World Vision has clearly listed churches and other 
faith-based organizations (FBOs) as partners with whom they will work. 
The working relationship between World Vision and other partners should 
be based on equity, transparency and mutual benefit.213 

About equipping local level staff, World Vision has listed the im-
portance of “incarnational living for key program staff” among the people 
they serve.214 As listed in the ministry framework, “the most important key 
to our relationship with God is incarnational living, which implies humility 
and grace, recognition of the equality of all human beings, identification 
with the poor and vulnerable, and recognition of their right to life with 
dignity. This is the responsibility for which, as individuals, we answer to 
God, seeking God’s transformation of our lives as we affirm God’ power to 
transform others and every aspect of life.”215 Besides incarnational living, 
staff are also encouraged to engage in regular, intentional reflection and 
learning which lead to improvements.  

Besides the influence of Christian understanding on individual aspects, 
World Vision clearly values spiritual discernment in the overall program 
implementation. The “Critical Path” is a process of putting the develop-
ment program approach into action through working alongside commu-
nities and local stakeholders towards the sustained well-being of children 
– especially the most vulnerable.216 This represents a joint endeavor be-
tween World Vision staff and the community. While working in a commu-
nity, World Vision “recognizes in humility, that God is already at work in 
a community. “The Critical Path is a process of seeking to discern how to 
join in God’s work. Prayer and reflection based on a study of scripture and 
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listening to children, the poor and partners are key parts of this discern-
ment.”217  

From this introduction of the goal oriented characteristic of the organ-
ization, we have looked at how World Vision mainstreamed its Christian 
understanding in its goals. We turn our attention now to the boundary 
maintenance characteristic.  

5.1.2 Boundary Maintenance 

The boundary maintenance aspect of the organization focuses on organi-
zational power, participants and their inclusion, organizational fields, and 
partnerships. It focuses on the different stakeholders and their impact to 
the organization. Before looking at individual aspects of boundary mainte-
nance, it is appropriate to highlight that one core value of World Vision 
includes valuing people. “We give priority to people before money, struc-
ture, systems, and other institutional machinery. We act in ways that re-
spect dignity, uniqueness, and intrinsic worth of every person—the poor, 
the donors, our staff and their families, boards, and volunteers. We cele-
brate the richness of diversity in human personality, culture and contri-
bution.”218 People are understood as having inherent value at World Vi-
sion.  

Within World Vision, a specialized Christian Commitments department 
is responsible for “reinforcing Christian foundations, identity and wit-
ness.” Within this department, different ministry leaders focus on specif-
ics such as “Christian Formation and Leadership Development,” “Inter-
faith Engagement,” “Ministry Integration,” “Supporter and Church 
Engagement” etc.219 However, the extent of power of this department and 
of its ability to contribute depend on the overall composition, particularly 
office leadership.  

Office participants may include board members, staff members, or vol-
unteers. In the next few paragraphs, the extent to which the religious 
identity of each category of participants in the organization is deliberately 
considered is examined, based on existing organizational documents.  

Depending on the status of the World Vision office in the broader part-
nership, board members or advisory council members form an integral 
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part of the office.220 In general, board members or advisory council mem-
bers are present to ensure that the work done in the office is in accordance 
with the ethos, mission and vision of World Vision based on existing poli-
cies. One key criterion for choosing a board member is related to his/her 
faith. Based on documents, the member should be a “professing and prac-
ticing Christian, participating in the worship and life of a local church.”221 

The next category of participants is staff. As far as legally possible, 
World Vision seeks to employ individuals who are committed followers of 
Jesus Christ. This preference is reflected in the recruitment guidelines of 
World Vision. Based on the Witness to Jesus policy, staff should “embody 
a vibrant Christian spirituality, subscribe to our Core Documents and fulfill 
the individual indicators for Christ-centered life and work in the Core Ca-
pabilities Frame. They participate in local churches and are respectful of 
the diversity in church traditions.” While preferring a Christian, this pol-
icy is also realistic about contexts where this is not possible. It allows for 
exceptions, stating that “When a National Office or other partnership en-
tity determines that hiring adherents of other world religions for non-
management positions will not prevent the fulfillment of World Vision’s 
total mission, exceptions are permitted, subject to the approval by the Na-
tional Director or CEO.”222 

With regard to volunteer members of the community, nothing explicit 
is mentioned about the religious affiliation of these volunteers. As they are 
often chosen during operational processes, the choice of volunteers as well 
as overall volunteer administration are often left with the operations de-
partment.  

Finally, in the discussion of organizational fields, the primarily field to 
which World Vision belongs to are organizations that claim to do develop-
ment work. As indicated in their website, “World Vision work[s] with all 
others who share our passion to help children flourish. These include in-
dividuals, institutions, governments, corporations, faith communities and 
more.”223 At the same time, World Vision has in its policies indicated it pre-
fers to partner with churches. A key ministry policy of World Vision is the 
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‘Partnership with Churches’ policy. This policy originated from the belief 
that spiritual transformation is integral to transformational development 
and the church as God’s sustaining instrument in the world, as such, World 
Vision considers this relationship as “indispensable.”224 

5.1.3 Activity Systems 

Activity Systems are intentionally designed systems within an organiza-
tion for the achievement of goals. These include rules, procedures, strate-
gies, or technologies in the organization. These processes can be affected 
or shaped by religious beliefs. In its approach, the organization may also 
take into account the driving motivations of founders, members and em-
ployees. Focusing on the organization as an entirety, the main activity sys-
tem that this section discusses is the organizational structure of World Vi-
sion. The structure of the organization provides insights into transfer of 
information or power centers within the organization. 

One of the first documents that sought to make sense of World Vision’s 
organizational structure was the Covenant of Partnership. This document 
sought to clarify the different organizational entities and the different 
things that different branch offices of World Vision covenanted on in the 
World Vision partnership. These included clauses on World Vision’s iden-
tity and purpose, contributing to the enrichment of partnership life and 
entity; working within the accountability structures by which the partner-
ship function; observing agreed financial principles and procedures as well 
as presenting consistent communication messages.225 This covenant was 
supplemented when World Vision formally organized itself as a federal 
partnership of different national entities with a Global Centre in 1992, as 
suggested by organizational scientist Charles Handy. This federal model 
was adopted in 1992 alongside the Covenant of Partnership as the guiding 
document to the ever-growing organization. Instead of thinking of this 
merely as an organizational process, the partnership president while de-
scribing the federal model reinforced the importance of the relationship 
to be in “Jesus Christ and the commitment we make to each other that will 
make a new partnership work.”226  
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With its adoption of the federal model, World Vision also adopted the 
following principles as standard modes of operation for different entities 
of World Vision. They are 1) Empowerment – where decision-making and 
its related accountability are moved as close as possible to those affected 
by the decision, 2) Interdependence -where units can only accomplish 
their shared mission by working with each other, 3) Twin- Citizenship – 
which involves an individual or group being committed to both a local and 
a global organization, and 4) Accountability – where individuals, groups 
and units are held responsible for behaving in a manner consistent with 
an organization’s shared values and common mission. At the center of this 
model was the Global Centre that contains certain reserve powers. Deci-
sions deemed as both high risk and broad in scope are to be the reserve 
powers of the Global Centre. At the same time, the Global Centre is respon-
sible for the intentional stating of the “common mission” or “providing 
spiritual leadership.”227  

Besides the Global Centre, the International Board is the guardian of 
WV’s purpose and governs World Vision. This board meets every three 
years, called the triennial council, with two main responsibilities: Fiduci-
ary oversight of management and operations to ensure overall health and 
well-being of the Partnership as well as ensuring alignment of partners 
through developing Partnership-wide policies and exercising reserve 
powers.228 This board can also vote to suspend the rights of a national office 
if it is not in compliance with membership criteria229 as well as amend core 
documents of World Vision. These core documents include the vision 
statement, mission statement, core values, statement of faith, covenant of 
partnership. It is interesting to note that of these five documents, four are 
directly related to the Christian identity of the organization. Looking at 
the existing composition of the board, there are currently 24 people in the 
international board representing 18 different countries. 3 members of this 
group explicitly work for Christian ministries.230  
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5.1.4 Organizational Characteristics Marked by Rich Chris-
tian Religiosity 

Thus far, the Christian understanding of different characteristics of the or-
ganization have been surveyed. Based on this survey, it can be concluded 
that a rich inclusion of religiosity in the different organizational charac-
teristics is evident. Looking at the organization as an object, it is rich in 
Christian understanding. This information however is limited. It does not 
look at the different ‘selves’ of the organization such as the development 
of the organization over time. An organization does not stay static but 
evolves over time. In the same way, the Christian understanding of World 
Vision is not stagnant but changes. To supplement this information, the 
following section presents the narrative of World Vision focusing on the 
focus on the organization’s Christian understanding through the appro-
priation of the organizational life cycle model.  

5.2 Mapping the Evolution of World Vision  

This section describes World Vision’s evolution focusing on the Christian 
understanding using the organizational life cycle theory. The five-stage 
model of the organizational life cycle is one way of describing the narrative 
of the organization in specific stages. These stages include: Birth, Survival, 
Success (Maturity), Renewal, and Decline.231 

This model was created initially as organizations were deemed to 
mimic the life cycle, passing strictly from one phase to the other. This or-
ganizational life cycle model was tested empirically in different organiza-
tions. Similar phenomena of different organizations were categorized and 
structured into a framework to interpret existing activities and struc-
tures.232 While the model has proven useful, its strict causal sequencing has 
since been relaxed due to its questionable validity.  

Recognizing the potential as well as the weakness of this model, this 
model is appropriated in this chapter to facilitate understanding of the 
narrative of World Vision. In using this model, I do not intend to describe 
a causal effect between one stage and another, but rather a roadmap to 
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understand how the organization has evolved. Describing the organization 
in the different stages is useful for understanding how activities and struc-
tures change over time, and if possible, for identifying critical transitions, 
as well as pitfalls that the organization should seek to avoid as it grows in 
size and complexity. It is used in this chapter to first understand the evo-
lution of the organization over time, before describing the evolution of the 
Christian understanding over time.  

We will in the following section first look at a brief introduction of each 
phase. We will then move on to focus on World Vision, describing sepa-
rately the different components of this phase in the form of situation, 
structure, decision making style, and strategy.233 Table 5.1 shows the way 
the different components are characterized in each different life cycle 
stage. In the following section, information from World Vision’s internal 
database is used to flesh out each phase. These sources include speeches, 
policies, and figures, as well as other historical information at different 
points in time in the organization’s existence.  

 
Life Cycle 
Stage 

Situation Structure Decision 
Making Style 

Strategy 

Existence Small 

Young 

Homogenous 

Informal  

Simple 

Owner-Domi-
nated 

Centralized 

Trial and Er-
ror 

Prospec-
tor/First 
Mover 

Survival  Medium 
Sized Envi-
ronment 

More Com-
petitive 

Functional  

Some formal-
ity 

Some delega-
tion 

Begin formal 
processing 

Analyzer/ 
Second 
Mover/Dif-
ferentiation 

Success Heterogene-
ous 

Environment

Larger size 

Formal Bu-
reaucratic 

Functional  

Divisional 

Reliance in 
internal in-
formation 

Information 
processing 
Reliance on 

Defender/ 
Segment 
Control 

                                             
233 These categories were described in the study of Miller and Friesen, “A Longitudi-
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Internal In-
formation 
processing 

Renewal Very Hetero-
geneous 

Very Large 

Some Matrix Sophisticated 
controls 

Formal Anal-
ysis in Deci-
sion Making 

Analyser/ 
Combination 
Differentia-
tion  

Decline Homogenous 
and Competi-
tive Environ-
ment 

Formal 

Bureaucratic 

Mostly func-
tional 

Moderate 
Centraliza-
tion 

Less Sophis-
ticated 

Information 
Processing 

Low Cost Re-
actor/Prod-
uct service 

Low Cost 

Table 5.1 Life Cycle Stage Characteristics 

Source: Donald L. Lester, John A. Parnell, and Shawn Carraher, “Organizational Life Cy-
cle: A Five Stage Empirical Scale,” The International Journal of Organizational Analysis 11, 
no. 4 (2003): 339–354. 

5.2.1 Birth Phase 

The birth phase of an organization relates to its recent founding and rela-
tively small size. At this stage, organizational functioning is largely de-
pendent on its leader, where power tends to be highly centralized and in-
formal. Information processing and decision-making methods tend to be 
used. At the same time, considerable innovation tends to occur in the or-
ganization. Risk taking is considered normal at this stage.234  

5.2.1.1 Situation 

In September 1950, World Vision was inaugurated by an American, Bob 
Pierce as president, together with Paul Meyers as vice president and Frank 
Philoopis as executive secretary.235 This birth phase covered the span of 
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time from the founding in 1950 to 1967, when Pierce, the founder of World 
Vision stepped down. During this period, the organization was relatively 
small. As a missionary aid organization, its goal was to meet critical needs 
of the Orient as well as support local missionaries. It was officially inaugu-
rated as a missionary service organization meeting emergency needs in 
crisis areas of the world through existing evangelical agencies.236 

5.2.1.2 Strategy 

Bob Pierce had been a travelling evangelical speaker for Youth for Christ, 
an evangelical organization, who became passionate about the suffering in 
the Orient during his first visit to China. He was convinced that spiritual 
needs and physical needs both needed to be met for the poor.237 He started 
thinking about ways to raise money for physical needs of people in the Far 
East. Upon returning from his travels, he made videos to raise awareness 
and money for emergency aid for people suffering in Korea. These videos 
were largely successful and a large amount of money was raised. This 
marked the start of World Vision. Bob Pierce continued to share about hu-
man needs as well as the work of World Vision through radio broadcasts 
and TV shows. 

Once funds were received, the work of World Vision began to develop. 
In 1953, the Child Sponsorship Program began to support orphans of the 
conflict in the Korean War during the ceasefire. Some of these children 
were in orphanages built by World Vision; others were in orphanages man-
aged by churches partnered with World Vision. In time, this Child Spon-
sorship Program expanded to other countries such as Taiwan, India, My-
anmar, India etc. By 1959, more than 13,000 children in 152 havens were 
supported in the Far East.238 

Besides World Vision’s work of child sponsorship, Bob Pierce also held 
pastoral conferences for local pastors, bringing together renowned speak-
ers beginning in 1953 as well as evangelical crusades for locals in different 
countries where he travelled, first in 1957 and thereafter in 1959.239 
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5.2.1.3 Structure  

This was an entrepreneurial time with fast development of the organiza-
tion and a myriad of activities. Decision-making was fast. One of the first 
core documents developed in 1950 was the “Statement of Faith.”240 This 
document outlined the common beliefs integral to the organization’s ex-
istence. However, at this stage, there was little focus and guidelines for 
projected activities the organization.  

5.2.1.4 Decision-Making 

For the most part, World Vision was synonymous with Bob Pierce during 
this phase. Other members of the organization saw their role as supporting 
him as he went about accomplishing his goals.  

He travelled and met with other missionaries and local pastors and 
committed money based on what he saw as perceived needs. He raised 
money and worked through existing church communities and networks 
primarily in the US. Major decision making was made by him with little or 
no participation by others. There was a lack of accountability and plan-
ning. This lack brought World Vision almost to the brink of bankruptcy.241 
By 1967, Bob Pierce resigned from World Vision, officially due to ill health. 
With this change of leadership, a new era of World Vision began.  

5.2.2 Survival Phase  

During the survival phase, the organization grows and increases in num-
ber of stakeholders. Formalization of the structure begins to develop, 
where decisions become less centralized, with initial development of for-
mal information processing and decision-making methods. During this pe-
riod, the organization develops its own distinctive competencies with a 
broadening of its offer in closely related areas.242 

At World Vision the survival phase took place from 1967–1984. It began 
with the resignation of Bob Pierce, stretching throughout the tenure of 
Stanley Mooneyham as president as well as the presidency of Ted Eng-
strom. During this period of time, World Vision expanded its operations, 
established its role in development, decentralized by setting up regional 
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offices, and increased formalization of structure through its “Declaration 
of internationalization.”  

5.2.2.1 Situation 

During this period, the annual operating budget of World Vision grew from 
$5.1 million in 1969 to an income of $143.9 million in 1982. It continued to 
work with children around the world and conduct pastors’ conferences. 
The work that World Vision did with children evolved from being focused 
on the individual child to becoming community based. During this time, 
World Vision began emergency work with relief goods sent to East Paki-
stan, war torn Cambodia and Laos. In 1974, World Vision began work in 
Africa with its first office in Kenya. In 1979, a total of 88 World Vision relief 
projects aided 446,000 people worldwide. The agency provided funds for 
evangelistic activities in 22 countries.243 

5.2.2.2 Strategy 

World Vision actively advertised its work using television programming. 
This medium allowed World Vision to show what it was doing, increase 
brand recognition around the US as shows were distributed to many dif-
ferent TV stations, and raise funds. To illustrate, in May of 1975, World Vi-
sion aired its first five-hour telethon. Results of the June-September broad-
casts were just under $700,000 in one-time and first pledge gifts.244 

With this increase in the magnitude and complexity of work com-
pleted, World Vision saw the need to consider its work as part of develop-
ment and formally created a ministry of development in 1973. Aims of de-
velopment were to include: 

1) Caring for children and families 
2) Strengthening leadership  
3) Reaching the unreached  
4) Developing self-reliance 
5) Challenging to mission  
6) Providing emergency aid 
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In 1979, World Vision continued to strengthen its understanding of this 
ministry and became further committed to an integrated, holistic ap-
proach to ministry, formally considering a development approach for all 
child sponsor funded programs. This understanding was further rein-
forced in the declaration of internationalization, where the aims of World 
Vision holistic development were formally introduced as:  

1) Ministry to Children and Families 
2) Providing Emergency Aid 
3) Developing Self-Reliance 
4) Reaching the Unreached 
5) Strengthening Leadership 
6) Challenging Mission245 

These aims further clarified the understanding of holistic development of 
World Vision. As a key part of the evangelical movement, the aims of chal-
lenging mission saw the cooperation of World Vision with Evangelical 
movement, the Lausanne Committee for World Evangelization, in the set-
ting up of the Mission Advanced Research and Communication Center (MARC) in 
1967. This center collected and published data evangelism. These included 
publications about “unreached people,” as well as the “Mission Handbook: 
North American Protestant Ministries Overseas.”246 

5.2.2.3 Structure 

During this stage, the organization demonstrated a clear intention to 
standardize activity systems for the smooth running of the organization.  

Setting up of regional offices provided the structure necessary for 
standardization of financial reports, required of field offices as spelled out 
in the new Standard Operating Procedures Manual for Field Offices. By 
1975, a new field budgeting system was implemented which included a for-
malized field accounting system.247 

At the same time, the declaration of internalization resulted in the re-
structuring of World Vision, particularly in the setting up of an independ-
ent World Vision International Office in 1978. This office was separated 
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from other offices with its own international board and council.248 Describ-
ing this international office, Stan Mooneyham said that “it is a legal entity 
that exists in its own right, yet it has no constituency except its founding 
members. It deals with huge amounts of money, yet raises none of these 
funds itself. It has awesome leadership and stewardship responsibility, yet 
as an organization it has no power to command the Partnership.”249 

5.2.2.4 Decision-Making 

At this phase of the organization, more people became involved in the ac-
tivities of the organization. This led to an increasing need to clarify their 
participation in World Vision. This need led to a process of internationali-
zation. In May 1978, the declaration of internationalization was signed. 
This declaration was meant to foster a deeper sense of identity among the 
different stakeholders, where different members could truly broaden their 
participation through partnership. In this declaration of internalization, 
offices committed to abide by World Vision’s statement of faith.250 In addi-
tion, the declaration supported the common mission that all would ac-
tively support. Internationalization representatives of different countries 
where World Vision was active signed this declaration of internalization.251 

Regional offices were also set up in different parts of the world to sup-
port the field operations of the work. The first office was opened in Central 
Asia in 1977 and in time, Latin America, Africa as well as the Asia regional 
offices opened. The regional offices were an extension of the International 
office with the intention to provide leadership and management for each 
of the field offices located closer to the field. In addition, it was envisioned 
that the regional office could strengthen participation of field offices. 
These provided a way for broader field participation in key decisions and 
key planning. The regional director was then considered the person who 
represented the field, he/she was in touch with the realities in the field 
and could contribute that unique perspective in the planning function.252 
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5.2.3 Growth Phase 

During the growth phase, the organization continues to grow rapidly in 
different markets to form a medium sized firm with multiple stakeholders. 
During this period of time, there tends to be incremental innovation in 
business strategy. With regard to the organizational structure, formal in-
formation processing and decision-making methods experience an initial 
development.253 Often formalization and control through bureaucracy be-
come the norm of the organization in this phase.254 

The growth phase lasted approximately 20 years. This started with the 
beginning of the tenure of World Vision’s fourth President Tom Houston 
in 1984 and lasted up till the early 2000s during the tenure of Dean Hirsch, 
sixth President of World Vision. This sentiment of transition is echoed in 
Tom Houston’s council address in 1986, with “a partnership in transi-
tion.”255 During this phase of the organization, World Vision grew expo-
nentially; new policies were developed for the increased number of stake-
holders as well as to clarify the direction and systems of World Vision.  

5.2.3.1 Situation 

World Vision grew rapidly between the early 1980s to the early 2000s. In 
1983, the gross income of World Vision was about $153 million; in 2003, the 
gross income of World Vision reached $1.25 billion.256 At the same time, 
World Vision supported approximately 300,000 children in 1982257 and by 
the end of the fiscal year 2004, World Vision was supporting approximately 
2.5 million children.258  
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5.2.3.2 Strategy 

During this period, the child sponsorship model evolved again. Interna-
tional Childcare standards were developed in 1988 to detail specific stand-
ards for sponsorship projects. These included decisions for each area de-
velopment project to be funded by a single support office, improved 
relationships between the child and its sponsor as well as increased focus 
on Christian values and the human centeredness of Child Sponsorship259. 
As a way to reemphasize the importance of child sponsorship, the vision 
statement was developed and adopted partnership wide.260 

In 1992, the Mission Statement was created to clarify the purpose of 
World Vision’s work. This included: Transformational Development, 
Emergency Relief, Promotion of Justice, Partnership with Churches, Public 
Awareness as well as Witness to Jesus Christ.261 What seems to be omitted 
is the challenging mission that was part of its previous strategy. In 1995, 
the Witness to Jesus Christ policy was developed, expanding on the mis-
sion statement, recognizing witness to Jesus Christ as an integrating prin-
ciple in the work of World Vision, expressed in holistic ways through its 
ministries of relief, development, advocacy and public awareness.262 Dur-
ing this phase, the guiding beliefs document was developed marking the 
shift of World Vision from an evangelical organization to “an international 
partnership of Christians.” This document clarified the ecumenical iden-
tity of World Vision, its understanding of the church, as well as its under-
standing of how World Vision related to the church.263 

5.2.3.3 Structure 

It was important for the organization in this phase that members of the 
organization truly identified with the mission, vision and values of the or-
ganization.  

While the declaration of internationalization developed in 1978 was 
considered a step forward, it was inadequate in providing guidelines for 
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actual implementation. In 1992, a new Covenant of Partnership was for-
mulated as a response to the increasing number of members within World 
Vision. This was the next step following upon the declaration of interna-
tionalization. This covenant was “essentially a statement of accountability 
between national member-entities within the WV partnership, setting out 
the privileges and responsibilities between them.”264 The Covenant of Part-
nership had sections of agreement which included: 1) Uphold WV identity 
and purpose, 2) Enrichment of partnership life and unity, 3) Work with Ac-
countability structures by which the partnership functions, 4) Observe Fi-
nancial Principles and Process, 5) Present Consistent Communication mes-
saging.265 While claiming to be a voluntary commitment rather than legal 
contract, the Covenant of Partnership is part of the bylaws which World 
Vision operates under. As far as possible, the spirit of this Covenant of 
Partnership was for controls to be decentralized and exercised as close as 
possible to the point of operation within an agreed framework.266 

5.2.3.4 Decision-Making 

During this phase, decision-making priorities were once again reinforced. 
Firstly, the understanding of partnership was further developed. Task 
forces were set up to determine how partnership can truly be made a verb. 
At the same time, policies and processes were developed and intentionally 
aligned with activities listed in the mission statement.267 

One key document developed during this time was the “Core Values” 
document. In the middle of the 1980s, the sentiment arose that partnership 
was not truly happening in practice.268 In 1989, the Core Values document 
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was created composed of “underlying beliefs; fundamental principles, hid-
den attitudes that determine action.”269 At the conclusion of this process, 
the core values included were: “We Value People, We are Responsive, We 
are Christian, We are committed to the Poor, We are Stewards and We are 
Responsive.”270 

5.2.4 Revival Phase 

During the revival phase, the organization expands and becomes very 
large. Because of its size and increased heterogeneity, the organization 
tends to be more susceptible to environmental changes compared to other 
phases. During this phase, the organization normally starts establishing 
sophisticated controls with a more formal analysis in decision-making. Di-
visional structures are adopted to deal with the growth of the organiza-
tion. Increased planning as well as substantial innovation in its business 
strategy often marks this phase. In dealing with challenging situations, the 
organization tends to rely on sophisticated structural and decision-mak-
ing processes.271  

World Vision has been in the revival phase since the early 2000s.272 
Signs of transition began as World Vision began to experience large 
growth in the middle of the presidency of Dean Hirsch. 

5.2.4.1 Situation 

Since the 2000s, World Vision has experienced significant growth. While 
operating with a budget of $1.25 billion in 2003, this number increased to 
$2.58 billion in 2009. This rapid growth saw World Vision active during re-
lief efforts in Pakistan as well as the Asian Tsunami, working in develop-
ment projects in more than 1300 areas. In 2012, the annual income was 
estimated at $2.67 billion.273 

This growth led the organization to initiate an organization wide 
change process – Our Future. In the 2003 National Directors Conference, 
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there was a consensus that growth strained existing systems, infrastruc-
tures and capacities of World Vision. There was increasing frustration that 
more time was “spent serving our organization and less on working for 
transformation among the poor.” What initially started off as clarifying 
the organization’s “Big Goals” gradually evolved into an extensive change 
initiative, Our Future. This change initiative was taken up with participa-
tion of external consultants who helped support the change process. Its 
overarching goal was to help “staff fulfill their calling and to free up re-
sources for children and communities.” It was envisaged that this could be 
done through: “Learning from and replicating successes; focusing more re-
sources (time, talent and money) on transforming lives; and improving 
board governance and management decision-making.”274 

5.2.4.2 Strategy 

The ‘Our Future’ initiative had an intentional focus on developing a part-
nership strategy. One of its first steps was developing a consensus regard-
ing principle level choices. This included “tackle the causes of poverty, em-
powerment, driven by field needs and ministry channels to be ‘relief, 
development and advocacy’.” This led subsequently to the formulation of 
the five strategic mandates, intended to set the management agenda of the 
organization for a period of three years. The five strategic mandates in-
cluded  

1) Reinforce our Christian foundations, identity and witness 
2) Strengthen our grassroots field capacity and ministry 
3) Grow resources and influence to increase our impact 
4) Be an authoritative voice at all levels driving change 
5) Build the organization and its sustainability 

In 2011, a partnership strategic goal was approved for World Vision to 
reach 150 million of the world’s most vulnerable children. To accomplish 
this, five strategic measures were identified: a) Contribution to Child Well-
being Aspirations based on Global Targets, b) Number of children partici-
pating in programs, and number of children impacted by World Vision, c) 
Number of advocates for transformation, d) Partnership Average Growth 
Rate (PAGR) and number of donors and e) Amplifying voices for change: 
Global brand and trusted reputation.275 
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During this period, key strategic documents regarding the ministry 
were also approved for use. Children’s well-being was further defined and 
set out partnership standards of World Vision in the areas of their work. 
Key in this document are the aspirations that World Vision has for the chil-
dren, which include 1) enjoy good health, 2) are educated for life, 3) expe-
rience love of God and their neighbors and 4) are cared for, protected and 
participating.276 An additional policy ‘principles to guide the spiritual nur-
ture of children’ was also approved in 2010 to “inform contextually appro-
priate national policies on the spiritual nurture of children in light of the 
World Vision’s Christian Commitments.”277 

In light of these policies, revisions also were made to the model of de-
velopment. This model detailed the path taken during development, em-
phasizing the partnership between World Vision and local partners and 
communities. It also clarified the overarching goal of child well-being and 
the spirit of learning and God’s presence during this process. A pictorial 
representation of the model of development is seen below in figure 1.278 

 

 
Figure 5.1 Critical Path in World Vision Development Program Approach 

Source: World Vision International, “World Vision Development Program Approach,” 
accessed May 15, 2015, http://www.wvi.org/development/publication/brief-over-
view-development-programmes-approach. 
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Amid these changes came a reaffirmation of World Vision’s Christian wit-
ness. This was done in a meeting of the partnership representative com-
mittee, which included leaders of World Vision at different levels. This re-
affirmation was made in the midst of diversity and changes and sought to 
clarify what was meant in the mission statement “witness to Jesus Christ 
by life, deed, word and sign that encourages people to the Gospel.”279 A 
subsequent document was developed for leaders to understand the stand 
of World Vision.280 

At the same time, the ministry framework was designed to articulate 
the common goal for World Vision. In this document, this common goal 
was described as the “sustained well-being of children, within families and 
communities, especially the most vulnerable.”281 This document was de-
signed as a means to bring together strategy and vision from the three dif-
ferent pillars of the organization—development, relief and advocacy, as 
well as Children in Ministry and Christian Commitment in an integrated 
way. Different approaches, principles, aspirations and outcomes and the 
way they link to the goal of sustained well-being of children were de-
scribed.282 In this strategic document describing the ministry operations of 
World Vision, the Christian Commitments of World Vision was relegated 
to specific approaches, instead of the overarching goal, as described in the 
mission statement.283  

5.2.4.3 Structure 

At this stage, the federal model was re-examined for the World Vision con-
text with the development of common definitions for the partnership 
principles “Empowerment, Accountability, Twin citizenship and Interde-
pendency.” At the same time, there was also the rebranding of the old part-
nership office to the Global Centre, with a clear mandate of supporting the 
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partnership and the field as well as clearly detailed ‘reserve powers’. These 
reserve powers are:284  

 Set strategic priorities means providing vision, direction and purpose for 
the entire Partnership 

 Ensure accountability over financial, operational, strategic and mission 
alignment 

 Provide global stewardship includes managing global cash flow and the 
financial strategy for the Partnership 

 Promote the World Vision Way entails the formalization of a shared vision 
and values, to be manifested both internally and externally 

 Develop capabilities and transfer throughout the Partnership so that all 
are properly equipped. 

5.2.4.4 Decision-Making 

If the growth phase was about clarifying the relationships, allowing more 
decisions to be made at the field level, this phase can arguably be seen as 
consolidating and further explicating power. 

Along with reviewing the federal model and clarifying the definition of 
the partnership principles, the decision-making and accountability team 
outlined a decision-making map as well as frameworks on how decisions 
should be (see figure 5.2 below). They also attempted to clarify the roles of 
the WVI Board, WVI President, regional offices and Regional Vice Presi-
dents, management groups and local boards in their strategic and opera-
tional decisions. Clear objectives and scorecards were also developed for 
the Senior Leadership Team within World Vision as they would lead the 
organization forward.285 
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Figure 5.2 Decision Makers in World Vision 

Source: World Vision, “Partnership Principles in Action: World Vision’s Governance, 
Decision Making and Accountability Principles” (December 2007).  

5.2.5 Evolution of the Christian Understanding in World 
Vision 

The evolution of World Vision has been marked by four main attributes as 
per the organizational life cycle theory. These attributes include situation, 
strategy, structure and decision-making. In studying the development of 
the organization, we ended our discussion of World Vision in the revival 
phase. In outlining the actions of World Vision, it is not my intention to 
predict the future of World Vision. What is rather emphasized is the nar-
rative of World Vision alongside an established organizational theory. The 
organizational life cycle is particularly helpful because of the existing the-
ory attached to it, as well as its description of the organization in terms of 
situation, strategy, structure and decision making. A summary of the dif-
ferent attributes at World Vision are described below.  

From a situational point of view, the organization has evolved from a 
clearly American evangelical missionary organization to one of the largest 
Christian international relief, development and advocacy organization 
with a portfolio of $2.67 billion. The work of World Vision has also in-
creased significantly in scope and breadth. At time of research, it includes 
projects in Africa, Asia, the Middle East and South America. Instead of be-
ing a straight forward missionary organization, for World Vision, being 
Christian has become an adjective describing the kind of development re-
lief and advocacy organization it is.  
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The strategy of the organization has also clearly evolved. Where the 
organization’s activities were initially dictated mainly by the founder, Bob 
Pierce who saw himself as a missionary, it has since evolved to being an 
established member in the development, relief and advocacy sectors. The 
strategy related to the organization’s Christian understanding has also 
evolved through the years. In the initial phases of World Vision, the Chris-
tian understanding was seen to dominate all of the purpose of the organi-
zation. The organization was clearly described as involved in challenging 
mission, even in church growth and leadership. This clear attention to 
challenging mission was replaced by policy documents such as the Mission 
Statement, Guiding Beliefs, Partnership with the Churches, Witness to Je-
sus Christ amongst others during the growth phase. During this time, 
World Vision widened its understanding of Christianity to include other 
Christian traditions besides the evangelical tradition. It was clear that the 
work that World Vision does was understood as holistic witness in “life, 
word, deed and sign.”286  

In the revival phase, there seems to be a diminished Christian influence 
on the overall ministry and strategy of the organization. While there is an 
awareness of the lack of the holistic witness because of the organization’s 
call to “reinforce Christian foundations, identity and witness”287 by the or-
ganization, this awareness was not explicitly included in the partnership 
goal. The approved partnership goal was concerned with reaching 150 mil-
lion of the world’s most vulnerable. It was a clearly stated numerical goal 
with numerical targets clearly listed, measuring indicators like growth 
rates, number of donors, advocates, etc. These measures seem to focus on 
quantitative targets instead of qualitative ones which focus on actual con-
tent. This goal does not give any indication that the organization’s Chris-
tian foundations, identity and witness was important. This impression is 
further cemented by the ministry framework strategy document for the 
partnership, where there is reduced attention given to the Christian aspect 
of development. Instead of Christian witness setting the overall purpose of 
the organization, Christian understanding is mentioned in specific aspects 
of approaches, principles and outcomes, such as “love of God and their 
neighbors” or “incarnational living.”288  
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In terms of structure, the organization evolved from a predominantly 
American organization into an international partnership adopting the fed-
eral model. This federal model was initially developed to help determine 
what was necessary to include in each office as part of the covenant of 
partnership. The intention of embracing this model was to allow the great-
est amount of decentralization possible, where controls could happen as 
close to the field as possible. In fact, this covenant of partnership was 
claimed to be voluntary instead of legally binding. This decentralization 
was reversed in the revival phase when this federal model was revisited. 
At this point, centralization of “reserve powers” of the Global Centre was 
emphasized. One of the key powers mentioned was the ability to “set stra-
tegic priorities.”289 This resulted in the Global Centre having more author-
ity to lead the organization which increased the influence of the Global 
Centre in terms of promoting the importance of World Vision’s Christian 
understanding. This is perhaps aptly illustrated in the example of the part-
nership goal as determined by the Global Centre, where the focus was on a 
quantitative target with a distant relationship to the organization’s Chris-
tian understanding.  

Closely linked to the structure is the nature of decision-making in 
World Vision. As an organization, World Vision evolved from decisions 
made by one individual, to the development of a ‘loose’ partnership where 
field leadership were given more autonomy to eventually evolving into a 
‘tighter’ partnership where key decisions are made centrally. It is also in-
teresting to note the role of faith in decision making.  

During the earlier declaration of internationalization where more par-
ticipation was granted to field leaders, these leaders were committed to 
abide by the statement of faith as well as the common mission of World 
Vision. As the organization evolved, Core Values were developed as values 
that the partnership should strive for in the decisions they make. One of 
the core values was “we are Christian”. Being Christian continues to be 
deemed to be central for decision making. During the revival phase, the 
system was set up to systematically determine the decision makers in-
volved did not include any consideration for the Christian understanding 
of the organization. The decision-making map evaluated decisions based 
on “risk” and “scope.” Roles of different leaders in the organization were 
articulated based on the same markers. These documents showed little ev-
idence of reflection on what this meant for the Christian understanding of 
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the organization. Instead of being core to the existence to the organiza-
tion, being ‘Christian’ was no longer part of the thinking in the decision-
making systems.  

5.3 Collecting Information on World Vision as a 
Partnership: Concluding Thoughts 

This chapter address the first level of the case study, written to answer the 
first sub-question: ‘‘How is World Vision Christian understanding ex-
pressed in its organizational variables and how has this Christian under-
standing evolved through development of the organization?” It focuses on 
the development of World Vision as a partnership.  

In the first part of this chapter, the religiosity of the different organi-
zational characteristics of World Vision were surveyed. Based on the find-
ings, it was evident that rich Christian religiosity was present in the differ-
ent organizational characteristics.  

In the next part, the dynamic nature of the organization is captured 
through outlining the narrative of the organization using the organiza-
tional theory “organizational life cycle.” This organizational life cycle ap-
proach focuses on the change of the organization based on structure, situ-
ation, strategy and decision making. Based on the survey, the organiza-
tion’s changes have been documented. What is clear is the diminished role 
in the Christian understanding of the organization. 

In the next chapter, the study of two branch offices of World Vision are 
further studied to give a deeper understanding of the inner workings of 
the organization.  



CHAPTER SIX  

Measuring World Vision’s Organizational 
Culture in Two Different Locations 

The previous chapter described the Christian understanding of World Vi-
sion as a partnership, this chapter continues the collection phase by focus-
ing on the second level, the branch offices of World Vision where work is 
done. It focuses on capturing the extent staff members in different branch 
offices embrace the Christian identity of World Vision. As described ear-
lier, this is done primarily through the study of the organizational culture.  

The study of the organizational culture broadens the organizational 
approach to include the socio-interpretative approach, where views of 
staff members are included. This gives of the tacit identity of the organi-
zation.290 Figure 6.1 illustrates the relevant schematic framework to under-
stand the basic flow of this chapter.  

 
Figure 6.1. Schematic Framework of Measuring Organizational Culture 

The first section, Uncovering Christian values of World Vision, describes Chris-
tian values espoused by World Vision. This section answers the sub-ques-
tion: “What Christian values and assumptions are espoused by World Vi-
sion based on its core documents according to the organizational culture 
dimensions?” The second section, Developing the research tool, presents the 
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questionnaire, focus group discussion and one to one interviews con-
ducted during the field research in detail. This section supplements the 
general methodological description in chapter 3, communicating the 
methodology of the field research. The final section, Implementing the re-
search tool, describes research findings. It answers the second sub-question 
“Looking at two different offices of World Vision, what are the findings of 
actual values and assumptions held by members in each office based on 
the dimensions as determined in the first question?” as well as the third 
sub-question: “What is the state of relationships held by different internal 
stakeholders of the organization?” In answering these questions, we de-
velop a deeper understanding of the meaning held and mediated by the 
staff members in both branch offices. This contributes to the overall Chris-
tian understanding of the organization.  

6.1 Uncovering Christian Values of World Vision 
Based on Organizational Culture Dimensions 

The organizational culture measured in this dissertation is expressed in 
terms of organizational culture dimensions. The eight organizational cul-
tural dimensions used in this case study are derived from the literature 
review, which consolidated different organization cultural dimensions 
used by different management specialists in the past. Organizational cul-
ture values are dependent on the interpretation of staff members. To de-
termine the Christian values espoused by World Vision, a panel was 
brought together to identify Christian values relevant to each organiza-
tional cultural dimension. As previously described, this panel consisted of 
different staff members in World Vision as well as me. This panel sought 
representatives from different sectors of the organization. This section de-
tails the joint interpretation of the panel on the ideal Christian values for 
each dimension based on the existing core documents of World Vision. 
These Christian values described in this section have been interpreted to 
be applicable to the entire World Vision partnership.  

6.1.1 Ideas about the Basis of Truth and Rationality in the 
Organization 

This dimension explicates different viewpoints different Organizations 
have regarding truth and how it is discovered. These different opinions 
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regarding truth and rationality in turn impact the organization as it deter-
mines the degree to which an organization adopts either normative or 
pragmatic ideals.291  

For World Vision, ultimate truth is found in Christ. It is by “follow(ing) 
our Lord and Savior Jesus Christ in working with the poor and op-
pressed”292 that World Vision finds its collective mission as an organiza-
tion.293 Bearing witness to Christ is “an integrating principle” that World 
Vision intends to express in holistic ways through its ministries of relief, 
development, advocacy and public awareness.294 Stating truth as found in 
Christ, World Vision’s goals are normative in nature. The Christian Scrip-
tures are considered the “authority” in discerning these normative goals 
as they represent the “inspired, the only infallible, authoritative Word of 
God.”295 

Therefore, for World Vision the basis of truth and rationality is found 
in the Bible as it provides one with an increased understanding of Christ 
in his identification with the poor and oppressed.  

6.1.2 Ideas of Nature of Time and Time Horizon 

This dimension focuses an organization’s understanding of time. This can 
be related to the definition and measurement of time, the understanding 
of the importance of time in the organization, or on the issue of time hori-
zon. The impact of an understanding of time horizon differs whether an 
organization focuses on long term planning and goal setting or primarily 
on the here and now.296  

One way to understand World Vision’s understanding of time is found 
in its understanding of the Kingdom of God. World Vision sees its mission 
to bear witness to the good news of the kingdom of God.297  
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According to World Vision’s understanding of the Kingdom of God, 
glimpses of this kingdom can be experienced in the present through the 
work of Christ and the presence of the Holy Spirit. Yet the full expression 
of this kingdom is still to come. It is a future where all creation is restored 
and suffering and evil defeated.298 Operating in this ‘already’ and ‘not yet’ 
tension, World Vision sees its role as sharing in the suffering of the world, 
bearing witness to God’s reign through showing compassion to those who 
suffer, reconciling relationships and working towards people live with dig-
nity, justice, peace and hope.299  

Responsiveness is key in World Vision’s understanding of time as 
World Vision seeks to be responsive to God’s direction in the diverse con-
texts where it operates, bearing witness to God’s reign in the present. In 
addition, this understanding of responsiveness is also a core value of World 
Vision.300 To be responsive is to have an eye on long term commitment, 
especially in areas, for sustainable long-term development, yet at the same 
time to be prepared for sudden emergencies.  

6.1.3 Motivation 

The concept of motivation is central in the very nature of what it means 
to be human. This encompasses ideas about whether people are motivated 
from within or by external forces, whether people are inherently good or 
bad, whether people should be rewarded or punished, and whether peo-
ple’s effort or “output” can be changed by manipulating their motiva-
tion.301 

World Vision clearly states that it is motivated to witness because of 
the God of love who first loved. Inspired by Christ, employees of World 
Vision are empowered to love their neighbors. Generously loving one’s 
neighbors is the best witness to God. This act is free and not practiced as a 
way of achieving other ends.302  

It can therefore be said that World Vision is intrinsically motivated to 
do a good work as the love of God compels it. The work is an expression of 
loving the neighbor. As such, employees are primarily motivated intrinsi-
cally, so outputs should not change regardless of the beneficiary’s re-
sponse.  
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6.1.4 Stability versus Change/Innovation/Personal Growth 

This dimension focuses on propensity for change. Some individuals are 
considered risk takers, while others have a higher need for security. This 
same logic is applied to organizations. Some organizations generally pro-
mote risk taking where organizational innovation takes center stage, with 
a push for constant continuous improvement. Such organizations tend to 
hold to an institutionalized belief that they can always be better. At the 
other end of the spectrum, risk averse organizations focus on “not rocking 
the boat” and conceptions about doing or being “good enough” abound.303  

As an organization, World Vision tends towards risk taking. The core 
value “we are responsive” reflects World Vision’s desire to be responsive 
to new and unusual opportunities as it openly encourages innovation, cre-
ativity and flexibility. In addition, staff are encouraged to maintain an at-
titude of learning, reflection and discovery in order to grow in understand-
ing and skill.304 At the same time, World Vision recognizes ‘human 
fallibility’ and in turn relies on the “Holy Spirit as enabling the creativity 
and discernment of World Vision staff, such that WV witnesses to Jesus 
Christ and the reign of God to the fullest extent possible in each con-
text.”305 

As such, with regard to this organizational dimension, it has been in-
ferred that World Vision is open to change and innovation, understanding 
the importance of intentionally discerning the Holy Spirit’s guidance as it 
also understands its own limitations and dependence on God. 

6.1.5 Orientation to Work/Task/Coworkers 

Orientation to work/task/coworkers considers the centrality of work in an 
individual’s life and the balance between work as a production activity and 
a social activity. Some view work as an end in itself, where work is seen 
primarily as a set of tasks to be completed, whereas others view work as a 
means to an end, such as a comfortable life, where social relationships 
formed at work are deemed a more important goal.306  
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Key to the mission of World Vision is to “witness God’s love for the poor 
and the oppressed.”307 The work that is done should ultimately point to the 
love of God. Besides the tasks involved, staff should have the “hearts and 
minds” to witness God’s love for the poor and oppressed.308 The process of 
how work is completed is as important to illustrate to different stakehold-
ers the love of God. This focus on relationship is also emphasized in World 
Vision’s core value “We value People.” This core value clearly elaborates 
the priority given to people before money, structure, systems and other 
institutional machinery. Another basis for this value of people can also be 
seen in the Covenant of Partnership, a document created to affirm the 
principle of relationships based on “commonly held mission, values and 
commitments.”309  

It can be concluded that World Vision prioritizes its people as they are 
considered key to executing the work of World Vision.  

6.1.6 Isolation versus Collaboration/Cooperation 

This cultural dimension deals with the best way that work should be done 
in the organization, particularly the role of relationships in accomplishing 
work. Some organizations prefer that individuals accomplish work sepa-
rately. Working together in this context is considered to be inefficient. In 
contrast, other organizations place a premium on collaboration as a means 
to better decision making and overall output. These organizations are 
likely to foster team work and organize tasks around groups of people ra-
ther than individuals.310  

From its core documents, it can be concluded that World Vision con-
siders collaboration and cooperation as central to its work. Clearly stated 
in the mission statement is World Vision’s mission to “work with the 
poor.”311 This suggests the importance of collaboration, which is also rein-
forced in its core value “We are Partners.” This core value highlights the 
importance of the World Vision partnership with the poor, donors, and the 
church in shared ministry, as well as with other humanitarian organiza-
tions.312  
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World Vision considers relationships key to the success of its work. It 
is through relationships formed that World Vision will be able to attain its 
goals.  

6.1.7 Control/Coordination/Responsibility 

This dimension considers how control is concentrated in the organization, 
whether at the top or shared. When control is concentrated or “tight,” for-
malized rules and procedures are set by a few persons. These rules and 
procedures are intended to guide the behavior of the majority. Decision-
making in tight organizations tend to be centralized. In contrast, organi-
zations in which work is loosely controlled, cherish flexibility and auton-
omy of the workers. Decision-making within the loosely controlled organ-
ization tends to be shared throughout the organization.313  

Based on the core documents, it can be said that individuals are valued 
as they are central to the witness that World Vision seeks to give. This 
leads World Vision to “act in ways that respect the dignity, uniqueness and 
intrinsic worth of every person.” This includes “celebrating the richness 
of diversity in human personality, culture and contribution” and particu-
larly for staff, the practice of “a participative, open, enabling style in work-
ing relationships.” People are accepted for their fallibility, making it all 
that more important to prayerfully rely on the Holy Spirit to inspire the 
“creativity and discernment of staff.”314  

People are not only valued separately as individuals, but also collectively 
as partners. World Vision accepts “the obligations of joint participation, 
shared goals and mutual accountability that true partnership requires. They 
affirm their inter-dependence and willingness to yield autonomy as neces-
sary for the common good. They commit themselves to know, understand 
and love each other.”315 These points are also echoed in the internal Covenant 
of Partnership, a document affirming the principle of relationships based on 
commonly held mission, values and commitments. Rather than being legally 
binding, which might give the impression of a tight centralized organization, 
this document intentionally states that this covenant of partnership is based 
on the principle of interdependent national entities held together under God, 
by voluntary commitment rather than legal contract.316  
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From the core documents, it can be concluded that World Vision as an 
organization seeks to be loosely controlled with an open, enabling style 
where staff are seen to be key to the witness that being undertaken. This 
provides for autonomy for staff. Decision-making is shared and involves 
different members of the organization as it corporately seeks to rely on 
the Holy Spirit for inspiration and guidance.  

6.1.8 Orientation and Focus 

This dimension reviews the relationship between an organization and its 
environment. In the extreme, either the organization itself assumes con-
trol, or else is controlled by its external environment. In addition, this di-
mension also considers the fundamental orientation of the organization as 
either internal or external.317 

The work of World Vision is done with the intention to honor God, in 
ways that point people to the activity and character of God.318 This inten-
tion indicates a clear internal orientation that the organization needs to 
preserve. However, this does not mean that the organization works alone. 
In the core value “we are partners,” World Vision sees itself as a partner 
with the poor and with donors in shared ministry, it seeks to pursue rela-
tionships with all churches and desires mutual participation in ministry. 
It maintains a co-operative stance and a spirit of openness towards other 
humanitarian organizations.319 

It can be said that World Vision actively engages in external partner-
ships while maintaining its internal orientation as it seeks to honor God 
and respond to God’s direction in diverse contexts. 

6.1.9 Summary of Values Required to Maintain Christian 
Identity  

Thus far, World Vision Christian values have been described according to 
eight different organizational culture dimensions. This answers the sub 
question: “What Christian values are espoused by World Vision based on 
its core documents according to the organizational culture dimensions?” 
These values form the basis of the questions posed to the staff members. 

                                             
317 Detert, Schroeder, and Mauriel, “A Framework for Linking Culture and Improve-

ment Initiatives in Organizations,” 857. 
318 World Vision, “Witness to Jesus Christ Policy.” 
319 World Vision, “Core Values,” Partnership Core Documents (March 1990).  
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Table 6.1 provides a summary of these World Vision Christian values com-
pared according to the eight different dimensions. In addition, the ex-
pected practices of each Christian value that was interpreted by the panel 
are mentioned in bold in the table. The practices show the presence of 
these values within the organization.  

 
Organizational Cultural 
Dimensions 

World Vision Values and practices 

Basis of truth and ration-
ality in the organization 

World Vision takes the Bible seriously as it 
provides the organization an increased un-
derstanding of Christ in his identification 
with the poor and the oppressed. 

 Staff members understand Christ’s iden-
tification with the poor and oppressed 
as described in the Bible.  

 Decision-making Processes in the organ-
ization incorporate the biblical under-
standing  

Nature of time and time 
horizon 

World Vision seeks to be responsive to 
God’s direction in diverse contexts, as it 
seeks to bring God’s reign in the present. 

 Staff members earnestly seek God’s di-
rection in decision making  

 Decisions are made in a timely manner, 
responding to current issues while mak-
ing room for emergencies  

Motivation World Vision is intrinsically motivated to 
do good work as the love of God compels it. 

 Religious Orientation of World Vision is 
a key factor in the quality of work that 
World Vision produces 

 Staff choose to work for World Vision 
because of the religious orientation of 
World Vision 
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Stability vs change/inno-
vation/personal growth 

World Vision is open to change and innova-
tion, understands the importance of inten-
tionally discerning the Holy Spirit’s guid-
ance as it understands it own limitations 
and its ultimate dependence on God. 

 World Vision is open and positive to 
change 

 Organizational systems are put in place 
for reliance on the Holy Spirit during 
change and innovation 

Orientation to work/ 
task/coworkers 

World Vision sees people as a priority be-
fore money, structure, systems and other 
institutional machinery 

 People and Culture (Human Resources) 
practices consider the value of staff 
above other constraints 

 Time is provided for staff fellowship as 
well as other staff spiritual nurture ac-
tivities 

Isolation vs collabora-
tion/cooperation 

World Vision considers relationships key to 
the success of its work.  

 There is an understanding that relation-
ships with internal stakeholders are key 
for the organization’s success 

 The working environment should be 
supportive for the building of work rela-
tionships 

Control/coordination/ 
responsibility 

World Vision makes decisions with differ-
ent members of the organization as the or-
ganization corporately seeks to rely on the 
Holy Spirit for inspiration and guidance. 

 Staff seek for the Holy Spirit’s inspira-
tion and guidance collectively 

 Staff views are represented in the deci-
sion-making process  
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Orientation and Focus World Vision actively engages in external 
partnerships as it seeks to honor God and 
respond to God’s direction in diverse con-
texts. 

 External partners of World Vision are 
clearly identified keeping in mind mu-
tual participation in ministry 

 Clear strategy and work plans are cre-
ated to articulate how World Vision in-
tends to work with external partnerships

6.2 Outlining the Field Research Design to Measure 
Organizational Culture 

The previous section described World Vision’s Christian values with regard 
to each organizational cultural dimension. Expected practices related to each 
value have also been detailed in Table 6.1. To measure these values amongst 
staff members, a mixed method design is adopted. A questionnaire, inter-
views, and focus group discussions were used to test the extent to which 
these Christian values are shared by different organizational staff members. 
In addition, the questionnaire also included questions pertaining to the rela-
tional proximity of different staff members of the organization, a key ele-
ment in understanding the social processes involved in the mediation of or-
ganizational culture. These different tools are described in this section.  

6.2.1 Questionnaire 

To understand the extent that these values are part of the actual organi-
zational culture in the different locations, the organizational practices 
that are expressed from these values should first be ascertained. These or-
ganizational practices are the expressed layer of the organization’s cul-
ture, easy to measure through the use of questionnaire. Together with fo-
cus group discussions and individual interviews, the extent that the values 
and practices prevalent in the organization can be determined.  

The questionnaire, developed in collaboration with the panel, is a 
standardized tool to be used in both offices. This can be used as compara-
tive data between the different World Vision offices. This questionnaire 
included an introductory section, questions about each organizational cul-
tural dimension, and questions about relationship proximity. Because of 
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the length of the questionnaire, the relationship between the questions 
and the relevant cultural dimensions as well as relational proximity are 
presented in Appendix 1.  

In addition to the questionnaire, focus group discussions and inter-
views were also implemented in this case study as a means to further verify 
information provided by the questionnaire. These are presented next.  

6.2.2 Focus Group Discussions and Interviews 

To validate the information received from the questionnaire, both focus 
group discussions and interviews were also carried out in this field research.  

Individual interviews were carried out with selected members of the 
senior leadership in each office. In addition, focus group discussions were 
carried out with various staff members clusters. The introductory ques-
tions in the individual interviews as well as the focus group discussions are 
similar. These questions are presented in Appendix 2.  

6.3 Documenting Research Results 

Thus far, the World Vision Christian values and practices related to each 
organizational cultural dimension have been presented. In addition, the 
field research tools including the questionnaire, focus group discussion, 
and interview questions have also been outlined. The final section of this 
chapter presents specific results for each country office. These two offices 
represent examples of World Vision branch offices implementing the work 
of World Vision. Taking into account that each country is a separate unit 
of analysis, the findings of the research are described separately, first for 
WV (World Vision) Nepal, and then for WV Papua New Guinea. Recogniz-
ing that the data collected represents a key part of the overall process in-
volved in this dissertation, a comprehensive report of the data collected is 
presented in this main text.  

6.3.1 Data Collection in WV Nepal 

World Vision started in Nepal in 2001. In 2012, fourteen Area Development 
Programs (ADP)320 existed all over Nepal, with 167 staff. I visited WV Nepal 
from 5 – 12 February 2012 to conduct the field research. During this time, 
a total of 54 respondents completed the questionnaire, 5 different focus 

                                             
320 Area Development Programs (ADP) are the program areas that World Vision works 

in. Each ADP typically has a manager and staff to support the work done in the ADP. 
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groups sessions were conducted, and 3 interviews with senior manage-
ment team members were conducted. 

6.3.1.1 Introductory Portfolio of Respondents321 
 

Table 6.2 Length of Service with 
World Vision Nepal 

0-2.9 
Years 

3-5.9 
Years 

6-8.9 
Years 

> or = 9 
Years 

How many years have you worked 
in your current role with World 
Vision? (N=54) 

41% 

 

13% 

 

31% 

 

15% 

 

How long have you worked in the 
current World Vision office? 
(N=54) 

26% 

 

17% 

 

39% 

 

19% 

 

Most staff at World Vision Nepal had been employed for a significant 
amount of time. However, they had not been doing the same role during 
their entire tenure. As illustrated in table 6.2, the largest percentage of re-
spondents (41%) worked for World Vision in their current role only be-
tween 0-2.9 years. However, more than half of the respondents at World 
Vision Nepal had worked for World Vision in their current office for more 
than six years (58%). 

 
Table 6.3 Religion of Respondents at World Vision Nepal Percentages 

Christian 56% 

Hindu 41% 

Secular 4% 

When asked about their religious affiliation, 56% respondents responded that 
they were Christians whilst 41% responded that they were Hindu and 4% re-
sponded that they were secular (See table 6.3). World Vision Nepal had more 
Christians working for them than the national average of 1.8%. According to 
the census, the population of Hindus in Nepal was 81.34% on average.322  

 

                                             
321 To refer to the questions that the tables are based on, refer to appendix 2, section 

on personal information and introduction of the questionnaire. 
322 As depicted in “National Population and Housing Census 2011, table 8, population 

by religion and sex, retrieved on October 6, 2015, http://cbs.gov.np/nada/in-
dex.php/catalog/54. 
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Table 6.4 Overall Importance of the Organization’s Religious Motivation 
and Values in Choosing a Job at World Vision Nepal (N=54) 

very important important  not important unrelated  

38.2% 49.1% 7.3% 5.5% 

Importance for Christians of the Organization’s Religious Motivation 
and Values in Choosing a Job at World Vision Nepal (N=31) 

64.5% 32.3% 3.2% 0% 

Importance for Non-Christians of the Organization’s Religious Motiva-
tion and Values in Choosing a Job at World Vision Nepal (N=23) 

4.3% 73.9% 13.0% 8.7% 

As an introductory question to the Christian understanding of the office, 
the importance of an organization’s religious affiliation and values in 
choosing a job was asked. The majority of all respondents (88.9%) re-
sponded that it was important or very important (See table 6.4). It was also 
clear that the religious motivation played a more important role for the 
Christians compared to the non-Christians. One reason that the Christians 
emphasized the importance of the religious motivation was the way that 
recruitment was done in WV Nepal. There was an explicit internship pro-
gram at WV Nepal with youth in churches that often resulted in new re-
cruits of WV Nepal. 

Based on the interviews and focus group discussions, it was also clear 
that World Vision Nepal had not shied away from its Christian identity. 
From its job advertisements, it was clear to potential candidates that it was 
a Christian organization. In addition, the Christian understanding is ex-
plicitly communicated to staff during interviews as well as the orientation 
process. This contributed to the importance that staff members placed on 
the religious motivations and values in choosing a job as they deemed the 
Christian identity important for the organization.  

6.3.1.2 Organizational Culture Dimensions323 

After looking at the introductory information, we can turn our attention 
to the Christian values related to each organizational culture dimensions. 
In this section, the findings of the relevant questions are first presented, 

                                             
323 For the questions that the tables are based on, please refer to Appendix 2 section 

on organizational culture dimensions. 
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before they are interpreted collectively to derive an understanding of the 
importance of the Christian value in each organizational culture dimen-
sion. This is done by looking at the extent the findings reveal the practices 
for each organizational culture dimension. These practices have been de-
tailed alongside the Christian value of each dimension in table 6.1. Infor-
mation from the focus group discussions as well as the interviews are also 
included for a fuller understanding in the documenting of the findings. 
Conclusions from the data collection are made for each organizational cul-
ture dimension at the end of each subsection. After describing each of the 
eight organizational culture dimensions, a summary of the values held by 
World Vision Nepal is documented in 6.3.1.2.9.  

6.3.1.2.1 Basis of truth and rationality in the organization 

The following tables provide the findings regarding this cultural dimen-
sion.  

 
Table 6.5 The Influence of World Vision’s 
Mission Statement at World Vision Nepal for 
All Staff 

Yes No 

Does the Mission Statement influence your 
work? (N=54) 

92.7% 7.3% 

Does the Mission Statement influence your 
office? (N=53) 

85.5% 10.9% 

The Influence of World Vision’s Mission 
Statement at World Vision Nepal for Chris-
tian Staff 

Yes No 

Does the Mission Statement influence your 
work? (N=31) 

93.5% 6.5% 

Does the Mission Statement influence your 
office? (N=30) 

90% 10% 

The Influence of World Vision’s Mission 
Statement at World Vision Nepal for Others  

Yes No 

Does the Mission Statement influence your 
work? (N=23) 

91.3% 8.7% 

Does the Mission Statement influence your 
office? (N=23) 

87% 13% 



148 Countering Mission Drift in Christian Organizations 

One way of understanding whether staff members internalized Christ’s 
identification with the poor and oppressed is by looking at how World Vi-
sion’s mission statement influenced the respondents in their work and in 
the office where they work. Most respondents indicated that the mission 
statement affected both one’s work and one’s office (table 5.5). However, 
the perceived influence of the mission statement to the office was less than 
that of the individual (85.5% instead of 92.7% for all staff). In addition, 
there was no significant difference in response between Christian and 
other staff.  

When asked for concrete examples of influence, from the mission 
statement, comments included “works for the poor and marginalized,” “it 
was motivating to follow God’s example in loving the poor and oppressed.” 
With those who disagreed that the mission statement influenced their 
work, individuals considered the difficulty of applying the mission state-
ment to their work. They did not see the difference between the work of 
World Vision and that of other organizations since the mission statement 
was not applicable to their “everyday work.” There was little perceived 
difference between World Vision and other organizations.  
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Table 6.6 The Relative Importance for Decision Making  
at World Vision Nepal (1 being the most important) 

  

G
lobal &

 regional strategies 

D
onor Expectations 

Country Statistics 

Relationship w
ith the governm

ent and 
other stakeholders in the com

m
unity 

Field Financial guidelines 

H
um

an Resources policies 

Biblical perspectives on the decision 
that is being m

ade 

Local cultural practices 

Overall (N=50) 

mode 1 4 1 3 5 6 7 8 

median  2 4 2 3 5 5 5 5 

average 3.4 4.5 2.6 3.6 4.9 4.9 4.8 5.0 

rank 2 4 1 3 6 7 5 8 

Christians (N=28) 

mode 1 5 1 2 7 4 1 8 

median  3 4.5 2 3 5 4 4 6 

average 4 4.63 2.83 3.64 5.04 4.7 4.28 5.46 

rank 3 5 1 2 7 6 4 8 

Non-Christians (N=22) 

mode 1 4 2 3 6 6 7 8 

median  2 4 2 3 5 6 6.5 4 

average 2.64 4.25 2.24 3.55 4.73 5.09 5.5 4.84 

rank 2 4 1 3 5 7 8 6 

Table 6.6 indicated key information used in decision making in the office. 
In WV Nepal, country statistics were unanimously the most important for 
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all staff, Christians and Non-Christians. In addition, it was also clear that 
the influence the Non-Christian staff have as there was similar ranking be-
tween the Non-Christian staff and the overall staff.  

One clear example of the influence of the Non-Christian staff was the 
diminished importance of the biblical perspectives due to the perceptions 
of the Non-Christian staff. This led to an average importance of 5.5 for all 
staff compared to 4.28 for Christian staff. When staff were asked why they 
thought these biblical perspectives were not as important, staff assumed 
that that these perspectives had already been incorporated into global or 
regional strategies and were therefore not explicitly considered in deci-
sion making at the country level. In addition, because of the importance of 
the global and regional strategies perceived by other staff, this ended up 
becoming the second most important overall factor for decision making 
after country statistics. This global and regional strategies was clearly 
more important for Non-Christians with an average score of 2.64 as com-
pared to 4 for Christians.  

 
Table 6.7 Scriptures in Decision-making Process at World Vision Nepal 

Scriptures are consulted as part of the 
decision-making process  

Yes No 

All (N=52) 56% 44% 

Christians (N=29)  48.3% 51.7% 

Non-Christians (N=23) 65% 35% 

Scriptures are considered in the deci-
sion-making process in the following 
manner 

Collectively Individually 

All (N=40) 24 16 

Christians (N=24) 11 13 

Non-Christians (N=16) 13 3 

Based on table 6.7, a slight majority (56%) of all respondents agreed that 
scriptures were consulted as a part of the decision-making process. Com-
paring the results of Christian staff members and non-Christian staff mem-
bers, more Non-Christians believed that scriptures were involved in deci-
sion making compared to Christian staff members. 65% of Non-Christians 
said yes to scriptures being consulted while 48.3% of Christians believed 
that they were used. In addition, more people believed that scriptures 
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were used collectively instead of individually, particularly in the Non-
Christian category.  

Broaching this further in focus group discussions, what was clear was 
the recollection of organizational events that depended on scriptures. This 
included events such as regular devotions, as well as special occasions like 
World Vision partnership’s day of prayer or Christmas and Easter celebra-
tions. At World Vision Nepal, devotions are taken seriously. There was a 
spiritual nurture coordinator whose role was to decide on the content of 
devotions as well as coordinate these devotions and prayer requests across 
the organizations. Devotions were done on a regular basis in the different 
locations that World Vision Nepal operated in and its content related to 
the different strategic decisions it needed to make. With regard to the use 
of scriptures individually, it was clear during the different discussions that 
this was dependent on individual leaders and their personal views and 
preference about scriptures. There was no perceived standard with regard 
to this.  

 
Table 6.8 Obstacles in Using Scriptures in the Decision-making Process 

at World Vision Nepal 
 One needs 

to be sen-
sitive to 
the Non 
Christian 
country 
context 
that we 
are oper-
ating in 

Scriptures 
are not 
relevant 
in the de-
cision 
making 
process 

Use of 
Scriptures 
is per-
sonal and 
should 
not be 
used in 
work re-
lated deci-
sions 

One needs 
to be sen-
sitive to 
other staff 
in the of-
fice that 
are not 
Christian 

Others – 
please 
specify 

Overall 
(N=45) 

27 3 10 21 4

Christians 
(N=26) 

11 1 4 7 1

Non-
Christians  
(N= 19) 

16 2 6 14 3
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Table 6.8 showed the results given when asked about the obstacles in using 
scriptures for decision making. Overall, the key obstacles that were men-
tioned were related to the non-Christian environment that World Vision 
operated in (27 responses), as well as to the non-Christian staff working in 
World Vision (21 responses). This trend was observed for both Christian 
and Non-Christian staff.  

Based on the responses in this section as illustrated in table 6.6 to table 
6.8, one can conclude that for World Vision Nepal, there was an under-
standing that the Bible was important to the organization. Bible verses 
were particularly used during devotions and other special events at World 
Vision. However, there was no clear consensus about how the bible was 
consulted in decision-making as well as the validity of the bible for every-
day work. Staff members have explicitly questioned the applicability of 
scriptures for their day to day work. In addition, staff members assumed 
that the Biblical perspective have already been worked out at the global 
and regional level, and as such, were not necessary to be contemplated 
again at the country level.  

6.3.1.2.2 Nature of Time and Time Horizon 

The following tables provided the findings with regard to this cultural di-
mension.  

 
Table 6.9 Extent of Importance in Goal Setting at World Vision Nepal 

   Compli-
ance to 
pre-dis-
cussed 
strategy 
and ob-
jectives 
for the 
office 

Consid-
eration 
of opera-
tional 
chal-
lenges as 
they 
arise at 
the cur-
rent mo-
ment 

Planning 
for fu-
ture ob-
jectives 
and di-
rection 
of the of-
fice 

Consid-
eration 
of emer-
gencies 
in the 
country 
context 
and the 
response 
of the of-
fice to 
the 
emer-
gency 

The fol-
lowing 
of God’s 
direc-
tion in 
the 
comple-
tion of 
the goal

Overall  Mode 1 3 2 4 5 
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(N=48) Median 2 3 2 4 3 

Average 2.23 2.83 2.33 3.27 3.04 

Rank-
ing 

1 3 2 5 4 

Chris-
tians 

(N=27) 

Mode 1 3 2 4 1 

Median 2 3 2 4 1.5 

Average 2.6 2.8 2.3 3.2 2.6 

Rank-
ing 

2 3 1 4 2 

Non-
Chris-
tians 

(N=21) 

Mode 1 3 2 4 5 

Median 1 3 2 4 5 

Average 1.9 2.9 2.4 3.3 3.5 

Rank-
ing 

1 3 2 4 5 

One way to understand if God’s direction was sought in decision-making 
was to consider how goals were set. As table 6.9 depicted, most respond-
ents overall considered compliance to pre-discussed strategy and objec-
tives as the most important in decision making, followed by planning for 
future objectives. This compliance to the pre-discussed strategy and ob-
jectives was also perceived as the most important for non-Christian staff.  

With respect to the particular Christian value, Christian staff members 
in general believed that following God’s direction was important (average 
of 2.6), this sentiment was not shared by Non-Christians who believed that 
God’s direction was the least important (average of 3.5).  

Prodding further through focus group discussions, it was evident that 
decision making was clearly defined at World Vision Nepal, with clear 
rules of engagement for different levels of stakeholders. This clear struc-
ture of compliance has at times led to discontentment with respondents 
who mentioned the ‘strict, rigid’ measures. They mentioned examples of 
how they were pressured to spend money based on project timelines in-
stead of focusing on quality. In addition, the need to comply to project 
plans and policies had also led staff members to think that they were “un-
able to directly help those in need in the field.”  

When asked specifically about following God’s direction, respondents 
once again raised the assumption that these perspectives had been in-
cluded in the region or global strategies that they sought to implement. At 
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the same time, the understanding of emergencies impacting decision mak-
ing was ranked the lowest (fifth) in the decision making of goals in the of-
fice.  

 
Table 6.10 Extent that Goals are Time Bound with Timelines Observed 

(N=46) 

Goals are not 
time bound, 
timelines are 
not observed at 
all 

Goals are sel-
dom time 
bound, time-
lines are not ob-
served most of 
the time 

Goals are some-
what time 
bound, time-
lines are ob-
served as far as 
possible 

Goals are ex-
tremely time 
bound, time-
lines are ob-
served strictly 

11% 11% 46% 33% 

Responses in table 6.10 regarding timelines showed a clear understanding 
that goals were mostly time bound. 46% of the respondents observed that 
timelines were observed as far as possible, while 33% respondents consid-
ered that goals were extremely time bound.  

 
Table 6.11 World Vision Nepal Seeks God’s Direction in the Setting of Goals 

 Yes No 

Overall (N=51) 80% 20% 

Christians (N=29) 76% 24% 

Non-Christians (N=22) 86% 14% 

A large majority of all respondents (80%) said yes when asked directly if 
God’s direction was sought in the setting of goals (Table 6.11). Christians 
were more critical compared to the non-Christians on whether God’s di-
rection was sought in the setting of goals. 76% of Christians believed that 
God’s direction was sought compared to 86% of non-Christians.  
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Table 6.12 How World Vision Nepal Seeks God’s Direction  
in the Setting of Goals 

 Setting 
aside 
time for 
prayer 
during 
office 
hours 

Reading 
the bi-
ble 

Regular 
devo-
tions 

Personal 
reflec-
tion 

Setting 
aside 
time for 
decision 
makers 
to re-
flect on 
the 
work is-
sues 

Using 
Chris-
tian 
princi-
ples for 
work 
prac-
tices 

Overall 
(N=48) 

14 16 32 11 15 27 

Chris-
tians 
(N=27) 

7 7 17 5 8 14 

Non-
Chris-
tians  

(N=21) 

7 9 15 6 7 13 

When asked how God’s direction was sought, majority of the staff consid-
ered regular devotions as well as the use of Christian principles for work 
practices as main ways in which God’s direction is considered (Table 6.12). 
This trend was described by both Christian and non-Christian staff mem-
bers. During focus group discussions, the kind of Christian principles that 
were mentioned included principles like “stewardship” as well as “ac-
countability.”  
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Table 6.13 Obstacles in Seeking God’s Direction  
in the Setting of Goals at World Vision Nepal 

 To be 
sensitive 
to the 
Non- 
Chris-
tian 
country 
context 
that we 
are op-
erating 
in 

God’s di-
rection 
is not re-
lated to 
the set-
ting of 
goals of 
the or-
ganiza-
tion 

To be 
sensitive 
to staff 
who are 
not 
Chris-
tian 

I do not 
know 
what 
God’s 
guidance 
is 

Others – 
please 
specify 

Overall (N=46) 36 3 13 1 5 

Christians (N=24) 18 0 8 1 5 

Non-Christians 
(N=22) 

18 3 5 0 0 

When asked about the obstacles related to seeking God’s direction, re-
spondents listed the country context as well as the non-Christian staff as 
important reasons requiring sensitivity. (Table 5.13). There was no distinct 
difference in trend between the Christian and Non-Christian staff.  

Table 6.9 to table 6.15 revealed the findings regarding the cultural di-
mension, nature of time and time horizon. It can be said from these find-
ings that staff members believed that God’s direction was sought in the 
goals that they set. However, it was also clear that God’s direction was not 
actively sought, but rather compliance to pre-discussed strategies. Seeking 
God’s direction seemed to be secondary to the pre-discussed strategies. At 
the same time, emergencies were not directly planned for in the setting of 
goals.  

6.3.1.2.3 Motivation 

Tables 6.14 and 6.15 documented the findings with regard to the organiza-
tional dimension motivation.  
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Table 6.14 Reasons for Working with World Vision Nepal 

Reasons why an individual works for World Vision Nepal 

  

Job D
escription 

Sector (IN
G

O
, N

PO
) that 

W
orld V

ision is a part of 

Existing staff in the O
ffice 

Religious Identity of W
orld 

V
ision 

Espoused values and m
ission 

of w
orld vision 

Conditions offered by W
orld 

V
ision (salary &

 benefits) 

O
thers – please specify 

Overall 
(N=53) 

Mode 1 2 4 1 2 6 1 

Me-
dian 

2 3 4 3 3 4 1 

Aver-
age 

2.34 2.95 4.17 3.11 2.95 4.05 2.50 

Rank-
ing 

1 2 5 3 2 4  

Chris-
tian 
(N=30) 

Mode 3 1 6 1 2 6  

Me-
dian 

3 3 4 1 2 4  

Aver-
age 

3.08 3.22 4.47 2.07 2.91 4.17  

Rank-
ing 

3 4 6 1 2 5  

Non- 
Chris-
tian 
(N=23) 

Mode 1 3 4 5 1 2  

Me-
dian 

1 2.5 4 5 3 3  

Aver-
age 

1.5 2.7 3.8 4.7 3 3.9  

Rank-
ing 

1 2 4 5 3   
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Reasons why other staff might choose to work World Vision 

Overall 
(N=53) 

mode 1 1 6 5 3 2  

me-
dian 

3 2 4 5 4 2  

aver-
age 

2.64 2.30 4.27 3.93 3.87 2.98  

rank-
ing 

2 1 6 5 4 3   

Chris-
tian 
(N=30) 

mode 3 1 6 1 5 2  

me-
dian 

3 2 5 3.5 5 2  

aver-
age 

3.08 2.38 4.36 3.42 4.28 2.8  

rank-
ing 

3 1 6 4 5 2  

Non- 
Chris-
tian 
(N=23) 

mode 1 1 4 5 4 6  

me-
dian 

2 2 4 5 4 3  

aver-
age 

2.10 2.19 4.16 4.58 3.38 3.25  

rank-
ing 

1 2 5 6 4 3  

Based on the responses collated in table 6.14, the overall main reason why 
an individual would join World Vision was because of the job description. 
This importance of the job description was echoed by Non-Christian staff. 
For Christian staff members, the religious identity of the organization was 
the main reason.  

As a means of validating the responses received as well as providing 
further critical distance to the understanding of motivation, respondents 
were also asked a slightly different question, “why others choose to work 
at World Vision.” In response to this question, different main reasons were 
suggested. The overall main reason was the sector that World Vision was 
part of, that of an International Organization. This reason was also af-
firmed by the Christian staff. Non-Christian staff however stayed true to 
the job description as being the most important reason for choosing the 
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job. It was also interesting to note that the religious motivations of the or-
ganization ranked fourth for Christian staff, a contrast to the most im-
portant reason for personally joining the organization.  

Based on this table, it can be concluded that the religious identity of 
World Vision was not decisive as to why an individual joined World Vision. 
Instead, the reputation and recognition of World Vision as an Interna-
tional Organization was brought up as a key reason why individuals joined 
World Vision. Based on the focus group discussions, it was even suggested 
that as an international organization, staff could join the United Nations 
after their stint with World Vision.  

 
Table 6.15 Motivating and Demotivating Factors at World Vision Nepal 

What are the top three factors that motivate you in your current role? 

 

M
anagem

ent style of Sen-
ior Leadership Team

 

W
ork place environm

ent 

Job Scope 

Career A
dvancem

ent O
p-

portunities 

Learning and D
evelop-

m
ent A

ctivities 

Changes in w
ork condi-

tions (Salary and Benefits)

M
ission and Purpose of 

W
orld V

ision 

O
thers – please specify 

Overall 
(N=54) 

5 40 14 16 33 5 30 1 

Chris-
tian 
(N=31) 

4 19 7 8 20 2 19 1 

Non-
Chris-
tian 
(N=23) 

1 21 7 8 13 3 11  

What are top 3 factors that demotivate you in your current responsibility?

Overall 
(N=54) 

28 11 14 16 10 29 4 8 
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Based on table 6.15, the top three motivational factors for all staff members 
included the workplace environment, learning and development activities, 
and the mission and purpose of World Vision. This was consistent for both 
Christian and Non-Christian staff. The top three demotivating factors in-
cluded work conditions (Salary and Benefits), management style of the senior 
leadership team, and career advancement opportunities. This was also con-
sistent for both Christian and Non-Christian staff. It was worth nothing that 
while job scope figured as an important factor in choosing a job with World 
Vision, it was not considered as strongly motivating or demotivating.  

From the responses given in both table 6.14 and 6.15 regarding the cul-
tural dimension motivation, it can be concluded that the religious orien-
tation of the organization was clearly not the primary motivation for staff 
working in the organization or for them to continue in their jobs. Factors 
like program content or work colleagues were more motivational for re-
spondents to do a good job as compared to the religious orientation.  

6.3.1.2.4 Stability vs Change/Innovation/Personal Growth  

Table 6.16 to table 6.22 documented the findings with regard to the cul-
tural dimension stability vs change/innovation/personal growth. 

 

Table 6.16 Understanding of Change at World Vision Nepal 

How often do changes in your office takes place? (N=54) 

Very often  Often Sometimes Seldom 

13% 24% 44% 19% 

How does your office consider change? (N=53) 

Change is ex-
tremely unde-
sirable 

Change is some-
what undesira-
ble 

Change is some-
what desirable 

Change is ex-
tremely desira-
ble 

4% 17% 60% 19% 

Chris-
tian 
(N=31) 

15 8 8 8 3 17 2 6 

Non- 
Chris-
tian 
(N=23) 

13 3 6 8 7 12 2 2 
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From table 6.16, a majority of respondents described changes in the organ-
ization to take place fairly frequently within the organization (often and 
sometimes). For most respondents, change was seen positively with it be-
ing considered somewhat desirable (60%) or extremely desirable (19%).  

 
Table 6.17 Changes that Take Place Most Often  

at World Vision Nepal (N=47) 
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r 

A
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e 
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median 3 3 4 4 5 6 1 6

average 3.4 3.6 4.0 3.9 4.9 5.5 2.7 5.4

ranking 2 3 5 4 6 8 1 7

Based on table 6.17, the highest noted change in the organization was staff 
turnover, followed by organizational processes and the field financial 
manual.  

 
Table 6.18 Main Reasons for Changes in the Office  

at World Vision Nepal (N=48) 

Sudden 
change in en-
vironmental 
conditions in 
country con-
text 

Management 
style of Sen-
ior Leader-
ship within 
the office 

Change in 
Partnership 
direction 

Desire for 
continuous 
improve-
ment and 
progress in 
office 

Others – 
please  
specify 

12 22 14 20 3

As reported by respondents as outlined in table 6.18, the main reasons for 
changes in the office were the management style of senior leadership as 
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well as the organization’s desire for continuous improvement and pro-
gress in the office.  

 
Table 6.19 God’s Guidance Sought in the Consideration of Changes at 

World Vision Nepal 

 Yes  No 

Overall (N=52) 65% 35% 

Christians (N=30) 50% 50% 

Non-Christians (N=22) 86.4% 13.6% 

Based on table 6.19, the overall majority (65%) of the respondents believed 
that God’s guidance was considered in the changes in the office. Non-
Christians were more certain about God’s guidance being sought after 
compared to Christians.  

 
Table 6.20 When God’s Guidance is Considered in the Change Process  

at World Vision Nepal 

 In the eval-
uation of 
need for 
change 

Planning 
process for 
change 

During 
change pro-
cess 

After change 
process, as 
means of re-
flection 

Overall 
(N=45) 

22 27 18 21

Christians 
(N=24) 

10 14 11 12

Non-Chris-
tians (N=21) 

12 13 7 9

With respect to where in the change process God’s guidance was sought, 
most of the respondents believed God’s guidance was considered in the 
planning process (see table 6.20). This was followed by the period of eval-
uation of need for change, after the change process and during the change 
process. This trend was consistent for both Christian and Non-Christian 
staff members.  
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Table 6.21 How God’s Guidance is Considered in the Changes  
Experienced by World Vision Nepal 

 Setting 
aside 
time for 
prayer 
during 
office 
hours 

Reading 
the bible

Regular 
devo-
tions 

personal 
reflec-
tion 

Setting 
aside 
time for 
decision 
makers 
to re-
flect on 
the 
work is-
sues 

Using 
Chris-
tian 
princi-
ples to 
under-
stand 
change 

Overall 
(N=46) 

15 14 28 9 12 17

Chris-
tians 
(N=26) 

8 7 15 5 6 7

Non-
Chris-
tians 
(N=20) 

7 7 13 4 6 10

When asked how God’s guidance was considered in the decision-making 
process, the most frequented response was through regular devotions (Ta-
ble 6.21). This trend was seen in both Christian and non-Christian staff. 
Other options of how God’s direction was sought were the use of Christian 
principles to understand change, setting aside time aside for prayer during 
office hours and reading the bible. What was mentioned during the focus 
group discussions was also the importance of the individual leader on re-
lying on God’s dependence. Different leaders had different views about the 
role of God in decisions made at World Vision.  
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Table 6.22 Obstacles in Seeking God’s Guidance in Changes  
that Take Place at World Vision Nepal 

 To be sen-
sitive of 
the Non- 
Christian 
country 
context 
that we 
are oper-
ating in 

The 
Holy 
Spirit 
speaks 
to indi-
viduals 
and not 
corpo-
rately to 
the or-
ganiza-
tion 

To be 
sensi-
tive to 
staff 
who are 
not 
Chris-
tian 

God’s 
guid-
ance is 
not re-
quired 
to assist 
in 
changes 
in the 
Organi-
zation 

I do not 
know 
what 
God’s 
guid-
ance is 

Others -
Please 
specify 

Overall 
(N=45) 

24 9 13 4 4 24

Chris-
tians 
(N=27) 

11 6 8 3 1 11

Non-
Chris-
tians 
(N=18) 

13 3 5 1 2 13

The main obstacle in seeking God’s guidance perceived by majority of the re-
spondents was the non-Christian context that World Vision was operating in 
(table 6.22). This was echoed by both Christian and Non-Christian staff. This 
obstacle of the Non-Christian context was also repeated in the use of scrip-
ture as well as God’s guidance in goal setting as depicted in tables 6.8 and 6.13.  

With regard to this cultural dimension, stability vs change/innova-
tion/personal growth, respondents indicated that the office had a positive 
outlook toward change. God’s direction was most sought after during the 
planning for change. Main reasons for change in the office included the 
management style of the senior leadership team, and the desire for inno-
vation. As for the nature of these changes, the majority were related to 
people, organizational systems, and policies. Based on these responses 
given, it can be concluded that while change is embraced, the relationship 
of change to God’s dependence was not clearly expressed and embraced by 
members of the office. 
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6.3.1.2.5 Orientation to Work/Task/Co-workers 

Tables 6.23 provided findings to the organizational dimension, orientation 
to work/task/co-workers.  

 
Table 6.23 Priority for World Vision Nepal from the Most Important  

to the Least important 

Overall 
(N=49) 

Comple-
tion of 
pre-agreed 
tasks as 
deter-
mined by 
formal 
docu-
ments of 
World Vi-
sion 

Observa-
tion of or-
ganiza-
tional 
structures 
and the 
relevant 
levels of 
authority 

Observa-
tion of 
field fi-
nancial 
manual 

Observa-
tion of 
P&C (Peo-
ple and 
Culture) 
policies  

(Human 
Resources)

Relation-
ships be-
tween in-
dividuals 
within and 
outside of 
organiza-
tion 

mode 1 1 3 4 5

median 1 2 3 4 4

average 2.11 2.48 2.90 3.29 3.31

rank 1 2 3 5 4

As detailed in table 6.23, task completion was considered to be of utmost pri-
ority for the office. This was followed by the observation of organizational 
structures and the observation of the field financial manual. People & Culture 
policies held the least important priority for their office. This focus on work 
tasks or structures above people was reinforced during focus group discus-
sions. Staff members recounted the rigidity of structures in the office, such 
as the inability to use office vehicles or the difficulty of having only one com-
puter in the field office. They also considered how project implementation 
prioritized policies, systems and structures instead of the target people.  

In defense to World Vision being people oriented, staff members rec-
ognized World Vision as one of the few organizations in Nepal that paid 
the full medical claim, and provided staff care, maternity leave, social se-
curity and family leave. One member of the leadership team emphasized 
the equality of the People and Culture policies. Regardless of an individ-
ual’s position in the office, people were treated equally. As an example, 
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they were provided with the same travelling benefits. This response dif-
fered starkly from the response of the questionnaire where respondents 
felt that human resources policy had low priority. One plausible reason 
why respondents might have considered people and culture policies to 
have the lowest priority could be the perceived differential treatment be-
tween staff from field offices and those in the central office at the capital. 
During focus group discussions, staff members brought up the inequality 
of salary or staff development opportunities where staff in the central of-
fice were given priority.  

Another aspect related to valuing people was the resources spent on 
staff’s spiritual nurture. Apart from regular devotions, World Vision gave 
out long service awards to their long serving staff, celebrated Christmas 
and Easter and observed the partnership Day of Prayer. They also sent reg-
ular emails encouraging staff with Bible verses. These activities were con-
sidered key to the staff’s spiritual nurture. In addition, each field office had 
a spiritual point person who was responsible for the implementation of 
spiritual nurture activities such as devotions, compiling prayer requests as 
well as active care for staff.  

Based on the findings, it was clear that World Vision did seem to value 
their staff members. However, respondents did not believe that World Vi-
sion prioritized them before money, structure, systems and other institu-
tional machinery. 

6.3.1.2.6 Isolation vs Collaboration/Cooperation 

Tables 6.24 to 6.26 documented the findings with regard to this cultural 
dimension.  

 
Table 6.24 World Vision Nepal’s Views on Relationships  

with Internal Stakeholders (N=52) 

Relationships 
are very im-
portant and are 
considered to be 
key to success to 
the office 

Relationships 
are important 
and are consid-
ered to be a use-
ful component 
in the office 

Relationships 
are somewhat 
important and 
are considered 
good to have 
important in the 
office 

Relationships 
are not im-
portant to the 
success of the 
office 

56% 34% 10% 0%
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There was a clear understanding among the respondents that relation-
ships with internal stakeholders were very important or important. In ta-
ble 6.24, more than half of the respondents considered relationships to be 
key to the success of the office (56%).  

 
Table 6.25 The Role of Relationships for Internal Stakeholders  

at World Vision Nepal 

Relationships do not have a role. 
W

ork tasks should be com
pleted 

independent of relationships 

Relationships are able to provide 
new

 netw
orks that m

ight be use-
ful in w

ork context 

Relationships are im
portant in 

current cultural contexts as basis 
for w

orking in said context 

Relationships lead to trust, w
hich 

is effective for accom
plishing 

w
ork 

Relationships provide opportuni-
ties to w

itness to G
od’s love 

Relationships enable diversity of 
people to w

ork together 

O
thers – please specify 

Overall (N=52) 

3 28 25 31 29 26 1

Christians (N=31) 

3 15 15 19 22 17

Non-Christians (N=21) 

0 13 10 12 7 8 0

When asked about the role of relationships (table 6.25), more than half of 
the respondents linked this to the accomplishment of work. Other key 
roles for relationships included opportunities to witness to God’s love as 
well as to provide new networks that might be useful in the work context. 
The witness to God’s love was the most important reason for relationships 
for Christians but did not play an important for Non-Christians. The new 
networks that might be useful in the work context were seen to be more 
important for Non-Christians.  
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Table 6.26 How Work is Accomplished at World Vision Nepal (N=49) 

Work is done individually with in-
dividuals responsible for work out-
puts 

Work is done collectively with 
team collectively responsible for 
work outputs 

32% 68%

This understanding of relationships as important for the accomplishment 
of work made sense in light of the responses given to the question regard-
ing how work was accomplished in the office. As depicted in table 6.26, 68% 
of the respondents considered work as done collectively with the team re-
sponsible for work outputs.  

In general, the positive working environment was mentioned in differ-
ent focus group discussions. This included comments like “friendly’ envi-
ronment” or “team building approach.” One leader remarked that he in-
tentionally cared for his people, washed their feet, respected and shared 
with them. He encouraged his staff to be involved. In conclusion, it can be 
said that the leadership of World Vision did encourage a positive working 
environment, where relationships were considered important for the suc-
cess of the office.  

6.3.1.2.7 Control/Coordination/Responsibility 

The findings of this cultural dimension were documented in table 6.27 to 
table 6.29.  

 
Table 6.27 Decision Making at World Vision Nepal 

How are decisions generally made in the office? (N=51) 

Decisions are 
made mainly by 
the National Di-
rector with little 
or no consulta-
tion with others 

Decisions are 
made mainly by 
the Senior Lead-
ership Team 
with little or no 
consultation 
with others  

Decisions are 
made by the 
Senior Leader-
ship Team in 
consultation 
with some man-
agers 

Decisions are 
made collec-
tively by the 
Senior Leader-
ship in consulta-
tion with differ-
ent levels of 
staff 

6 15 28 16
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How are decisions communicated to different members of the office? 
(N=53) 

Through email 1 to 1 meetings 
with direct 
managers 

Corporate staff 
meetings 

Others – Please 
Specify 

47 9 18 4

As shown in table 6.27, decisions are perceived to be made by the Senior 
Leadership Team in consultation with the managers. When asked during 
interviews and focus group discussions, individuals commented that there 
was a set procedure depending on the decision made. This procedure 
ranged from being participatory to consulting with relevant stakeholders, 
to discussing with specific function directors, to discussing amongst the 
senior management team and the National Director. Ultimately the deci-
sion maker decides the procedure depending on the decision. With regard 
to decisions made by the senior leadership team, the department director 
of the decision will be responsible for collecting relevant information. This 
information will form the basis for decision making made by the leader-
ship team. As a follow up, relevant policies as well as organizational pro-
cesses were drawn up.  

When asked about the way that decisions are communicated, it has 
been reported that most decisions were communicated via emails. The 
next most common method was through staff meeting. During focus group 
discussion, there seemed to be a disconnect felt by field staff from the cen-
tral office. Field staff described feeling detached and discriminated be-
cause of the lack of information. In addition, they discussed the barriers 
caused by hierarchy and fixed job levels. These staff were not made aware 
of decisions made or staff movement.  

 
Table 6.28 God’s Guidance in Decision Making at World Vision Nepal 

 Yes No 

Overall (N=52) 75% 25% 

Christians (N=30) 66.7% 33.3% 

Non-Christians (N=22) 86.4% 13.6% 

As depicted in table 6.28, 75% of the staff believed that God’s guidance was 
sought in the decision-making process. When asked how this guidance was 
sought, the main response was during regular devotions. It is interesting 
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to note that a bigger percentage of Non-Christians believed that God 
guided the decisions at World Vision more than Christians (86.4% com-
pared to 66.7%). 

 
Table 6.29 How God’s Guidance is Sought in the Decision Making  

process at World Vision Nepal 

 

Setting aside tim
e for prayer during 

office hours 

reading the bible 

regular devotions 

personal reflection 

setting aside tim
e for decision m

ak-
ers to reflect on the w

ork issues 

using Christian principles for w
ork 

practices 

others – please specify 

Overall 
(N=48) 

19 12 37 19 11 18 4

Chris-
tians 
(N=26) 

12 5 19 12 6 10

Non-
Chris-
tians 
(N=21) 

7 7 18 7 5 8

In understanding how God’s guidance was included in the decision-making 
process, devotions featured as key to seeking God’s guidance (Table 6.29). 
This was consistent for both Christian and Non-Christian staff.  

Based on the responses received for this cultural dimension, con-
trol/coordination/responsibility, it can be concluded that respondents be-
lieved that there were clear procedures made regarding decisions. In gen-
eral, decisions were made in consultation with some staff members. God’s 
guidance was understood to be sought during regular devotions.  
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6.3.1.2.8 Orientation and Focus 

The final cultural dimension, orientation and focus, is presented in tables 
6.30 and 6.31.  

 
Table 6.30 Views on Relationships with External Stakeholders  

at World Vision Nepal (N=52) 

Relationships 
are very im-
portant and are 
considered to be 
key to success 
to the office 

Relationships 
are important 
and are consid-
ered to be a use-
ful component 
in the office 

Relationships 
are somewhat 
important and 
are considered 
good to have 
important in the 
office 

Relationships 
are not im-
portant to the 
success of the 
office 

31 23 8 0

In general, relationships with external stakeholders were considered to be 
important. As depicted in table 6.30, 31 respondents, more than half of the 
respondents considered relationships to be very important while 23 of the 
respondents considered relationships to be important. One reason why ex-
ternal partners were so important was because, as an international NGO in 
Nepal, World Vision was unable to legally implement activities alone. Le-
gally, only local organizations are able to implement agencies of develop-
ment projects. As such, World Vision Nepal had clear strategies for part-
nerships such as knowledge and resource sharing, legal purposes and 
support.  

Some external partnerships described by respondents included gov-
ernment ministries at different levels (district, local), cooperatives, com-
munity based organizations (CBOs) local NGOs, other INGOS and the UN. 
Working with the government enables sustainability of a project with 
deeper collaboration and resource sharing, while working with local NGOs 
and CBOs is necessary due to government restriction regarding INGOs di-
rectly implementing activities. An established NGO selection process was 
developed centrally by the National Office and used by the different field 
offices.  

Another point regarding external partnerships that was brought up 
during focus group discussions was the relationship between World Vision 
and local churches. At time of the field visit, World Vision did not partner 
with Nepali churches regularly but instead worked with them occasionally 
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depending on the subject. Some examples provided included providing de-
velopment training to pastors and congregational members on an ad hoc 
basis, donating furniture to churches; sending their prayer requests to 
some pastors, publishing internship opportunities in churches and involv-
ing church pastors in events like Christian, Easter and Day of Prayer cele-
brations.  

 
Table 6.31 The Role of Relationships in the office with  

External stakeholders at World Vision Nepal (N=53) 

Relation-
ships do 
not have a 
role. 
Work 
tasks 
should be 
com-
pleted in-
depend-
ent of 
relation-
ships 

Relation-
ships are 
able to 
provide 
new net-
works 
that 
might be 
useful in 
work con-
text 

Relation-
ships are 
important 
in current 
cultural 
contexts 
as basis 
for work-
ing in said 
context 

Relation-
ships lead 
to trust, 
which is 
effective 
for ac-
complish-
ing work 

Relation-
ships pro-
vide op-
portunitie
s to wit-
ness to 
God’s love 

Relation-
ships ena-
ble diver-
sity of 
people to 
work to-
gether 

1 35 31 26 22 21

When asked about the role of relationships with external stakeholders, a 
majority of the respondents considered relationships as key to providing 
new networks that might be useful in the work context. The importance 
of relationships in the cultural context was also an important reason for 
relationships (Table 6.31).  

Based on the different questions and answers related to this cultural 
dimension, responses showed a clear understanding from the respondents 
of who the external partners were, how these partners were involved as 
well as a clear strategy for sustainability and collaboration in their work. 
There were clear strategies and work plans in place showing how World 
Vision would work with external partners. What was not evident was how 
these relationships related to the understanding of God. It was also im-
portant to note that WV Nepal worked with churches on an ad hoc basis 
instead of the churches being a regular partner.  
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6.3.1.2.9 Summarized Values held by World Vision Nepal 

Thus far, we have looked at individual cultural dimensions and the detailed 
findings from World Vision Nepal. For ease of reference, Table 6.32 sum-
marizes World Vision Nepal’s Christian values according to organizational 
cultural dimensions. 

 
Table 6.32 Summary of World Vision Nepal Values 

Basis of truth and  
rationality in the  
organization  

While understanding that scriptures were key to 
the organization, members had questioned the 
explicit applicability of scriptures to their day to 
day work. In addition, staff had an assumption 
that the scriptures and Christian worldview were 
worked out at the global and regional level, and 
as such, were not necessary to be thought 
through at the country level.  

Nature of time and 
time horizon  

While it was clear that goals were time bound, it 
was not clear that emergencies were planned for 
and that God’s direction was actively sought in 
decision making of WV Nepal.  

Motivation The religious orientation of the organization 
could not be seen to be the primary motivation 
for staff working in the organization or for them 
to continue in their jobs. 

Stability vs change/ 
innovation/personal 
growth 

Change was embraced in World Vision Nepal. 
However, the relationship to God’s dependence 
was not as clearly expressed and embraced by 
members of the office. 

Orientation to work/ 
task/coworkers 

While World Vision did seem to have organiza-
tional processes in place that seem to value their 
staff, respondents still did not believe that World 
Vision valued people as a priority before money, 
structure, systems and other institutional ma-
chinery. 

Isolation vs collabo-
ration/cooperation 

World Vision encouraged a positive working en-
vironment, where relationships are considered 
important for the success of the office.  
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Control/coordina-
tion/responsibility 

In general, respondents believed that decisions 
were made in consultation with at least some staff 
members. God’s guidance was understood to be 
sought during regular devotions.  

Orientation and  
Focus  

There was a clear strategy and openness to work 
with external partners in Nepal, where partners 
are involved with the intention of sustainability 
and collaboration in their work. It was not clear 
that these relationships were developed with the 
perspective of honoring God in mind.  

In general, it could be concluded that staff members were aware of man-
agement efforts to incorporate Christian values in the organizational prac-
tices at World Vision Nepal. At the same time, it was also clear that these 
management efforts seem to be lacking as they did not result in Christian 
values having a central place in the organization’s culture.  

6.3.1.3 State of Relationships in WV Nepal 

This section reviews the state of relationships in WV Nepal. To find out 
more about relationships within the office, further questions were asked 
about the state of relationships. In the questionnaire, a total of 21 field 
staff, 17 support staff, 11 middle management and 5 senior management 
staff responded to this section of the questionnaire. This information 
about relationships is useful to understand the social networks involved in 
the overall meaning transmission in the organization. Results are pre-
sented in this section. 

Before these are presented, table 6.33 provide introductory infor-
mation about external relationships that WV Nepal had with stakeholders 
outside WV Nepal.  
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Table 6.33 Ranking of the Stakeholders in the way it Influences the 
Strategy and Direction at World Vision Nepal (N=42) 

 

Beneficiaries of the w
ork of W

orld 
V

ision 

O
ther N

G
O

s w
orking in the sam

e 
country context 

G
lobal Centre 

Relevant Support O
ffices 

Regional O
ffice 

Local churches w
ithin area of w

ork 
in W

orld V
ision in country context 

G
overnm

ent officials in country 
context 

D
irect D

onors 

mode 1 3 1 5 4 8 2 6

median 1 4.5 3 4 4 7 3 6

average 2.29 4.33 3.716 3.98 3.60 6.06 3.38 5.56

rank 1 6 4 5 3 8 2 7

Based on table 6.33, the beneficiaries, government officials and regional 
office were considered to be the most influential to the strategy and direc-
tion of the office.  

 
Table 6.34 Average Rating on Relationships with Stakeholders  

at World Vision Nepal (1= very close, 2=somewhat close,  
3=somewhat distant, 4=very distant) (N=53) 

 

Field Staff 

Support Staff 

M
iddle M

an-
agem

ent 

Senior M
an-

agem
ent 

External 
(G

lobal Centre) 

External (Re-
gional O

ffice) 

External (Sup-
port O

ffice) 

Senior Man-
agement 

2.20 1.80 1.40 1.00 3.20 2.80 2.80

Middle Man-
agement 

1.82 1.73 1.60 2.09 3.22 2.82 2.80
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Support Staff 1.63 1.50 1.69 2.75 3.56 3.25 3.00

Field Staff 1.10 2.00 1.83 2.88 3.86 3.86 3.71

Regarding relationships with WV, staff reported relationships that they 
had with their own category the closest relationships (Table 6.34). In addi-
tion, closer relationships were also reported among stakeholders in the 
same office than those outside such as with the Global Centre, Regional 
Office and Support offices. The relationship with the Global Centre was 
considered the most distant for all stakeholders.  

In the country office, senior management perceived their relationships 
as furthest away from field staff. Middle management, support and field 
staff perceived their relationships as furthest from senior management.  

 
Table 6.35 Average Perceived Influence of Different Stakeholders  

at World Vision Nepal (1=extremely influential, 2= very influential, 
3=somewhat influential, 4= little or no influence) (N=53) 

 

Field 
Staff

Support 
Staff

M
iddle 

M
anage-

t

Senior 
M

anage-
t

External 
(G

C)

External 
(RO

)

External 
(SO

)

Senior Management 2.60 2.20 1.40 1.20 2.80 2.40 2.80

Middle Manage-
ment 

2.09 2.27 2.27 2.09 3.09 2.73 3.00

Support Staff 2.25 2.13 2.19 2.75 3.56 3.33 3.38

Field Staff 1.43 2.21 2.35 2.90 3.76 3.86 3.71

No stakeholder was unanimously perceived to be the most influential in 
the office by all stakeholders. Senior management, support staff and field 
staff considered themselves to be the most influential while middle man-
agement considered both senior management and field staff to be equally 
influential. However, all stakeholders held in consensus that external 
stakeholders were generally considered to be less influential compared to 
internal stakeholders (Table 6.35).  

In the next section, relationships between the stakeholders are further 
analyzed through the use of relationship proximity. This focuses on five 
different domains: directness, continuity, multiplexity, parity and com-
monality. Relational proximity relates to interaction between different 
stakeholders, rather than compatibility. Average scores of each domain for 
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each stakeholder are provided in the reporting of relational proximity. For 
more details about each domain, the full report is provided in Appendix 3.  

6.3.1.3.1 Senior Management 
 

Table 6.36 Average Perception Regarding Relational Proximity  
for Senior Management at World Vision Nepal (N=5)  

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support 
Staff

M
iddle 

M
anage-

Senior 
M

anage-

External 
(G

C)

External 
(RO

)

External 
(SO

)

Directness 2.50 2.15 2.00 1.90 3.65 2.75 2.90

Continuity 2.20 2.19 2.00 1.79 2.95 2.44 3.18

Multiplexity 1.70 1.84 1.76 1.68 2.69 2.31 2.45

Parity 2.19 2.18 2.18 1.76 2.55 2.42 2.32

Commonality 2.14 2.03 2.15 1.69 2.88 2.35 2.46

Overall Average scores 
for Senior Management 

2.14 2.08 2.02 1.76 2.94 2.45 2.66

Table 6.36 depicts the summarized information for senior management ac-
cording to the five different domains in relational proximity. In general, 
senior management saw themselves as closest to other senior manage-
ment members (1.76), ahead of middle management (2.02), support staff 
(2.08) and finally field staff (2.14). This pattern was repeated in the do-
mains parity, continuity and directness. For commonality and multiplex-
ity, senior management saw itself as closer to field staff than to support 
staff.  

Regarding external stakeholders, senior management saw themselves 
closest to the regional office, support offices, followed by the Global Cen-
tre. This trend is seen in the domains commonality, multiplexity and di-
rectness. For continuity, senior management saw itself closer to the Global 
Centre, then the regional office, followed by support offices and for parity, 
senior management saw themselves closer to support offices than to re-
gional office and the Global Centre.  
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6.3.1.3.2 Middle Management  
 

Table 6.37 Perception regarding Relational Proximity  
for Middle Management at World Vision Nepal (N=8) 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support 
Staff 

M
iddle M

an-
agem

ent 

Senior M
an-

agem
ent 

External 
(G

C) 

External 
(RO

) 

External 
(SO

) 

Directness 1.80 1.77 1.86 2.31 3.70 3.50 3.80

Continuity 1.69 1.58 1.86 2.36 3.94 3.83 3.89

Multiplexity 1.81 1.84 1.98 2.90 3.62 3.57 3.57

Parity 1.88 1.96 1.71 2.39 2.86 2.74 2.92

Commonality 1.75 1.88 1.89 2.52 3.11 3.06 3.22

Overall Average scores 
for Middle Management 

1.78 1.81 1.86 2.49 3.45 3.34 3.48

Table 6.37 showed the consolidated information for middle management 
and its perceptions of relationships with other stakeholders. In general, 
the middle management had the closest relationship with field staff (1.78) 
before support staff (1.81) and other middle management staff (1.86). This 
closeness to field staff was also reflected in three of the five domains: mul-
tiplexity, parity and commonality.  

Compared to other internal stakeholders, middle management had a 
distinctly distant relationship with senior management. Middle manage-
ment also perceived a larger distance from external stakeholders, where 
the regional office (3.34) was perceived as the closest compared to the 
Global Centre (3.45) and support offices (3.48).  
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6.3.1.3.3 Support Staff 
 

Table 6.38 Perception regarding Relational Proximity for Support Staff 
at World Vision Nepal (N=8) 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staff 

M
iddle M

an-
agem

ent 

Senior M
an-

agem
ent 

External (G
C) 

External (RO
) 

External (SO
) 

Average on Di-
rectness 

1.91 1.80 2.23 3.27 4.25 4.11 3.82

Average on Con-
tinuity 

1.89 1.77 2.43 2.84 4.20 4.18 3.93

Average on Mul-
tiplexity 

2.09 2.07 2.44 2.77 3.94 3.95 4.08

Average on Parity 2.29 2.30 2.46 2.90 3.25 3.25 3.25

Average on Com-
monality 

2.38 2.25 2.63 3.08 3.50 3.52 3.60

Overall Average 
Scores for Sup-
port Staff 

2.11 2.04 2.44 2.97 3.83 3.80 3.74

Table 6.38 illustrated the perception of support staff on their relationship 
with other stakeholders based on the five different domains of relational 
proximity. 

On average, the support staff perceived themselves to be closest to 
other support staff (2.04) before field staff (2.11) and middle management 
(2.44). This table also showed evidently that support staff felt most distant 
from senior management. This trend was repeated for each of the relation-
ship domains.  

With regard to external relationships, support offices were reported to 
be slightly closer compared to the regional office and the Global Centre.  
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6.3.1.3.4 Field Staff  
 
Table 6.39 Perception Regarding Relational Proximity for Field Staff  

at World Vision Nepal (N=32) 
(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staf f

M
iddle M

an-
agem

ent 

Senior M
an-

agem
ent 

External (G
C)

External 
(RO

) 

External (SO
)

Average on Direct-
ness 

1.14 1.79 2.26 3.24 4.27 4.28 4.14

Average on Conti-
nuity 

1.30 1.91 2.27 3.08 4.09 4.11 4.04

Average on Multi-
plexity 

1.65 2.13 2.47 3.46 4.05 4.13 4.10

Average on Parity 1.73 2.03 2.54 3.05 3.54 3.58 3.51

Average on Com-
monality 

1.67 1.98 2.51 3.17 3.64 3.65 3.62

Average scores for 
Field Staff 

1.50 1.97 2.41 3.20 3.92 3.95 3.88

Table 6.39 consolidated the perception of field staff of their relationship 
with other stakeholders based on the domains of relational proximity. 

On average, field staff considered themselves closest to other field staff 
(1.5). They were next closest to support staff (1.97), followed by middle 
management (2.41) and then senior management (3.2). This trend was con-
sistently repeated for each of the five domains. With regard to external 
stakeholders, the results indicated more distance than for internal stake-
holders, though with little variation in the perceived distance from each 
of the three stakeholders.  

6.3.1.3.5 Relationships in WV Nepal 

This section summarizes the relationships at WV Nepal. This focus on re-
lationships provide deeper insight into social networks present in the or-
ganization. It is also useful for understanding processes involved in group 
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learning, an integral process in organizational culture. Relationship prox-
imity was used to further clarify interaction among different stakeholders 
based on the five different domains.  

Based on the results, the domain receiving the widest range of re-
sponses from all different stakeholders was directness. As previously men-
tioned, directness considers the nearness of contact that the stakeholder 
has with other stakeholders. This wide range of responses may be ex-
plained in part by the varying spatial distance of different stakeholders. 
Some stakeholders are situated in the field office, some in the capital city, 
and others elsewhere around the globe in different support offices, re-
gional offices and Global Centre.  

Another notable finding of this field research is the unanimous dis-
tance that the field staff, support staff and middle management felt from 
senior management. Contrary to sentiments of these staff, senior manage-
ment did not report the same distance from these stakeholders. This dis-
tant relationship was also described during focus group discussions, where 
staff members described the organization’s tendency to work within the 
hierarchy leaving little contact with senior management staff.  

Generally, more distant scores were given to stakeholders outside WV 
Nepal. This may be a reason why Christian values were not central to the 
organization. As seen in chapter four, World Vision Christian values were 
developed as partnership policies, made at a global level. Lack of a deep 
relationship with external stakeholders who were ambassadors of these 
policies might have led to the reduction of impact in the transmission of 
these values to the national office.  

Having finished describing the state of relationships, we complete our 
survey of World Vision Nepal. We next turn our attention to the findings 
of the next office, World Vision Papua New Guinea.  

6.3.2 Data Collection in WV Papua New Guinea 

From 12–16 March 2012, I visited WV Papua New Guinea (PNG). World Vi-
sion started Papua New Guinea in 1974 and in 2012 had only grant projects 
operating in different areas, with the biggest project being TBDots, the 
treatment of tuberculosis. This was a joint effort with the global fund,324 as 
well as the Ministry of Health in Papua New Guinea. During that time, WV 
PNG had a combined staff of 186 persons. During time spent in the office, 

                                             
324 The Global Fund is a financing institution, providing support to countries in the 

response to the three diseases: AIDS, tuberculosis and malaria. See 
http://www.theglobalfund.org/en/ 
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a total of 53 respondents completed the questionnaire, 5 different focus 
groups sessions were conducted and 3 interviews held with different staff 
members. 

6.3.2.1 Introductory Portfolio of Respondents 
 

Table 6.40 Length of Service at 
World Vision Papua New Guinea 

0-2.9 
Years 

3-5.9 
Years 

6-8.9 
Years 

> or = 9 
Years 

How many years have you 
worked in your current role with 
World Vision? (N=51) 

31 15 3 2

61% 29% 6% 4%

How long have you worked in the 
current World Vision office? 
(N=50) 

29 13 3 5

58% 26% 6% 10%

In general, staff members have worked at World Vision Papua New Guinea 
(WV PNG) for a relatively short time. As illustrated in table 6.40, more than 
half of the respondents had been with World Vision for fewer than three 
years and in their current role for less than three years. One key reason for 
this short length of service was the grant nature of the office, which re-
sulted in a high turnover.  

 
Table 6.41 Religion of Respondents at 
World Vision Papua New Guinea (N=53) 

Percentages 

Christian 92% 

No Comment 8% 

When asked about their religious affiliation, 92% respondents responded 
that they were Christians while 8% did not indicate their religious affilia-
tion (See table 6.41). This is comparable to the predominant Christian 
country context where the office was located.325 

 

                                             
325 According to the 2010 census, 95.6% of the population consider themselves Chris-

tian. Of these, 26% consider themselves Catholic and 69.6% Protestants. See “Pa-
pua New Guinea 2011 National Report,” accessed May 15, 2015, 
http://sdd.spc.int/en/resources/document-library?view=preview&for-
mat=raw&fileId=218. 
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Table 6.42 Importance of World Vision Papua New Guinea’s  
Religious Motivation and Values in Choosing a Job (N=57) 

very important important  not important unrelated  

68% 26% 5% 0% 

As an introductory question to Christian understanding of the office, the 
importance of an organization’s religious affiliation and values in choosing 
a job was asked. A significant majority of respondents (94%) responded 
that it was important or very important (See table 6.42).  

After this presentation of an introductory profile of the respondents, 
this section describes the responses on each organizational cultural di-
mension.  

6.3.2.2 Organizational Culture Dimensions 

The findings of organizational cultural dimensions of WV PNG is reported 
below. This includes information from the questionnaire as well as appro-
priate information from focus group discussions and interviews. Similar to 
data collection in WV Nepal, the summarized understanding of each value 
is given at the end of each dimension. For a list of the Christian values for 
all the eight dimensions, refer to 6.3.2.2.9 Summarized Values held by WV 
PNG. 

6.3.2.2.1 Basis of truth and rationality in the organization 

The findings of the organizational cultural dimension, basis of truth and 
rationality in the organization are documented in tables 6.43 – 6.46. 

 
Table 6.43 The influence of World Vision’s Mission 
Statement on World Vision Papua New Guinea 

Yes No

Does the Mission Statement influence your work? 
(N=56) 

95% 5%

Does the Mission Statement influence your office? 
(N=53) 

91% 9%

Most of the respondents indicated that the mission statement affected 
both one’s work and one’s office (table 6.43). This perceived influence on 
the office was less than for the individual (95% instead of 91%). When asked 
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for concrete examples of influence during focus group discussions, mem-
bers gave range of answers. This included those who explicitly mentioned 
following the example of Christ. This means: to be fair minded, to “not get 
involved in the communities and partner political agendas.” For respond-
ents who did not agree that the mission statement was influencing 
work/office, a variety of reasons was also given. As an example, respond-
ents considered the evident lack of accountability and decision-making 
that neglected the mission statement.  

 
Table 6.44 Extent of Importance for Decision Making  

at World Vision Papua New Guinea (1 being most important) 

 

G
lobal &

 regional strategies 

D
onor Expectations 

Country Statistics 

Relationship w
ith the governm

ent and 
other stakeholders in the com

m
unity 

Field Financial guidelines 

H
um

an Resources policies 

Biblical perspectives on the decision 
that is being m

ade 

Local cultural practices 

O
thers 

mode 7 1 5 4 4 2 1 8

median  4 3 5 4 4 4 5 7

average 4.40 3.56 4.96 4.10 4.06 4.21 4.27 6.05

rank 6 1 7 3 2 4 5 8

Table 6.44 indicated key information used in decision making. At WV PNG, 
this included donor expectations as well as field financial guidelines. This was 
not surprising since WV PNG was 100% funded by external grants. In focus 
group discussions held with staff members, staff members reinforced their 
perceptions of limitations set by the grant funding nature of the office. Deci-
sions were dependent on the project plan. The senior management team de-
scribed a charter that was used for decision making. One key aspect of this 
charter was the importance of managing resources as well as possible.  
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Table 6.45 Scriptures in Decision Making Process  
at World Vision Papua New Guinea 

Are scriptures consulted as part of the 
decision- making process? (N=52) 

Yes No 

 35% 65% 

How are scriptures considered in the de-
cision-making process? (N=40) 

Collectively Individually 

 33% 67% 

In looking specifically at how Scriptures was part of the decision-making 
process, results showed that a majority of the staff (65%) did not believe 
that Scriptures were considered as part of the decision-making process (ta-
ble 6.45). For those who considered scriptures as part of the decision-mak-
ing process, a majority of the staff believed that this was an individual en-
deavor (67%).  

During focus group discussions, respondents described the limited pos-
sibility for Christian activities due to the funding nature of the work at WV 
PNG. For respondents who described the presence of scriptures in decision 
making, this was because of the “servant leadership of leaders,” where 
some leaders sought to be Christ like in their personal, spiritual and work 
lives. 

When Scriptures were used, this was done mostly during devotions, as 
well as special occasions like World Vision’s partnership day of prayer. 
World Vision PNG has a volunteer pastor who organized special occasions 
as well as devotions.  

 
Table 6.46 Obstacles in Using Scriptures in the Decision-making Process 

at World Vision Papua New Guinea (N=46) 

One needs to 
be sensitive 
to the Non- 
Christian 
country con-
text that we 
are operat-
ing in 

Scriptures 
are not rele-
vant in the 
decision-
making pro-
cess 

Use of Scrip-
tures is per-
sonal and 
should not 
be used in 
work related 
decisions 

One needs to 
be sensitive 
to other 
staff in the 
office that 
are not 
Christian 

Others – 
please  
specify 

18 12 13 13 12 
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When asked about obstacles to using Scriptures for decision making, staff 
named the non-Christian country context where World Vision operated, the 
irrelevance of Scriptures at work due to its personal nature, and sensitivity to 
other non-Christian staff members (table 5.46). This response was curious as 
Papua New Guinea was not a non-Christian context. During focus group dis-
cussions, respondents clarified that what was meant was the non-Christian 
nature of the projects that made it difficult to use scriptures in the decision-
making of the office. This was particularly problematic because of the per-
ceived restrictions from the donors. Therefore, instead of the country context, 
it seemed that it was the donors that seemed to be the biggest obstacle.  

Based on the responses, one can conclude that for the culture dimension 
basis of truth and rationality, World Vision PNG had no clear view that 
scriptures were key to decision making in the organization. The use of scrip-
tures was instead left to the discretion of individual leaders who may or may 
not use them.  

6.3.2.2.2 Nature of Time and Time Horizon 

The findings for this organizational culture dimensions are documented in 
tables 6.47-6.51. 

 
Level 6.47 Extent of Importance in Goal Setting  

at World Vision Papua New Guinea (N=48) 

 Compli-
ance to 
pre dis-
cussed 
strategy 
and objec-
tives for 
the office 

Considera-
tion of op-
erational 
challenges 
as they 
arise at the 
current 
moment 

Planning 
for future 
objectives 
and direc-
tion of the 
office 

Considera-
tion of 
emergen-
cies in the 
country 
context 
and the re-
sponse of 
the office 
to the 
emergency

The fol-
lowing of 
God’s di-
rection in 
the com-
pletion of 
the goal 

Mode 2 3 2 4 1

Median 3 3 2 4 2

Average 2.78 2.89 2.57 3.70 2.83

Ranking 2 4 1 5 3
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One way of understanding if God’s direction was sought in decision-mak-
ing was to consider the goal setting in the office. As explicated in table 6.47, 
it was evident that most respondents considered planning for future ob-
jectives and direction of the office as most important for the office, fol-
lowed by compliance to pre-discussed strategy and objectives for the of-
fice.  

One reason for this answer could be that at the time of this field re-
search, the WV PNG office was in the process of reviewing its strategy since 
the current one was coming to an end. This could explain the perception 
of linking decisions to planning for future objectives and direction. In gen-
eral, staff members noted the challenge of setting long term goals in light 
of the grant funding nature of the office, as well as yearly contracts given 
to staff. Project planning was very much dependent on the project frame-
work, which in their opinion was developed at a partnership level, and 
adapted based on donors. At the same time, management described the 
tension of moving the office in a certain direction yet receiving projects 
that moved the organization in a different direction. Coordination seemed 
to be particularly complicated especially as staff members were offered 
short term contracts.  

 
Table 6.48 Extent that Goals are Time Bound with Timelines Observed 

at World Vision Papua New Guinea (N=45) 

Goals are not 
time bound, 
timelines are 
not observed at 
all 

Goals are sel-
dom time 
bound, time-
lines are not ob-
served most of 
the time 

Goals are some-
what time 
bound, time-
lines are ob-
served as far as 
possible 

Goals are ex-
tremely time 
bound, time-
lines are ob-
served strictly 

2% 10% 60% 28%

Responses shown in table 6.48 regarding timelines indicated a clear under-
standing that goals were mostly time bound. 60% of the respondents ob-
served that timelines were observed as far as possible, while 28% respond-
ents considered that goals were extremely time bound.  

 
Table 6.49 World Vision Papua New Guinea Seeks God’s Direction  

in the Setting of Goals (N=49) 

Yes No 

82% 18% 
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When asked if God’s direction was sought in the setting of goals, a large 
majority (82%) said yes (Table 6.49). When asked how they saw the organ-
ization as following God’s direction, respondents offered during the focus 
group discussion examples where they had seen God’s direction was di-
rectly sought. This included the area leader leading the office in prayer 
before responding when a World Vision driver accidentally killed a child 
in a village. Other respondents described God’s direction sought through 
the good that the projects had done in communities where World Vision 
worked. For these respondents, World Vision was responsive to God’s di-
rection when project designs took into consideration different stakehold-
ers in community. 

 
Table 6.50 Seeking God’s Direction in the Setting of Goals  

at World Vision Papua New Guinea (N=50) 

Setting 
aside time 
for prayer 
during of-
fice hours 

Reading 
the Bible 

Regular 
devotions 

Personal 
reflection 

Setting 
aside time 
for deci-
sion mak-
ers to re-
flect on 
the work 
issues 

using 
Christian 
principles 
for work 
practices 

21 13 32 15 13 18

When asked how God’s direction was sought, majority of the staff consid-
ered regular devotions as well as setting aside time for prayer during office 
hours as main ways where God’s direction was considered (Table 6.50). 
Christian principles named included openness and transparency. 

 
Table 6.51 Obstacles in Seeking God’s Direction in the Setting of Goals at 

World Vision Papua New Guinea (N= 46) 

To be sensi-
tive to the 
Non- Chris-
tian country 
context that 
we are oper-
ating in 

God’s direc-
tion is not 
related to 
the setting 
of goals of 
the organi-
zation 

To be sensi-
tive to staff 
who are not 
Christian 

I do not 
know what 
God’s guid-
ance is 

Others – 
please  
specify 

14 7 9 4 9
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Not everyone responded to questions regarding obstacles. For those who re-
sponded, the key obstacles included being sensitive to the Non-Christian con-
text (Table 6.51). This was interesting as Papua New Guinea was in fact pre-
dominantly Christian. In closer dialogue with the staff members, one possible 
suggestion found was the non-church environment out of which members op-
erated. They perceived a difference in what World Vision was doing, compared 
to the church environment, which they associated with God’s direction.  

Based on this cultural dimension, responses indicated that staff members’ 
did not agree that God’s direction was intentionally sought in the decision 
making of WV PNG. As goals set by the organization were linked to project 
plans pre-agreed, the organization did not pre-plan for emergencies.  

6.3.2.2.3 Motivation 

Findings for this dimension on motivation is documented in tables 6.52 and 6.53.  
 

Table 6.52 Reasons for Working with World Vision Papua New Guinea 

 
Job D

escription 

Sector (IN
G

O
,N

PO
) 

that W
orld V

ision 
is a part of

Existing staff in 
the O

ffice 

Religious Identity 
of W

orld V
ision 

Espoused values 
and m

ission of 
w

orld vision

Conditions offered 
by W

orld V
ision 

(salary &
 benefits)

O
thers – please 

specify 

Reasons why an individual works for World Vision Papua New Guinea 
(N=51) 

Mode 1 1 6 1 2 6 7

median 3 3 5 2 3 5 7

average 2.89 2.78 4.43 2.38 3.30 4.32 6.83

ranking 3 2 6 1 4 5 7

Reasons why other staff might choose to work for World Vision Papua 
New Guinea (N=52) 

Mode 1 3 6 1 2 6 7

median 2.5 3 5 3 4 3 7

average 2.85 3.17 4.60 2.98 3.52 3.46 6.57

ranking 1 3 6 2 5 4 7
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Responses summarized in table 6.52 showed that the main reason individ-
uals joined World Vision was the religious identity of the organization. The 
sector where World Vision worked as well as the job description were 
other important reasons highlighted. In providing some distance to this 
question, the next question asked why others would join the organization. 
In answering this question, the job description became the most important 
reason, followed by religious identity and the sector that World Vision was 
in.  

During focus group discussions, bettering the needs of the community 
was repeated as an important motivation for individuals to work for an 
organization that improved lives in the community. Another important 
motivation was the necessity of finding a job. The actual organization was 
secondary to the eventuality of finding a job. It is notable that there was 
little mention of religious identity of the organization as key to the re-
spondents during the focus group discussions, despite it being considered 
in the questionnaire as the most important reason for choosing to work 
for World Vision.  

 
Table 6.53 Motivating and Demotivating Factors  

at World Vision Papua New Guinea (N=53) 

 
M

anagem
ent style of Sen-

ior Leadership Team
 

W
orkplace environm

ent 

Job Scope 

Career A
dvancem

ent O
p-

portunities 

Learning and D
evelop-

m
ent A

ctivities 

Changes in w
ork condi-

tions (Salary and Benefits)

M
ission and Purpose of 

W
orld V

ision 

O
thers – please specify 

What are the top three factors that motivate you in your current role? 

Rank 5 1 4 2 2 6 3

What are top 3 factors that demotivate you in your current responsibil-
ity? 

Rank 3 6 2 5 4 1 8 7

When asked to identify factors that motivated and demotivated the indi-
vidual, the top three motivational factors as seen in table 6.53 included the 
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workplace environment, the learning and development activities, and ca-
reer advancement opportunities. The top three demotivating factors in-
cluded work conditions (salary and benefits), job scope, and the manage-
ment type of the senior leadership team. During focus group discussions, 
the pay system of World Vision PNG was repeated regularly as a demoti-
vating factor. Instead of being paid fortnightly as staff members wished, 
they were instead paid twice a month (on the 15th and 30th). This was seen 
as a big inconvenience in terms of personal financial commitments.  

Concluding this organization culture dimension, responses given do 
not show that the religious orientation of the organization was seen to be 
the primary motivation for staff working in the organization or for them 
to continue in their jobs. Factors like needs in the community, and factors 
related to their employment terms were more influential at motivat-
ing/demotivating them to do a good job.  

6.3.2.2.4 Stability vs Change/Innovation/Personal Growth  

The findings related to this organizational culture dimension include ta-
bles 6.54 to 6.60.  

 
Table 6.54 Understanding Change at World Vision Papua New Guinea 

How often do changes in your office takes place? (N=51) 

Very often  Often Sometimes Seldom 

14% 25% 39% 22%

How does your office consider change? (N=50) 

Change is ex-
tremely unde-
sirable 

Change is some-
what undesira-
ble 

Change is some-
what desirable 

Change is ex-
tremely desira-
ble 

8% 20% 65% 8%

Table 6.54 show that a majority of the respondents (64%) considered 
changes to take place fairly frequently (often and sometimes) within the 
organization. In general, changes were considered to be somewhat desira-
ble (65%).  
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Table 6.55 Changes that Take Place Most Often  
at World Vision Papua New Guinea (N=48) 

 

O
rganizational Processes 

Field Financial M
anual 

H
um

an Resources Policies 

O
rganizational Structure 

Long Term
 O

rganizational 
Strategy and O

bjectives 

Project Log 

fram
es 

Staff Turnover 

A
vailable Funding 

median 4 5.5 5 5 5 4 1 3

average 3.87 5.13 4.86 4.57 5.00 4.68 2.53 3.73

ranking 3 8 6 4 7 5 1 2

Table 6.55 indicates that the most frequent change reported in the office 
was staff turnover. Available funding was the next most frequent. During 
focus group discussions, staff turnover was again mentioned as the most 
common change. This was partially attributed to the project nature of the 
office, as well as yearly contracts given to staff. These contracts increased 
job insecurity which in turn led to an increase in staff turnover.  

 
Table 6.56 Main Reasons for Changes  

at World Vision Papua New Guinea (N=48) 

Sudden 
change in 
environ-
mental con-
ditions in 
country con-
text 

Manage-
ment style 
of Senior 
Leadership 
within the 
office 

Change in 
Partnership 
direction 

Desire for 
continuous 
improve-
ment and 
progress in 
office 

Others – 
please  
specify 

3 6 19 23 3

As reported by respondents, the main reason for changes in the office was 
the organization’s desire for continuous improvement and progress in the 
office followed by change in partnership direction (Table 6.56). This idea 
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of change for continuous improvement was confirmed during the focus 
group discussions as focus group participants described that changes lead-
ing to more impact were particularly welcomed.  

 
Table 6.57 Seeking God’s Guidance in the Consideration of Changes  

at World Vision Papua New Guinea (N=49) 

Yes  No 

82% 18% 

Table 6.57 showed that a majority (82%) of the respondents believed that 
God’s guidance was considered in the changes. 

 
Table 6.58 When God’s Guidance is Considered in the Change Process at 

World Vision Papua New Guineas (N=46) 

In the evalua-
tion of need for 
change 

Planning pro-
cess for change 

During change 
process 

After change 
process, as 
means of reflec-
tion 

20 34 26 13

Table 6.58 indicated that God’s guidance was sought mainly during the 
planning process (34 respondents). During focus group discussions, partic-
ipants described the openness and frequent communication they experi-
enced during the change process. As an example of how God’s guidance 
was considered during the change process, participants recounted that 
during the restructuring process, leaders of the organization had been in-
tentional in having a retreat to reflect and pray, and were also open in ask-
ing for prayer from the rest of the staff.  
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Table 6.59 How God’s Guidance is Considered in the Changes Experi-
enced by World Vision Papua New Guinea (N=47) 

Setting 
aside 
time for 
prayer 
during 
office 
hours 

Reading 
the Bi-
ble 

Regular 
devo-
tions 

personal 
reflec-
tion 

Setting 
aside 
time for 
decision 
makers 
to re-
flect on 
the 
work is-
sues 

Using 
Christian 
princi-
ples to 
under-
stand 
change 

Others – 
Please 
specify 

16 13 39 13 13 17 0

When asked how God’s guidance was considered in the decision-making 
process, more than half (39 respondents) responded that God’s guidance 
was considered via regular devotions (Table 6.59). Other options included 
using Christian principles like ‘open communication’ to process change, as 
well as setting aside time aside for prayer during office hours.  

 
Table 6.60 Obstacles in Seeking God’s Guidance in Changes Experienced 

at World Vision Papua New Guinea (N=42) 

To be sen-
sitive of 
the Non- 
Christian 
country 
context 
that we 
are oper-
ating in 

The Holy 
Spirit 
speaks to 
individu-
als and 
not corpo-
rately to 
the organ-
ization 

To be sen-
sitive to 
staff who 
are not 
Christian 

God’s 
guidance 
is not re-
quired to 
assist in 
changes 
in the Or-
ganiza-
tion 

I do not 
know 
what 
God’s 
guidance 
is 

Others –
Please 
specify 

16% 33% 27% 7% 4% 13%

Table 6.60 presented the main obstacle to seeking God’s guidance per-
ceived by 33% of the respondents as the individual nature of faith. The 
Holy Spirit spoke to individuals and not corporately to the organization. 
This was also mentioned during different discussions where participants 
described that the extent to which God’s guidance was sought was depend-
ent on the individual leader.  
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Concluding the findings for this cultural dimension, respondents gen-
erally regarded change positively especially for continuous improvement 
of the office. Most respondents indicated that God’s direction was involved 
in the change process, mostly during planning for change. Devotions were 
seen as the main tool used in seeking God’s direction by the office as other 
forms are dependent on individual leaders. It can therefore be established 
that for WV PNG, while change was embraced, the relationship of change 
to God’s dependence was largely dependent on individual leaders.  

6.3.2.2.5 Orientation to Work/Task/Co-workers 

Table 6.61 details the findings of the cultural dimension, orientation to 
work/task/co-workers.  

 
Table 6.61 Priority for World Vision Papua New Guinea from the  

Most Important to the Least Important (N= 49) 

 Comple-
tion of pre-
agreed 
tasks as 
deter-
mined by 
formal 
documents 
of World 
Vision 

Observa-
tion of or-
ganiza-
tional 
structures 
and the 
relevant 
levels of 
authority 

Observa-
tion of 
field fi-
nancial 
manual 

Observa-
tion of 
P&C (Peo-
ple and 
Culture) 
policies  

(Human 
Resources)

Relation-
ships be-
tween in-
dividuals 
within and 
outside of 
organiza-
tion 

mode 5 4 3 2 1

median 3.5 3 2.5 2 3.5

average 3.20 2.89 2.96 2.62 2.96

rank 4 2 3 1 3

As Table 6.61 showed, observation of P&C policies was perceived to be of 
utmost priority for the office. This was followed closely by observation of 
organizational structures and observance of the field financial manual. 
During focus group discussions, it was clarified that priority of P&C poli-
cies did not mean a priority for staff. Participants in focus group did not 
associate the people and culture policies to be related to staff well-being. 
Instead of valuing staff, these policies represented structures and systems 
that were put in place to ease administration. The bi-monthly pay system 
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was brought up as an example of how People & Culture policies were not 
supportive of staff, but needed to be observed as they were part of struc-
tural policies. Other examples were also given such as the lack of pick-ups 
at the airport despite security concerns, or inflexibility of pick-ups of staff 
to include children.  

Despite the frustration with the people and culture policies, staff mem-
bers affirmed that time was set outside for weekly devotions as well as for 
prayer during meetings. As part of regular practice, World Vision planned 
for regular devotions, gave out long service awards to their long serving 
staff and observed the partnership Day of Prayer. 

Concluding this section, staff members did not believe that people were 
valued above other constraints at World Vision. They did however experi-
ence intentional time spent on organizational fellowship events.  

6.3.2.2.6 Isolation vs Collaboration/Cooperation 

The findings of this organizational cultural dimension are consolidated in 
tables 6.62 to 6.64.  

 
Table 6.62 Views on Relationships with Internal Stakeholders at World 

Vision Papua New Guinea (N=51) 

Relationships 
are very im-
portant and are 
considered to be 
key to success to 
the office 

Relationships 
are important 
and are consid-
ered to be a use-
ful component 
in the office 

Relationships 
are somewhat 
important and 
are considered 
good to have 
important in the 
office 

Relationships 
are not im-
portant to the 
success of the 
office 

63% 25% 12% 0%

Table 6.62 revealed a clear understanding among the respondents that re-
lationships with internal stakeholders were either very important or im-
portant. More than half of the respondents considered relationships to be 
key to the success of the office (63%).  
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Table 6.63 The Role of Relationships for Internal Stakeholders  
at World Vision Papua New Guinea (N=51) 

Relationships do not have a role. 
W

ork tasks should be com
pleted 

independent of relationships 

Relationships are able to provide 
new

 netw
orks that m

ight be useful 
in w

ork context 

Relationships are im
portant in 

current cultural contexts as basis 
for w

orking in said context 

Relationships lead to trust, w
hich 

is effective for accom
plishing w

ork 

Relationships provide opportuni-
ties to w

itness to G
od’s love 

Relationships enable diversity of 
people to w

ork together 

O
thers – please specify 

3 28 19 31 20 27 3

As table 6.63 showed, most respondents linked relationships in their im-
portance to leading to trust, which was effective for accomplishing work 
tasks. Other key reasons for relationships included providing new net-
works that might be useful in the work context as well as enabling diver-
sity of people to work together.  

 
Table 6.64 The Accomplishment of Work at World Vision Papua New 

Guinea (N= 52) 

Work is done individually with in-
dividuals responsible for work out-
puts 

Work is done collectively with 
team collectively responsible for 
work outputs 

30% 70%

Table 6.64 indicated that 70% of respondents considered work to be done 
collectively by a team.  

Based on different interviews and focus group discussions, it was clear 
that a certain camaraderie within colleagues of the office existed, fostered 
by the senior management team. There was an intentional effort by senior 
management to be open and transparent, with a clear understanding that 
good relationships in teams led to successful completion of goals. In con-
cluding the findings regarding this cultural dimension, it can be said that 
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the leadership of World Vision encouraged a positive working environ-
ment with a clear understanding that good relationships lead to successful 
completion of goals.  

6.3.2.2.7 Control/Coordination/Responsibility 

The findings of this organizational culture dimension for WV PNG can be 
found in tables 6.65 to 6.67.  

 
Table 6.65 Decisions at World Vision Papua New Guinea 

How are decisions generally made in the office? (N=52) 

Decisions are 
made mainly by 
the National Di-
rector with little 
or no consulta-
tion with others 

Decisions are 
made mainly by 
the Senior Lead-
ership Team 
with little or no 
consultation 
with others  

Decisions are 
made by the 
Senior Leader-
ship Team in 
consultation 
with some man-
agers 

Decisions are 
made collec-
tively by the 
Senior Leader-
ship in consulta-
tion with differ-
ent levels of 
staff 

5% 23% 32% 40%

How are decisions communicated to different members of the office? 
(N=53) 

Through email 1 to 1 meetings 
with direct 
managers 

Corporate staff 
meetings 

Others – Please 
Specify 

52% 19% 12% 17%

Table 6.65 showed that a majority of staff agreed that considerable consul-
tation was made with different levels of staff during the decision-making 
process. 32% responded that consultation was made with some managers 
and 40% responded that consultation was made with different levels of 
staff.  

In focus group discussions and interviews, staff described strategic and 
high-level decisions as made by the senior management team. Other deci-
sions were guided by existing policies or project framework. During dis-
cussions, it became evident that in the Melanesian culture, Papuans be-
lieved that decision making should be made by the ‘big man.’ This meant 
that staff members were not used to deciding for themselves, and were 
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content with higher level decisions made by their perceived leaders. This 
phenomenon has led one senior leader to mention the need to teach staff 
to make decisions for themselves, and to work within hierarchies instead 
of going directly to the ‘big man.’  

In addition, senior management staff mused about the number of deci-
sions that could indeed be made autonomously. More often than not, de-
cisions had been already made by the World Vision partnership or by do-
nor requirements. These senior management staff described themselves as 
being a ‘filter’ for local staff, absorbing pressure felt by external forces.  

 
Table 6.66 God’s Guidance in Decision Making  

at World Vision Papua New Guinea (N=50) 

Yes No 

87% 13%

87% of the staff believed that God’s guidance was sought in the decision-
making process (Table 6.66). However, during interviews and focus group 
discussions, it was brought up that the extent to which God’s guidance was 
sought depended on different individual leaders.  

 
Table 6.67 How God’s Guidance is Sought in the Decision Making Pro-

cess at World Vision Papua New Guinea 
setting aside tim

e for 
prayer during office 
hours 

reading the bible 

regular devotions 

personal reflection 

setting aside tim
e for 

decision m
akers to re-

flect on the w
ork issues 

using Christian princi-
ples for w

ork practices 

others – please specify 

17 8 30 7 8 21 2

As seen in table 6.67, devotions featured as key to seeking God’s guidance 
in decision-making in the questionnaire. In summary for this cultural di-
mension, respondents believed that decisions were made in consultation 
with staff members. However, instead of decisions representing staff mem-
ber’s point of view, they were made in response to external realities or 
pressures of the office.  
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6.3.2.2.8 Orientation and Focus 

For this cultural dimension, tables 6.68-6.69 documented the findings.  
 

Table 6.68 Views on Relationships with External Stakeholders  
at World Vision Papua New Guinea (N=50)  

Relationships 
are very im-
portant and are 
considered to be 
key to success 
to the office 

Relationships 
are important 
and are consid-
ered to be a use-
ful component 
in the office 

Relationships 
are somewhat 
important and 
are considered 
good to have 
important in the 
office 

Relationships 
are not im-
portant to the 
success of the 
office 

36 26 6 0

Relationships with external stakeholders were considered to be very im-
portant to more than half of the respondents (Table 6.68). Based on focus 
group discussion, key external stakeholders mentioned included the 
stakeholders from the ministry of health, external donors as well as the 
wider World Vision partnership.  

When members were asked about church partnerships, no clear strat-
egy emerged for WV PNG. Some interviewees discussed the lack of part-
nership with churches, others mentioned dependence on individual lead-
ers, with some networking with churches in the community in the 
implementation of a program, and others discussed the need to be sensi-
tive to showing favoritism for one denomination over another.  
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Table 6.69 Role of Relationships with External Stakeholders at World 
Vision Papua New Guinea (N=53) 

Relationships do not have a role. 
W

ork tasks should be com
pleted 

independent of relationships 

Relationships are able to pro-
vide new

 netw
orks that m

ight 
be useful in w

ork context 

Relationships are im
portant in 

current cultural contexts as ba-
sis for w

orking in said context 

Relationships lead to trust, 
w

hich is effective for accom
-

plishing w
ork 

Relationships provide opportu-
nities to w

itness to G
od’s love 

Relationships enable diversity of 
people to w

ork together 

O
thers – please specify 

2 36 24 31 20 25 2

Table 6.69 indicated that a majority of respondents considered relation-
ships as key in providing new networks that might be useful in the work 
context. The importance of relationship leading to trust, which was effec-
tive for accomplishing work, was also frequently mentioned. The extent of 
the role of relationships in contributing as a witness to God’s love was one 
of the least chosen options.  

For this cultural dimension, it can be concluded that external stake-
holders were taken seriously in WV PNG. The main role for these relation-
ships was for networking purposes or for effective accomplishment of 
work tasks. It was not evident that these relationships were considered in 
light of World Vision’s ministry.  

6.3.2.2.9 Summarized Values held by World Vision PNG 
 

Table 6.70 Summary of World Vision PNG Values 

Basis of truth 
and rationality 
in the organiza-
tion  

There was no clarity that scriptures were key to de-
cision making in the organization. Instead, use of 
Scriptures was left to the discretion of individual 
leaders.  

Nature of time 
and time hori-
zon  

It was not unanimous that God’s direction was inten-
tionally sought in decision making of WV PNG. Goals 
were generally not pre-planned for emergencies.  
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Motivation The religious orientation of the organization was not 
the primary motivation for staff to work for World 
Vision. Other factors like needs in the community, 
employment terms were more influential at motivat-
ing/demotivating staff to do a good job.  

Stability vs 
change/innova-
tion/personal 
growth 

Change was embraced in the organization. The ex-
tent that change was dependent on God was depend-
ent on individual leaders. 

Orientation to 
work/task/ 
coworkers 

Staff members did not believe that people were val-
ued above other constraints in the People and Cul-
ture policies. They did however experience inten-
tional time spent on organizational fellowship events

Isolation vs  
collaboration/ 
cooperation 

The leadership of World Vision encouraged a posi-
tive working environment.  

Control/ 
coordination/ 
responsibility 

In general, decisions were made in consultation with 
staff members. However, these decisions were made 
in response to external realities or pressures instead 
of representing staff members’ point of view.  

Orientation and 
Focus  

External stakeholders were taken seriously in WV 
PNG. The main role for these relationships was for 
networking purposes. It was not clear that these re-
lationships were considered in light of World Vi-
sion’s ‘ministry’.  

Table 6.70 summarized World Vision PNG’s values according to organiza-
tional cultural dimensions. In general, despite the Christian country con-
text in which World Vision PNG operated, the organizational culture of 
WV PNG was very much dictated by external forces such as donor require-
ments, or the wider World Vision partnership. The extent to which Chris-
tian values influenced the organizational culture was dependent on indi-
vidual leaders of each department.  

6.3.2.3 Relational Proximity in WV PNG 

This section documented the state of relationships in WV PNG. Further 
questions were asked about the state of relationships in the questionnaire. 



Measuring World Vision’s Organizational Culture … 203 

A total of 18 field staff, 19 support staff, 12 middle management and 4 sen-
ior management staff responded to this section of the questionnaire. The 
results are presented below.  

Before this presentation of relationships within World Vision, table 71 
provided introductory information about external relationships that WV 
PNG had with stakeholders outside WV PNG.  

 
Table 6.71 Ranking of the Following Stakeholders in the way it Influences 

the Strategy and Direction at World Vision Papua New Guinea (N=46) 

 

Beneficiaries of the w
ork of W

orld 
V

ision 

O
ther N

G
O

s w
orking in the sam

e 
country context 

G
lobal Centre 

Relevant Support O
ffices 

Regional O
ffice 

Local churches w
ithin area of w

ork 
in W

orld V
ision in country context

G
overnm

ent officials in country 
context 

D
irect D

onors 

Mode 1 4 1 3 3 7 5 1

median 2 5 4 4 4.5 6 5 3

average 2.70 4.73 4.56 3.84 4.61 4.98 4.97 3.64

Rank 1 6 4 3 5 8 7 2

Based on table 6.71, the beneficiaries, followed by the direct donors and 
the support offices were considered the most important stakeholders of 
WV PNG.  
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Table 6.72 Average Rating on Relationships with Internal Stakeholders 
at Papua New Guinea 

(1= very close, 2=somewhat close, 3=somewhat distant, 4=very distant) (N=53) 

 

Field Staff 

Support Staff 

M
iddle M

an-
agem

ent 

Senior M
an-

agem
ent 

External (G
lo-

bal Centre) 

External (Re-
gional O

ffice) 

External (Sup-
port O

ffice) 

Senior  
Management 

2.25 2 1.25 1 2.75 2.75 2.75

Middle  
Management 

1.85 1.7 1.38 2.18 3.33 3.17 3.08

Support Staff 2.27 1.55 1.91 2.36 3.52 3.52 3.43

Field Staff 1.11 1.47 1.68 2.61 3.67 3.72 3.39

According to table 6.72, staff in the same category reported the closest re-
lationship to each other. Closer relationships were also reported with 
stakeholders in the same office before stakeholders outside PNG such as 
the Global Centre, Regional Office and Support offices. Within the country 
office, senior management considered themselves most distant from field 
staff, while every other stakeholder in the office, middle management, 
support and field staff, considered themselves most distant from the sen-
ior management.  

With regard to external stakeholders, staff members reported a slightly 
closer relationship compared to that of the Global Centre and Regional Of-
fice.  

 
Table 6.73 Average Perceived Influence of Different Stakeholders at 
World Vision Papua New Guinea (N=53) (1=extremely influential, 2= 
very influential, 3=somewhat influential, 4= little or no influence) 

 

Field Staff 

Support Staff

M
iddle M

an-
agem

ent 

Senior M
an-

agem
ent 

External (G
C)

External (RO
)

External (SO
)

Senior Manage-
ment 2.25 2.25 1.50 1.50 3.25 3.00 2.75
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Middle Man-
agement 1.77 2.08 1.75 2.33 3.27 3.18 2.64

Support Staff 2.4 1.86 1.86 2.33 3.25 3.1 3

Field Staff 1.32 2.11 2.28 2.76 3.50 3.44 3.19

Table 6.73 showed that all stakeholders perceived themselves to be the 
most influential in the office. Additionally, middle management was also 
seen to be rather influential across the board. Looking at individual staff 
categories, middle management considered middle management as the 
most influential (1.75) followed by field staff (1.77). The senior manage-
ment team considered senior management and middle management as 
equally influential (1.50). Support staff considered support staff and mid-
dle management as equally influential (1.86) and finally, field staff consid-
ered field staff to be the most influential (1.32). External stakeholders were 
seemingly less influential compared to internal stakeholders.  

The following tables analyzed further the relationships between stake-
holders using the relational proximity framework. As per the practice of 
WV Nepal, only the average scores of each domain are presented in the 
main text. For more details about each domain, the full report is provided 
in Appendix 3.  

6.3.2.3.1 Senior Management 
 

Table 6.74 Average Perception Regarding Relational Proximity for Sen-
ior Management at World Vision Papua New Guinea (N=4) 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field 
Staff 

Support 
Staff 

M
iddle 

M
anage-

Senior 
M

anage-

External 
(G

C) 

External 
(RO

) 

External 
(SO

) 

Directness 2.19 1.75 1.50 1.06 3.38 2.63 2.88

Continuity 2.69 2.00 1.81 1.63 3.33 3.27 2.69

Multiplexity 2.44 2.40 2.19 1.88 3.13 2.75 2.75

Parity 2.19 2.18 2.18 1.76 2.55 2.42 2.32

Commonality 2.14 2.03 2.15 1.69 2.88 2.35 2.46

Overall Average scores 
for Senior Management 

2.33 2.07 1.97 1.60 3.05 2.68 2.62
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Table 6.74 showed the consolidated information for senior management 
according to the five different domains of relational proximity. In general, 
senior management saw themselves as closest to other senior manage-
ment members (1.60), before middle management (1.97), support staff 
(2.07) and finally field staff (2.33). This trend was repeated in the domains 
of directness, continuity and multiplexity. For parity, averages were the 
same for support staff and middle management (2.18) which was also sim-
ilar to field staff (2.19). For commonality, senior management saw them-
selves as closer to support staff (2.03), and even field staff (2.14), before 
middle management (2.15).  

Regarding external stakeholders, senior management saw themselves 
on average closest to support offices (2.62), before the regional office 
(2.68), followed by the Global Centre (3.05). This trend is however not reg-
ular across the different domains. For directness and commonality, senior 
management saw themselves as closer to the regional office. For continu-
ity and parity, senior management saw themselves as closer to the support 
office. What was unanimous was the distance felt from the Global Centre.  

6.3.2.3.2 Middle Management  
 

Table 6.75 Perception Regarding Relational Proximity for Middle Man-
agement at World Vision Papua New Guinea (N=13) 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staf f

M
iddle M

an-
agem

ent 

Senior M
an-

agem
ent 

External (G
C)

External 
(RO

) 

External (SO
)

Directness 1.63 1.63 1.56 2.31 4.28 4.06 3.60

Continuity 1.65 1.67 1.55 2.28 4.04 4.06 3.58

Multiplexity 1.58 1.58 1.68 2.34 3.63 3.54 3.15

Parity 1.85 1.83 1.71 2.29 2.95 3.00 2.86

Commonality 1.56 1.67 1.58 2.35 3.36 3.25 3.14

Overall Average scores 
for Middle Management 

1.66 1.68 1.62 2.31 3.65 3.58 3.26

Table 6.75 showed the consolidated information for middle management 
and its perceptions of relationships with other stakeholders. In general, 
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middle management had the closest relationship with other middle man-
agement (1.62). It also shared close relationships with field staff (1.66), sup-
port staff (1.68), and other middle management staff (1.86). Compared to 
other internal stakeholders, middle management felt the largest distance 
from senior management. In general, middle management also perceived 
a larger distance from external stakeholders, where support offices were 
perceived as slightly closer (3.26) to middle management compared to the 
Global Centre and the Regional Office.  

6.3.2.3.3 Support Staff 
 

Table 6.76 Perception Regarding Relational Proximity for Support Staff 
at World Vision Papua New Guinea (N=22) 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 
Field Staff 

Support 
Staff 

M
iddle 

M
anage-

Senior M
an-

agem
ent 

External 
(G

C) 

External 
(RO

) 

External 
(SO

) 

Average on Directness 2.05 1.90 2.07 2.84 4.22 4.28 4.02

Average on Continuity 1.93 1.99 2.18 2.68 4.15 4.15 3.94

Average on Multiplexity 2.03 2.05 2.37 2.70 3.78 3.74 3.68

Average on Parity 2.20 2.11 2.31 2.54 2.97 2.98 2.78

Average on Commonal-
ity 

2.36 2.36 2.43 2.85 3.39 3.38 3.28

Overall Average for Sup-
port Staff 

2.11 2.08 2.27 2.72 3.70 3.71 3.54

Table 6.76 illustrated the perception of the support staff on its relation-
ships to other stakeholders based on the five different domains of rela-
tional proximity. 

On average, support staff perceived themselves to be closest to other 
support staff (2.08). It felt closest then to field staff (2.11), middle manage-
ment (2.27), and senior management (2.72). While the domains in general 
followed the same trend, for the domains of directness and continuity, 
support staff reported closer relationship to field staff compared to other 
support staff.  
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With regard to external relationships, the support staff perceived 
closer relationships with the support office compared to other external 
stakeholders.  

6.3.2.3.4 Field Staff  
 

Table 6.77 Perception Regarding Relational Proximity for Field Staff at 
World Vision Papua New Guinea (N=19) 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support 
Staff 

M
iddle 

M
anage-

Senior 
M

anage-

External 
(G

C) 

External 
(RO

) 

External 
(SO

) 

Directness 1.51 1.91 2.07 2.85 4.15 4.10 3.98

Continuity 1.78 2.00 2.27 3.22 4.45 4.37 4.30

Multiplexity 1.89 2.08 2.42 3.08 4.10 4.10 4.09

Parity 2.11 2.32 2.50 2.92 3.69 3.69 3.66

Commonality 2.05 2.41 2.52 3.23 4.03 3.98 3.93

Overall Average for 
Field Staff 

1.87 2.14 2.35 3.06 4.08 4.05 3.99

Table 6.77 consolidated the perceptions of field staff regarding its relation-
ships to other stakeholders based on the domains of relational proximity. 

On average, field staff considered themselves closest to other field staff 
(1.87). They believed that they are the next closest to support staff (2.14), 
followed by middle management (2.35) and then senior management 
(3.06). This trend was consistently repeated for each of the five domains. 
With regard to external stakeholders, results were similar to other stake-
holders, where the relationship was distinctly more distant compared to 
staff in the same country. Comparing all three stakeholders, the closest 
relationship was with the support office.  

6.3.2.3.5 Relationships in WV PNG 

This section summarizes the state of relationships in WV PNG.  
In general, there was a trend for stakeholders to feel closest to individ-

uals in the same stakeholder group as they were. Thereafter, they were 
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closest to stakeholders in the same ‘level’, before their managers, or senior 
managers. It was clear that the hierarchy as depicted in parity, made a 
clear difference to how the relationship was perceived. Another key trend 
was the distant relationship that internal stakeholders reported regarding 
external stakeholders, particularly the Global Centre. This was evident for 
all categories of staff in the office. Finally, field staff who implemented pro-
jects reported the widest variation in the way they related with different 
stakeholders. This ranged from close relationships with other field staff 
(1.87) to significantly distant ones from the Global Centre (4.08).  

6.4 Concluding the Collection Phase  

The purpose of this chapter was to include measurement of World Vision’s 
organizational culture. It documented the second part of the case study, 
which focused on perceptions of staff members in two different branch of-
fices, WV Nepal and WV PNG. This shows the extent of the Christian iden-
tity in these two countries. The specific sub-questions that were answered 
include:  

 What Christian values and assumptions are espoused by World Vision 
based on its core documents according to the organizational culture 
dimensions? 

 Looking at two different offices of World Vision, what are the findings 
of actual values and assumptions held by members in each office con-
nected to the dimensions as determined in the first question? 

 Understanding an organization as an entity made up by a group of in-
dividuals, what is the state of relationships held by different internal 
stakeholders of the organization?  

In answering these sub-questions, a clearer picture of the tacit Christian 
identity, as well as the social networks involved in the different branch 
offices is uncovered.  
Summarizing the data collection in this chapter, it can first be concluded 
that World Vision deliberately includes Christian values explicitly in its 
core documents. The panel have found it possible to outline relevant 
Christian values for each of the organizational culture dimension. In re-
viewing the presence of these values in the two branch offices through 
the data obtained from the questionnaire, focus group discussions and in-
terviews, it can be concluded that the impact of the Christian values on 
the organizational culture is not upfront. Other factors seem to influence 
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the overall organizational cultural dimension more than the Christian 
values.  

In the study of the relationships, it was also clear that the field staff 
members, those implementing the projects feel closest to other field staff 
members. There seemed to be a wide distance of these staff members to 
the broader World Vision partnership in both offices. More analysis to the 
relationships are described in the following chapter.  

This chapter concluded the collection phase of this dissertation. In the 
next chapter, we transition to the next phase, further analyzing the data 
that has been collected in this phase.  



PART C: ANALYSIS PHASE  





CHAPTER SEVEN 

Analyzing the Field Research 

Having just documented the results of the empirical research in the col-
lection phase, we move to the analysis phase. In this analysis phase, two 
main tasks of the practical theological interpretation are taken up: inter-
pretative and normative.  

For the interpretative task, what is focused on is “wisely judgment.” 
For this task, the identity formation model is used to explicate the identity 
in terms of the different ‘selves’ of World Vision as well as the resultant 
tacit identity of World Vision. This entails describing the findings of the 
case study in the different organizational ‘selves’: object, story and subject. 
Besides chronicling the different selves, the resultant tacit identity is also 
characterized using organizational culture. In addition, the state of rela-
tionships of the different staff members are also examined in their role as 
mediating the content and processes of the religious identity of the organ-
ization. In analyzing the collected data in this way, we understand the 
Christian identity of the organization further, as well as the areas that are 
lacking.  

In the second task of this analysis phase, normative, the data is ana-
lyzed from a Christian perspective using the normative practice model. 
This moves beyond the interpretation of the organization as a socially con-
structed unit, providing an avenue for the data to be reflected from a clear 
Christian perspective. The normative practice model, rooted in Christian 
reality, evaluates the data from a Christian perspective. A Christian per-
spective on reality implies an intentional observation of the biblical nar-
rative that underpins this reality. The normative practice model is appro-
priated in this normative task because of its clear understanding of reality 
as rooted in creation order, distinguishable by its modal aspects. At the 
same time, it is a model that seeks to analysis real life practices embedded 
in society. Before using this tool for the analysis of the data, the key con-
cepts that root the normative practice model are first introduced to expli-
cate its validity as a viable analytical tool. Secondly, the normative practice 
of development is outlined, integrating the existing research of develop-
ment with the normative practice. Finally, the data collected are analyzed 
alongside the normative practice of development.  
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7.1 The Different Organization ‘Selves’ and the Me-
diated Self in Identity Formation of World Vi-
sion. 

The identity formation model has been first introduced in chapter two as 
a means to grasp the religious identity of the organization. This model has 
also been used to determine the research methodology and in this chapter, 
will be used for further interpretation. As previously discussed, the organ-
ization is characterized as the self as object, story or subject in this 
model.326 Through interaction of these different ‘selves,’ tacit religious 
identity is formed. Each of the different selves is discussed below in light 
of the data collected.  

7.1.1 Self as Object 

To focus on the organization as an object is to take seriously the content 
of the organization. In this dissertation, the religiosity of the organiza-
tional variables has been investigated to provide insight to the under-
standing of self as object. Based on the findings, it can be summarized that 
World Vision is clear and consistent in its Christian understanding as ex-
pressed in the different organizational variables as well as public docu-
ments.  

As an overall partnership, World Vision has intentionally considered 
what it means for Christian faith to permeate through organizational var-
iables. This commitment is held at the highest level of the organization 
where policies dealing with this Christian understanding are approved by 
the International Board of the entire World Vision partnership. The ‘Wit-
ness to Jesus Christ’ policy is an example of how World Vision has been 
intentional with its Christian understanding on different aspects of organ-
izational variables. This include looking at elements with an impact on 
goal directness such as what witness looks like in its programs, or in activ-
ity systems related to different stakeholders, or dealing with environment 
by considering external partnerships.327 

                                             
326 Arne Carlsen, “On the Tacit Side of Organizational Identity: Narrative Unconscious 

and Figured Practice,” Culture and Organization 22, no. 2 (2016): 107–135. See chap-
ter 2.3.3.1 for further explanation.  

327 World Vision, “Witness to Jesus Christ Policy,” Partnership Policy and Decision 
Manual (16 September 1995). 
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7.1.2 Self as Story 

The next ‘self’ explores the organization as story. It focuses on the content 
of the organization as seen in its narrative through time. In this disserta-
tion, the focus is on the influence of the Christian faith to the organiza-
tion’s narrative. Based on the findings, it is clear that World Vision has 
evolved since its early days. What began as an evangelical missionary or-
ganization “to meet critical needs of the Orient” has since evolved into an 
ecumenical organization with clear operating structures, working in sec-
tors of relief, development and advocacy organization. It no longer exists 
primarily as an intermediary organization with the focus on churches and 
their involvement in the mission field, but rather is today aligned with 
known sectors in the wider development and humanitarian sectors in so-
ciety, drawing funds from a wider base than the church.  

In addition, people joining World Vision for work have also evolved. 
From predominantly evangelical Christians, people who work for World 
Vision currently include those from other denominations, as well as peo-
ple of other faiths. At present, there is an intentional effort to communi-
cate World Vision values to staff members through the mission statement, 
core values and the vision statement of the organization. These are in-
cluded in orientation practices for new recruits. However, these efforts 
seem to be left wanting as staff members describe other priorities as more 
important than the organization’s Christian values.  

7.1.3 Self as Subject 

The final ‘self’ focuses on the organization as subject. This focuses on the 
processes involved in the organization. Based on the findings, there has 
been a reported increase in the complexity of processes as the overall op-
erations of World Vision have increased. From being an American organi-
zation, it has since expanded its operations in many different contexts 
with diverse cultures and religions. Much has been done to organize the 
work of World Vision as well as manage its decision making. Resources 
have been invested periodically to structure the organization in light of 
the change.  

One of the earlier initiatives in structuring the different offices in 
World Vision was the covenant of partnership. This has since been further 
clarified, with World Vision structured as a federal model, accommodating 
diversity yet at the same time giving reserve powers to the Global Center. 
It can be concluded that this increase in complexity of processes resulted 
in rational bureaucratization. Policies and systems were drafted for 
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smooth operation of the organization. At the same time, besides ‘rational’ 
policies drafted for the smooth operating of the organization, policy doc-
uments were also drafted to articulate how World Vision understands its 
Christian faith in different areas of its work. This include policies such as 
the Interfaith policy, Partnership with Churches, Children well-being etc.  

Another obvious phenomenon with regard to the processes was the in-
creasing diverse influence from the external environment with the in-
creasing number of diverse stakeholders. As World Vision’s spread across 
different cultures and in different sectors, there were more decision mak-
ers within the organization with different agendas. These different agen-
das pull the organization in different ways depending on the needs and 
particularities of World Vision in a given time and place. This has led the 
organization to evolve differently depending on its various contexts.  

These findings show that rational bureaucratization as well as the in-
crease diverse influence of stakeholders can indeed explain why the Chris-
tian identity is no longer core to the processes of the organization. The 
organization’s Christian identity has been relegated to a supporting role 
that is not always prioritized.  

7.1.4 Uncovering Tacit Christian Identity Through Study of 
Organizational Culture  

So far, the three different organizational ‘selves’ have been discussed in 
relation to World Vision. These different selves described a part of the or-
ganization’s content and process as depicted by the different ‘selves’ of the 
organization. What is left undiscussed is the interaction between these dif-
ferent ‘selves’ that results in the tacit religious identity. Organizational 
culture was measured to determine the tacit religious identity of the or-
ganization.  

Organizational culture was measured to understand the assumptions 
held by staff members of the organization. In the collection phase, the dif-
ferent organizational cultural dimensions were first related to the stated 
Christian values of World Vision. Based on the findings, it was firstly evi-
dent that there were Christian values clearly articulated in World Vision’s 
core documents. These values were however not forthcoming as resultant 
values of the staff members present in the two studied offices, Nepal and 
Papua New Guinea. Appendix 4 outlined a summary of reported values of 
both World Vision Nepal and World Vision PNG’s values as comparted with 
World Vision’s Christian values based on different organizational cultural 
dimensions. A summary analysis of the reasons why follows.  
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In Nepal, the non-Christian context was largely pointed out as the rea-
son for difficulty in the transmission of Christian values. There was evi-
dence of management activities (such as a deliberate internship program 
from churches, an appointed spiritual point person for each office location 
who was responsible for regular devotions, updates, etc.) which tried to 
foster Christian values. However, these activities did not seem to translate 
to deep Christian values embraced in World Vision Nepal.  

In Papua New Guinea, the grant funded context was considered the pri-
mary reason for difficulty in the transmission of Christian values, this de-
spite statistical indications that Papua New Guinea is a Christian country. 
The organization emphasized the need to focus on the project plan, its 
strict budget and timeline. Working in such a context, staff members em-
phasized the clear regulations that considered religious activities forbid-
den.  

Based on the findings of the organizational culture in each country of-
fice, it could be concluded that despite the clear formal Christian identity 
of World Vision as described by the self as ‘object’, the overall tacit identity 
cannot be described as clearly Christian. This was possibly because of the 
evolving story of the organization as well as the processes the organization 
had embraced in light of its context. Christian values were not therefore 
not clearly dominant in the organizational culture as perceived by staff 
members of the organization. These results suggested congruence to the 
theories of isomorphism or bureaucracy previously described in earlier 
chapters.328 In the final analysis of the tacit identity of the organization, 
relationships are discussed as this provide more insight to the interaction 
between process and content.  

7.1.5 Relationships as key in mediating content and process  

The dynamic tacit identity of an organization does not exist abstractly but 
through its expression by different members of the organization. Based on 
the identity formation model, people in the organization mediate the pro-
cess through authoring and enabling through the relationships that they 
have with each other. As such, the state of relationships among different 
stakeholders have been studied as they shed light on the influence that 
different stakeholders have on the resultant tacit identity. The closer the 
relationship between stakeholders, the more influence these stakeholders 
can have due to an increased frequency of authoring and enabling. To un-

                                             
328 The theory was discussed in more detail in chapter 1 in the section 3.3. 
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derstand the state of the relationship, a heuristic tool “relational proxim-
ity” was used.329 This tool measured interaction between the different 
stakeholders based on five domains: directness, continuity, multiplexity, 
parity, and commonality. Based on this tool, the more stakeholders inter-
acted on each of these five domains, the closer the relationship.  

In both offices, field staff felt the most distance from senior manage-
ment. This is noteworthy as senior management had the most links to 
other parts of the organization. This implied that senior management had 
ready access to different information such as partnership policies which 
detail the organization’s Christian understanding. This access of partner-
ship information to other staff members in a country office is often de-
pendent on senior management. A reported distant relationship could re-
sult in limited access to partnership information, and therefore 
diminished influence of partnership information, including Christian un-
derstanding as being part of the daily operations of the office as imple-
mented by field staff.  

In addition, perceptions between different stakeholders had not neces-
sarily been reciprocal. When one stakeholder deemed a relationship as 
close, the response of another stakeholder was not necessarily the same. 
This was particularly true for the senior management team. Senior man-
agement staff members reported a closer relationship to different staff 
members compared to what other staff members reported about their re-
lationship with them. Differing perceptions on the relationship had an im-
pact on actual “authoring” actions of the senior management team, since 
actions might not be “enabled” as often as desired.  

It was also evident that most stakeholders had the closest relationship 
with other stakeholders who were in the same category. This could imply 
that field staff, who formed a majority of staff in each of the office loca-
tions, was significantly influential in the resulting organizational culture 
of World Vision in that a higher frequency of authoring and enabling takes 
place amongst them.  

Finally, external stakeholders were held at a further distance com-
pared to relationships in the local office. This can be problematic for the 
transmission of Christian values as these external stakeholders, the Global 
Centre or the Regional Office, are key offices responsible for the reserve 
powers of World Vision.330 Included in the reserve powers is the need to 

                                             
329 For more information about this, refer to chapter 3 section 3.2.2.  
330 As described in chapter 4, reserve powers are decisions that are deemed as both 

high risk and broad in scope. 
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“promote the World Vision way” which is where the content and account-
ability of Christian identity lie. With a distant relationship to external 
stakeholders, it is no surprise that these stakeholders have little influence 
in the overall organizational culture in these locations.  

In summary, the state of relationships analyzed are not conducive for 
promoting Christian values. Having described the way relationships im-
pact the authoring and enabling of the identity formation model, we com-
plete our first analysis of the case study interpreting the data using the 
identity formation model. While this model is useful to understand the dy-
namic existing in the organization, it does not address the reality that the 
organization is based on. This implies the need for a normative under-
standing. Reality is not neutral but is rather rooted in a particular 
worldview.331 In completing this normative task, the assessment of an or-
ganization’s Christian identity is analyzed alongside an understanding of 
the Christian reality or worldview. In the following section, further analy-
sis is done from a decidedly Christian understanding of reality through the 
use of the normative practice model. This model is introduced next.  

7.2 Introduction to the Normative Practice Model  

The normative practice model is used to analyze the practice embodied in 
the organization. This model is used because of its clear Christian under-
standing of reality yet agility to practices in the broader society. This 
model was first developed as an alternative to mainstream applied ethics, 
to describe the complexities of different fields including medical care, 
nursing, education and development studies.332 Instead of working of a 
                                             
331 Worldview is understood in this dissertation as a “framework or pattern that one 

follows like a guide to life. It has been defined as a commitment, a fundamental 
orientation of the heart, that can be expressed a story in a set of presuppositions 
(assumptions which may be true, partially true or entirely false) which we hold 
(consciously or subconsciously, consistently or inconsistently) about the basic 
constitution of reality, and that provides the foundation on which we live and 
move and have our being.” See James W. Sire, The Universe Next Door: A Basis 
Worldview Catalog (Downers Grove: IVP Academic, 2004), 17. 

332 The understanding of normative practice as used in this dissertation is based on 
previous work by reformational philosophers. In applying the normative practice 
model, I have not sought to provide an exhaustive study on the underlying phi-
losophy underpinning the model. Some articles that introduce this model include 
the following: Henk Jochemsen in articles such as “Normative Practices as an in-
termediate between theoretical ethics and morality,” Philosophia Reformata 71 
(2006): 96–112; “A Normative Practice for the Practice of Cooperation in Develop-
ment as a Basis for International Social Justice,” (paper presented during the ILE 
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general set of ethical principles and norms, the normative practice model 
focuses on a particular practice which is constituted by a constellation of 
norms typical for a specific practice. This model with the constellation of 
norms based on the particular practice can mitigate the tendency of fol-
lowing popular ethical trends within the social, scientific or economic do-
mains blindly.  

Before appropriating the normative practice model for the data collec-
tion at World Vision, key concepts that underpin the model are first de-
scribed before focusing on how these concepts relate to the understanding 
of the organization. These key concepts include the outline of practices, 
norms and plurality.  

7.2.1 Practices within Society Expressed in Institutions like 
Organizations 

The first key concept that undergirds the normative practice model is the 
concept of practice. The understanding of practices refers to categories of 
human activity that exist in society. Formally, the definition of practice as 
given by MacIntyre is adopted in this understanding.333  

“By a ‘practice’ I am going to mean any coherent and complex form of so-
cially established cooperative human activity through which goods internal 
to that form of activity are realized in the form of trying to achieve those 
standards of excellence which are appropriate to, and partially definitive of, 
that form of activity, with the results that human powers to achieve excel-
lence, and human conceptions of the ends and goods involved, are system-
atically extended.”334 

                                             
Study Day in May 2012); Maarten Verkerk, “Spirituality, Organization and Leader-
ship: Towards a Philosophical Foundation of Spirit at Work,” in Leadership, Innova-
tion, and Spirituality, ed. P. Nullens and J. Barentsen (Leuven: Peeters, 2014), 57–77 
as well as Gerrit Glas, “Competence Development as Normative Practice – Educa-
tional Reform in Medicine as Heuristic Model to Relate Worldview and Education,” 
Koers – Bulletin for Christian Scholarship 77, no. 1 (2012).  

333 The discussion of practice is described by MacIntyre as the context in which vir-
tues are exercised. Concerned about the gradual disenchantment with virtue eth-
ics in modern society, MacIntyre rejects the inevitability of relativism, as well as 
the limitations of generalization in social sciences. This discussion of practice is 
the first in his three stages in which the core conception of virtues can be under-
stood. 

334 Alasdair MacIntyre, After Virtue (Notre Dame: University of Notre Dame Press, 
1981), 187. 
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Examples of practices described by MacIntyre include chess, architecture, 
arts and politics.335 This description of practices focuses on the internal 
goods present in the practice. Internal goods are goods that are specific 
and particular to the practice. They are identified and recognized by the 
experience of participating in the practice. Besides these internal goods, 
there can also be other goods, which Macintyre calls external goods, con-
tingently attached to the practice due to social circumstances. These goods 
are not exclusive to the practice as they are not particular to the practice. 
Attainment of such goods are not specifically linked to the engagement of 
the practice as there are alternative ways of achieving these goods.336  

To illustrate the difference between internal and external goods, Mac-
Intyre uses the example of the practice of chess. In playing chess, what is 
necessary, the internal goods, are “certain highly particular kind of ana-
lytical skills, strategic imagination and competitive intensity, a new set of 
reason, reasons not just for winning on a particular occasion, but for trying 
to excel in whatever way the game of chess demands.” This is differenti-
ated from the external goods which are plausible reasons for playing and 
winning the chess game. These include prestige, power and money, as 
these can be found in other practices not related to chess.337 This under-
standing of practice as expounded by MacIntyre is appropriated in the nor-
mative practice model. In using this definition, the normative practice 
model takes into consideration the understanding of internal and external 
goods, yet uses different terms to express these goods. These different 
goods are understood in the categories of the qualifying function, founda-
tional and conditioning functions. These different functions are intro-
duced in the next section in the outlining of Dooyeweerdian’s social phi-
losophy.  

As a form of human activity, practices are complex and are not con-
fined to any individual institution or organization. They manifest them-
selves in specific contexts, e.g. the practice of prosecutors in a variety of 
courts, alongside judges, lawyers and others. No one individual institution 
or organization can claim ownership of the entire practice. At the same 
time, this understanding of the practice, as well as its inherent internal 
goods can be useful to clarify organizational priorities. An organization is 
led by the practice it seeks to express in society, e.g. courts by administra-
tion of justice. For an organization to truly express a practice in society, it 

                                             
335 Alasdair MacIntyre, After Virtue, 187. 
336 Ibid., 188-189. 
337 Ibid., 188-189. 
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is important that the internal good, the purpose of the practice is priori-
tized in the organization. Care should be taken to prevent the corruption 
of practices, by giving more priority to external goods instead of internal 
goods.338 The understanding of internal goods reemphasizes the im-
portance of clarifying the purpose of the organization and ensuring that 
this purpose is prioritized in the goals of the organization as well as other 
characteristics of the organization such as the people and the systems.  

Another way to think about the purpose of the organization is as the 
primary process of the organization as described in the variant of the nor-
mative practice model, the triple I model. In this model, the primary pro-
cess, argued to be crucial refers to the “operational processes that consti-
tute the core activities of an organization and that generate value for 
clients, citizens and society.”339 Describing the purpose of the organization 
in terms of a process clarifies the impact of this purpose on the activity 
systems of the organization as well as the people involved.  

7.2.2 Norms rooted in the Christian View of Reality as de-
scribed in Dooyeweerdian’s social philosophy 

The next key concept in the understanding of the normative practice 
model is the emphasis on the Christian view of reality. The understanding 
of reality is dependent on the “plausability structures” in society. Plausi-
bility structures are constituted by the pattern of belief and practice in a 
society.340 These basic patterns of beliefs are linked to the different 
worldviews that exist in society. Herman Dooyeweerd, reformational phi-
losopher, affirmed the existence of different patterns of beliefs in society, 
arguing against neutrality presupposed in modernity. He described how 
all theoretical thought is based on a concept of “totality of meaning” 

                                             
338 Alasdair MacIntyre, After Virtue, 194. 
339 The triple I model, a variant of the normative practice model, is based on an or-

ganizational analysis of institutionalized professional practices. See Maarten 
Verkerk, “Spirituality, Organization and Leadership: Towards a Philosophical 
Foundation of Spirituality at Work,” in Leadership, Innovation, and Spirituality, ed. 
Patrick Nullens and Jack Barentsen (Leuven: Peeters, 2014), 57-58. 

340 This understanding of plausibility structure was first coined by sociologist, Peter 
Berger as he studied the erosion of religion in secular societies because of the loss 
of the plausibility structure. This plausibility structure is the system of meaning 
within which these meanings make sense, or are made plausible within a particu-
lar sociocultural context. These systems of meanings are supported by, and em-
bedded in, sociocultural institutions and processes. For more information, see Pe-
ter L. Berger, The Sacred Canopy (Garden City, NY: Doubleday, 1967). 
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rooted in religious presuppositions, otherwise described as the “Cosmo-
nomic Idea.” This is a “transcendental idea of subjectivity”, that is di-
verse.341 For him, there is no one united idea as different presuppositions 
ground different philosophical systems. “Each authentic system of philos-
ophy is grounded in a Cosmonomic Idea of this or that type, even when the 
author does not account for it.”342  

Instead of simply adapting or accepting the patterns of beliefs preva-
lent in society, a Christian organization should critically analyze its align-
ment with the Christian view of reality. The choice of Dooyeweerdian phi-
losophy is particularly useful because of his respect and intention to help 
one analyze everyday human experience. Instead of beginning with theo-
retical thought, his philosophy understands the theoretical through an 
analysis of the everyday life experience. Dooyeweerd believed that it is 
possible for everyday experience, meaning, to be directly and immediately 
engaged in his philosophical system alongside the biblical ground mo-
tive.343 With due regard given to experiences, this philosophical system is 
appropriated in the practice model. An introduction to this system is de-
scribed below.  

7.2.2.1 Meaning in Multiplicity of Structures with Different Constellation 
of Norms  

Dooyeweerd’s Christian social philosophy is rooted in the biblical ground 
motive which he described as “creation, fall into sin, and redemption in 
Jesus Christ in the communion of the Holy Spirit.”344 Following in the tra-
dition of Augustine, Calvin and Kuyper, Dooyeweerd believed that his un-
derstanding of the biblical ground motive captured the core of biblical 
Christianity.345 For him, key to this understanding of the biblical ground 
motive is “God’s holy sovereign creative will.”346 It is God’s laws that set 
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the boundaries between God and his creation.347 Meaning on this earth is 
rooted in the understanding of the creator and his law. For him, the pur-
pose of philosophy is to provide theoretical insight, uncover and discern 
meaning in the multiplicity of structures in created reality. This is done 
through his creative use of the modal aspects he distinguishes in reality. 
Modal aspects are unique and sovereign in its own sphere. They have been 
further explained using the metaphor of refracted light. “As the seven col-
ours do not owe their origin to one another, so the temporal aspects of 
meaning in face of each other have sphere sovereignty or modal irreduci-
bility.”348 Within Dooyeweerd’s social philosophy system, there are fifteen 
different modal aspects. These include: Numerical, Spatial, Kinematic, 
Physical, Biotic, Psychic, Logical, Historical, Lingual, Social, Economic, Aes-
thetic, Juridical, Ethical and Faith.349 These different aspects find their 
source in the creator and his laws. 

To speak of sphere sovereignty of each modal aspect is to realize that 
each aspect contains a meaning kernel. It is this meaning kernel that gives 
the aspect its irreducible character. In Dooryeweerdian’s philosophy, some 
of these modal aspects have meaning kernels that can be characterized by 
laws, while others are characterized by norms. Those characterized by law 
are thought to be “realized in the facts without human intervention” while 
those characterized by norms are thought to function like principles that 
require human agency.350 Aspects with meaning kernel characterized by 
norms require “free, responsible, and rational human agents.”351 These in-
cluded aspects like linguistic, social, economic, legal, aesthetical, ethical 
and pistical norms.352 As humans work towards implementation of these 
norms, this has been described by Dooyeweerd as “positivization” of the 
norms. This also implies the free agency of people to deciding whether to 
follow through on these norms or not. Ultimately, the interpretation and 
actions of people, do not influence the validity of these norms. 

                                             
347 In describing the biblical ground motive, Dooyeweerd was not looking to pro-

nounce the church, or the state as the all inclusive totality of social life. He be-
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For Dooyeweerd, different meaning structures exists as a complex or-
der of all the irreducible modal aspects. While these structures always 
function in all the modal aspects, the way the aspects function in the struc-
ture differs for the different social structures. In describing social struc-
tures as composed of complex order of modal aspects, Dooyeweerd re-
sisted against the reductionist tendencies present in understanding 
reality.  

While the entire constellation of modal aspects is present in each struc-
ture, each structure is largely defined by two modal aspects in particular, 
the qualifying and founding aspects.353 The qualifying aspect has been de-
scribed as the function which exercises a leading role among various func-
tions, directing the structure toward its specific destination. The founding 
aspect, on the other hand, provides key support to the structure, enabling 
the structure to reach its destination. These aspects take the lead for a par-
ticular structure.  

Having provided a brief introduction to the understanding of meaning 
as expressed in modal aspects, the way that this meaning is expressed in 
organizations is introduced.  

7.2.2.2 Constellation of Norms Expressed in organizations 

In the discussion of practice, we have ascertained that an organization is 
led by the practice it seeks to express in society. This practice determines 
the overall purpose of the organization. The understanding of norms 
rooted in created reality is therefore useful to provide further understand-
ing of the purpose of the organization.  

A practice as a meaning structure is determined by the specific constel-
lation of modal aspects whereby the qualifying aspect gives a practice its 
typical character. In other words, the internal goods, the telos of the prac-
tice is related to the qualifying aspect of the structure. Directly related to 
the overall purpose of the organization, this qualifying aspect influences 
the entire organization, the activity systems as well as the processes re-
lated to the interaction among members of the organization.  

In addition, the norms can play a unifying function for organizations. 
As organized communities, organizations are social constructs and differ 
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from natural communities such as families.354 For Dooyeweerd, these orga-
nized communities are founded historically instead of biotically.355 As they 
exist beyond the duration of any single member, the question of “contin-
uous internal unity” beyond any one person becomes important. The ques-
tion that needs to be answered for an organization is “How is it possible 
for the community to upkeep its “supra individual communal whole?”356 
To answer this question, experiences of the community are highlighted. 
For the community to sustain its identity, Dooyeweerd emphasizes the im-
portance of this community being united along the qualifying aspect in 
interaction among different members.357 With this move, he links the qual-
ifying aspect to interaction of people in the organization. This qualifying 
aspect, linked to the practice that the organization seeks to express, unites 
the different people together. It is therefore important for the qualifying 
aspect to influence the different characteristics of the organization. This 
is echoed by organizational scientist who describe the importance of the 
purpose of the organization staying central to the other characteristics of 
the organization.358 This implies the importance of the qualifying aspect 
influencing both the boundary maintenance and activity systems of the 
organization.  

Having discussed the concept of practice as well as the norms rooted in 
the Christian reality, the last concept that needs to be elaborated is related 
to the plurality exemplified in an organization. This discussion of plurality 
focuses on the differences experienced by organizations who express the 
same practice. The work of Mouw and Griffoen is appropriated in this 
model as a framework to categorize the kinds of differences experienced.  

7.2.3 Plurality in Practices and its Impact on Organizations 

The last concept relates to the plurality in practices. While being involved 
in the same practice, it does not mean that organizations look or act the 
same. Evident from the data collected for World Vision, there were clear 
differences are reported in different locations. These differences happen 
for many different reasons: the cultural context, people who are part of 
the organization, or even the religious beliefs involved. These differences 
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influence the organizations to different extents. As a means to distinguish 
the different kinds of plurality present in the organization, the normative 
practice model appropriates the understanding of plurality of Mouw and 
Griffioen. In their book Pluralisms and Horizons, three undeniable kinds of 
pluralisms important to public life are mentioned: directional, associa-
tional and contextual pluralism. These different kinds of pluralism exist in 
different social structures which include organizations. The following par-
agraphs further describe each kind of pluralism.  

Directional pluralism is related to the different visions of good life as 
depicted by different religious beliefs. For the authors, the use of the term 
“directional pluralism” reflects their Christian worldview.359 The term ‘di-
rectional’ presupposes a direction as understood in Christian anthropol-
ogy that sees conflict in human life in the duality of obedience versus dis-
obedience.360 One’s basic orientation in life can either be God honoring or 
God-dishonoring. The emphasis is on the response to the “divine call to 
obedience.”361 To be God honoring is to “orient (our) thinking toward the 
reality of God” and God dishonoring is when there is ‘creature centered 
thought reductionist in character.” In this instance, “people organize their 
understanding of reality around an absolutizing of some aspect crea-
turely.”362 Bearing this in mind, the directional pluralism of a social struc-
ture can be therefore be understood as the presuppositions that take pri-
ority and organize thought in the social structure. Do these 
presuppositions point towards the reality of God, or towards an alternative 
absolute ideal, forgoing the rest?  

Associational pluralism is related to differences related to family as 
well as other associations such as voluntary groups or corporations. These 
differences are caused by the different setup or stakeholders involved. 
Contextual plurality refers to the cultural context. This can include differ-
ent racial, ethic, geographic, gender and class experiences.363 Contrary to 
directional plurality which looks at plurality as either moving towards 
obedience to God or disobedience, diversity in culture and associational 
plurality are understood as elements of creational diversity.364 These plu-
ralisms in themselves are not committed to a particular direction.  

                                             
359 As an example, see Albert M. Wolters, Creation Regained: Biblical Basis for a Reforma-

tional Worldview (Grand Rapids, MI: Eerdmans, 1985). 
360 Richard J. Mouw and Sander Griffioen, Pluralisms and Horizons: An Essay in Christian 

Public Philosophy (Grand Rapids, MI: W.B. Eerdmans, 1993), 89. 
361 Ibid.,88–89. 
362 Ibid. 
363 Ibid., 16–17. 
364 Richard J. Mouw and Sander Griffioen, Pluralisms and Horizons, 124. 



228 Countering Mission Drift in Christian Organizations 

These three different pluralities are not completely distinct but rather 
influence each other. Mouw and Griffioen write about the interwoven na-
ture of associational and directional pluralisms, where “associational 
structures serve diverse directional orientations and our spiritual vision 
take on associational shapes.”365 In addition, they state that cultural plu-
ralism is the result of “combine(d) directional visions and associational 
practices that must be taken seriously in their own right.”366  

Another key observation is the key role of directional pluralism evident 
in both associational and cultural pluralisms. At its core, these pluralisms 
reflect the direction that the social structure is taking.367 For social struc-
tures that embrace the same Christian faith, these structures can work to-
gether to discern the will of God.368 Sharing the same faith, this common 
biblical reference that should ground and guide the process of discern-
ment for these different communities.369  

At the same time, it is possible to work with other communities that do 
not hold the same Christian presuppositions, this through the focus on a 
common goal. While there might be disagreements on the ultimate reli-
gious presuppositions, it is nevertheless possible to work together with 
others on a common goal, gaining new insights from diverse points of 
view. For Mouw and Griffoen, it is because of “the eschatological vindica-
tion of the truth (at the end of time) that makes it possible to accept the 
pluralism in the here and now.”370 

The pluralities described by Mouw and Griffoen are also present in or-
ganizations. Mouw and Griffoen’s understanding of plurality is a useful 
roadmap to understand the differences the organization is exposed to. It 
is a framework to analyze the differences that organizations face. Different 
organizations display different kinds of plurality. While contextual and as-
sociational pluralities that are present in organizations can be celebrated, 
more thought needs to be given to directional plurality. Directional plu-
rality indicates the different direction that organizations are moving to-
wards. Instead of moving towards the direction of the purpose, it is also 
possible for organizations to be moving away.  
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With this discussion of plurality we conclude the discussion of key con-
cepts that underpin the normative practice model. What has been dis-
cussed include the explication of practices within society, the understand-
ing of Christian norms with respect to Dooyeweerdian philosophy and 
finally, the discussion of plurality. In the next section, the key research 
pertinent to development studies is outlined as World Vision is understood 
to be part of the development practice. This outline of development stud-
ies is useful to construct the normative practice of development. The find-
ings as collected in the empirical research is then analyzed alongside this 
development practice.  

7.3 World Vision as Part of the Development Prac-
tice  

In the mission statement of World Vision, World Vision clearly states that 
“World Vision sees itself as an international partnership of Christians 
whose mission is to follow our Lord and Savior Jesus Christ in working with 
the poor and oppressed to promote human transformation, seek justice 
and bear witness to the good news of the Kingdom of God.”371 This mission 
statement with its intention to work with the poor to promote transfor-
mation is understood in this dissertation to be primarily involved with the 
broader development practice. The work of advocacy and relief detailed as 
the other pillars of World Vision is done bearing in mind the mission of 
overall human transformation that World Vision works for. In this section, 
the current debate in development studies is broadly introduced as a prel-
ude to the discussion of the normative practice of development. This de-
velopment practice is understood as key to the practice that World Vision 
seeks to express in society. 

The study of development is known for its breath and challenges in its 
multi-disciplinary approach.372 As a concept, it is widely contested politi-
cally and theoretically, thought to be ambiguous and complex.373 What 
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seems to be held commonly across different disciplines is the importance 
of change within society. Development has been described is as “encom-
passing continuous change in a variety of aspects of human society.”374 
This notion of development focuses on societal change, often in societies 
that are considered “developing” or “third world.” As a way to describe 
the diverse nature of change, the understanding of development has been 
classified into three different categories. The first is historical and long 
term influenced by existing metanarratives. The second is policy related 
and evaluative or indicator led, has short to medium term horizons ‘devel-
opment’ such as the Millennium Development Goals or Sustainability De-
velopment Goals.375 The third can be characterized as a post-modernistic 
understanding of the development concept, drawing attention to the eth-
nocentric and ideologically loaded Western conceptions of “development” 
and raising possibilities of alternative conceptions.376 To gain a deeper un-
derstanding of the debate surrounding development, these categories are 
briefly introduced in the next section. This introduction does not pretend 
to be exhaustive, but rather illustrates the key trends involved in develop-
ment studies.  

7.3.1 Development as Long-term Process of Change 

In the first category, development is considered a long-term process of 
change related to structural societal change. While changes are not di-
rectly ‘prescribed’, they are influenced by metanarratives.377 This under-
standing of development as long-term change is recognizable from the 
start of the development discourse. President Truman first coined the 
word ‘Development’ in 1949 during his speech proposing the International 
Development Assistance. The perceived success in rebuilding Europe fi-
nancially and technically after the war led Americans to consider the ex-
tension of “development” to other nations. In this speech, he highlighted 
two goals of this assistance: 1) creating markets for the United States by 
reducing poverty and increasing production in developing countries; 2) di-
minishing the threat of communism by helping countries prosper under 
capitalism.378 President Truman’s approach revealed a long-term approach 
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related to development which included structural societal change. His un-
derstanding was also built of metanarratives such as the emphasis on cap-
italism, as well as the possibility of progress implicit in modernization.379 
Development was understood to be the product of “intervention of the 
modern, scientific and democratic into the improvement of human exist-
ence.”380  

Gradually, there was a shift from the clear dependence on economic 
growth to the attention on local ownership and sufficient capacity. The 
understanding of development expanded to include sustainability, where 
future generations are taken into account in the changes proposed. More 
recently, the purpose of development was expanded to include promotion 
of a particular form of politics based on democratic representation, social 
justice, the rule of law, and adherence to international agreements on hu-
man rights.381 One key proponent who highlighted the social objectives of 
development was Dennis Goulet, considered one of the forefathers of de-
velopment ethics. He mentioned three components that he saw as im-
portant for understanding development, which was related to the oppor-
tunity for humans to lead full human lives. These three components 
included life sustenance, self-esteem and freedom. For him, self-suste-
nance is related to the provision of basic need, self-esteem, self-respect 
and independence and freedom, the ability for people to determine their 
own lives.382  

This long-term perspective on development is often understood as the 
traditional view of development. The main critique of this view is the lim-
ited capacity of these metanarratives to guide the short term operational 
implementation of development. The first cracks in these metanarratives 
appeared in their promise to solve problems in society. For example, the 
1980s recorded instances of failure in development, with indicators show-
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ing debt instead of growth in the South with problems of increased pov-
erty, unemployment, landlessness reported despite development ef-
forts.383 This led to the understanding of development to be defined in 
terms of specific indicators and policies.  

7.3.2 Development as Progressive, Indicator-led change 

Difficulties of operationalizing the metanarratives in development have 
led to a gradual shift of development to mean progressive change, cen-
tered around certain indicators. Often, this understanding of development 
is favored by development practitioners because of the clarity that these 
indicators bring. Poverty reduction objectives, Millennium Development 
Goals, and the newly minted Sustainability Development Goals are key for 
International Organizations such as the Organization for Economic Corpo-
ration Development (OECD) or United Nations Development Programme 
(UNDP).384 In addition, non-economic indicators thought to supplement 
the statistics on growth rate include the Human Development Indicator 
(HDI) or the Human Poverty Indicator (HPI) developed by the UNDP.385 

One key issue of this understanding of development is its seemingly 
fragmented short-term modernist approach. With standard goals, it has 
been criticized for being “paternalistic,” and not taking into consideration 
the local context where development takes place. This can lead to divided 
efforts of change within society as there is no integrated understanding of 
the change suitable for a particular society, where the views and under-
standing of local politics are represented.386 In fact, it is precisely because 
of a seemingly separate development agenda to the local context that civil 
society organizations advocated the inclusion of open, inclusive, account-
able and effective governance in the setting up of sustainable development 
goals. This has resulted in the addition of goals to “build effective, account-
able and inclusive institutions at all levels” within the sustainable devel-
opment goals.387  
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7.3.3 Development as Deconstructing Change 

The third category of development arises from the postmodern critique 
regarding the imposition of the Western ethnocentric understanding of 
development on the rest of the world.388 An increasing suspicion of mod-
ernization has led to the deconstruction of existing social relations as well 
as typical development buzzwords.389 Often this perspective links the leg-
acy of colonialism with the ideology of development, where the West de-
termines the notion of “developed” and “developing” is based on its own 
experiences.390 Sensitive to metanarratives, development from this per-
spective is more “down to earth,” “de-mystifying the beliefs associated 
with development goals.” Instead of clinging to lofty aspirations, a somber 
reflection of development has been defined as “the general transformation 
and destruction of the natural environment and of social relations in order 
to increase the production of commodities (goods and services) geared, by 
means of market exchange, to effective demand.”391  

One implication of the postmodern critique has been the heightened 
awareness of external influences in development. This has led to increased 
ownership of developing countries regarding the kind of development 
they think is necessary in their country. To this end, development aims at 
the “promotion or well-functioning of existing practices and institutions 
that are relevant within a certain setting.”392 Relevant practices and insti-
tutions are established and strengthened depending on the people in a 
particular context.  

7.3.4 A Normative Understanding of Development?  

In describing the three main perspectives to development, it is clear that 
existing development institutions embrace these different perspectives of 
development in varying degrees. Development institutions act depending 
on their understanding and opinions of the three perspectives.  
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As an alternative to choosing one of the three perspectives, a compre-
hensive approach to the practice of development is undertaken in the fol-
lowing section using the normative practice model. Such a view evaluates 
the validity of the different definitions from a normative lens, taking seri-
ously the critique outlined in each perspective. In addition, this normative 
understanding is also rooted in Christian reality. As a unique social prac-
tice in society, the development practice is described in terms of norms 
that ought to be realized for the positive contribution to society. Elaborat-
ing on the normative practice of development contributes to development 
studies through outlining a normative understanding of development 
from a Christian perspective.  

The term development is adopted instead of more specific terms such 
as “development corporation” or the traditional term “development aid” 
since “development” affirms the different branches involved in develop-
ment studies that the normative practice of development draws upon.  

7.4 Analysis of Field Research using the Normative 
Practice Model  

For this normative task involved in the analysis phase, we have looked at 
the key concepts that underpin the normative practice model and its im-
pact to an organization in section 7.2. This included the discussion of the 
practice, the understanding of reality as described by Dooyeweerd as well 
as the description of plurality. In addition, we have also introduced the 
debate surrounding development in section 7.3. In this section, the norma-
tive practice of development is outlined and used to interpret the data col-
lected in the data collection phase.  

There are three sides to this normative practice model: structural, di-
rectional and contextual. Figure 7.1 illustrates how the different sides 
come together in the normative practice model.393  
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Figure 7.1: Sides of the Normative Practice Model 

The following framework is used in this section to analyze the findings in 
the collection phase. This includes a) introducing each of the three sides 
and its expression in the organization, b) introducing the side in relation 
to development practice and finally, c) explicating World Vision field re-
search findings based on the particular side. Through this analysis, the ex-
isting experience of World Vision is reflected against the normative ought 
of the development practice.  

7.4.1 Introduction of the Structural Side 

The structural side of the practice focuses on the nature of the practice. 
This nature of the practice can be further elaborated through explication 
of the telos, standard of excellences as well as qualifying rules, founding 
and conditioning rules.  

The telos of a practice describes the reason, a certain finality or core 
value as to why the practice exists. This is similar to the description of in-
ternal goods as discussed by MacIntyre. Different activities that make up 
this practice should contribute to the realization of this telos.394  

The Standards of Excellence are the rules of play as understood by the 
practice. They are the “know how” required to realize the telos of the prac-
tice. “These rules are embodied in professional conduct consisting in the 
ability to act according to a rule and to assess the correctness of this appli-
cation even without making the rule explicit.395 When these rules are well 
observed in different forms of the activity within the practice, the telos of 
the practice is being realized.  
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The discussion of telos and standards of excellences affirm the im-
portance of norms for a practice. These norms are inherent in practices, 
specify a certain order and qualify the practice in distinct ways.396 As pre-
viously discussed, social practices are understood as part of created reality, 
defined by a unique constellation of modal aspects. These different modal 
aspects have different functions for the practice and have been differenti-
ated into qualifying, founding and conditioning aspects. The qualifying as-
pect is the leading aspect that determines the telos of the practice. This 
aspect determines the distinct identity of the practice both by guarantee-
ing coherence of its internal structure, and by guiding other aspects as 
they each contribute in their own ways to proper functioning of the prac-
tice.397 This aspect characterizes the primary processes of the practice.398 
The founding aspect furnishes indispensable support to the practice, mak-
ing the practice possible. It prescribes activities that give the particular 
practice its characteristic content.399 Finally, conditioning aspects are the 
rest of the modal aspects in which the practice functions. These aspects 
formulate conditions that should be observed in performing a practice but 
neither define the technicalities of the practice nor its finality. These as-
pects are observed to bring about proper integrity to the entire practice.  

As a ‘socially established cooperative human activity,’ practices exist 
in society through institutions, of which organizations are an example. 
While it is not possible to confine the understanding of practice to any sin-
gle organization, it is possible to recognize the practice in an organization. 
This is explored next. 

One clear way that this understanding of the structure of the practice 
influences an organization is the emphasis on the overall telos that inspire 
the goal directedness or purpose of the organization. For the telos of the 
practice to truly influence the organization, there is a need to link this te-
los to the people in the organization. This link was first drawn in the dis-
cussion of institutions as molecular.400 This overall telos should influence 

                                             
396 Gerrit Glas, “Competence Development as Normative Practice: Educational Re-

form in Medicine as Heuristic Model to Relate Worldview and Education,” Koers: 
Bulletin for Christian Scholarship 77, no. 1 (2012): 4. 

397 Chaplin, Herman Dooyeweerd, 88. 
398 Maarten Verkerk, “Spirituality, Organization and Leadership: Towards a Philo-

sophical Foundation of Spirituality at Work,” in Leadership, Innovation, and Spiritu-
ality, ed. Patrick Nullens and Jack Barentsen (Leuven: Peeters, 2014), 67. 

399 Jochemsen, “Normative Practices,” 104.  
400 See section 2.1.2.1 Institutions as Molecular 



Analyzing the Field Research 237 

the purpose of the organization which would in turn influence staff mem-
bership as well as subsequent activity systems of the organization.401 As a 
way to further understand this telos, the constellation of the modal as-
pects, particularly the qualifying aspect can be useful.  

The qualifying function determines the distinct identity of the practice 
by guaranteeing the coherence of its internal structure. This qualifying as-
pect should unite the organization through the way it influences interac-
tion among its people, as well as the people chosen. This means that this 
distinct identity caused by the qualifying function be reflected in the 
boundary maintenance as well as in the activity systems developed by the 
organization. For example, for a hospital who sees care as its qualifying 
function, this care should be reflected in the kind of people chosen to work 
in the hospital, as well as the activity systems that the hospital develops.402  

In addition, this also implies that the overall telos should guide the gen-
eral direction of the organization instead of other short-term goals. As 
short-term goals may or may not contribute to the overall telos of the 
practice, it is important that these goals stay secondary to the overall func-
tioning of the organization. This implies that both the conditional or 
founding aspects cannot end up becoming central in the choice of people 
or activity systems developed in the organization. Using again the example 
of the hospital, the economic aspect, arguably a conditional aspect of the 
practice, which is interested in efficiency and the finances of the hospital, 
should not be prioritized over the qualifying aspect, care, in the decisions 
made.  

Having introduced the structural side of the normative practice, the 
next section looks at the nature of development through detailing the 
structural side of the development practice. This is the next step in the 
actual analysis of World Vision’s findings.  

7.4.1.1 Structural Side of the Development Practice  

The structural side has been discussed separately as the telos, standard of 
excellence consisting of the qualifying founding and conditioning rules. 
What each means for development practice is discussed below.  
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7.4.1.1.1 Telos 

The telos of a practice has been described as the reason why a practice ex-
ists. With development described as focusing on societal change, the telos 
of the development practice can be described as the “promotion of the 
well-functioning of the practices and institutions that are relevant in a cer-
tain setting.”403 This telos of development practice focuses on the inten-
tional support of certain practices in society through promoting the well-
functioning of the corresponding institutions involved in these practices 
such that positive change is evoked in society. 

In the intentional support of the well-functioning of certain practices, 
development practitioners are required to critically evaluate the needs of 
the society based on the values they deem important. This is in contrast 
with prescribing practices and supporting relevant institutions based on 
current trends or existing external agendas. Such an understanding of de-
velopment begins with an ethical basis where the values involved in the 
different decisions attached to social change are truly reflected prior to 
their implementation.  

Once a decision has been made regarding the values and practices the 
development practice will support, it is important to note that this support 
should stay macro in nature. The development practice should not become 
in itself an institution in the practices that it is seeking to support. Instead, 
the development practice should be proactive and work with the existing 
institutions of the practice, supporting them to make positive change in 
society.  

7.4.1.1.2 Standards of Excellence  

The standards of excellence have been described as the rules of play as un-
derstood by the practice. They are the “know how” required to realize the 
telos of the practice. When these rules are well observed, the telos of the 
practice is being realized.  

With the understanding of development as progressive, indicator led 
change, many different standards have been initiated. An example of a 
standard embraced by international NGOs is accountability, as described 
in the INGO Accountability Charter. “The INGO Accountability Charter is 
an initiative of international NGOs demonstrating their commitment to 
transparency, accountability and effectiveness. It provides the only global, 
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cross-sectoral accountability framework for NGOs.”404 Members who ad-
here to this charter include international development organizations such 
as Care, ActionAid, Plan, World Vision, Oxfam etc. Members who belong to 
this charter are expected to hold to different accountability standards, in-
cluding respect for human rights, participation, ethical fundraising etc. 
They are also expected to report their activities annually. Good practices 
of different NGOs are then shared with all members on the website.  

Besides this charter, there are also other standards that are held by dif-
ferent countries. As an example, Germany has the Spendenrat, where or-
ganizations are committed to principles of transparency, efficiency and 
sustainability in dealing with the donations they receive.405 Australia has 
an Australian Council for International Development (ACFID), where mem-
bers adhere to the ACFID Code of Conduct, which defines minimum stand-
ards of governance, management and accountability of development for 
member non-government organizations.406 Other known standards exist 
such as “Core humanitarian standard”407 are a result of the merger of other 
standards like the HAP Standard in Accountability and Quality Manage-
ment, or the People in Aid Code of good practice.  

While these different standards are good to have, they are not in them-
selves sufficient to realize the telos of development. What is also important 
is the prioritizing of certain practices and their relevant institutions in de-
termining the most important standards of excellence to adhere to. This 
includes a “critical and explicit reflection on the ends as well as the means 
of development, on the what as well as the how.”408 Key to this reflection 
is the ability to discern pressing priorities for the society, as well as skills 
and standards required to support the relevant institutions.  

7.4.1.1.3 Qualifying, Founding and Constitutive Aspects of Development 

Besides focusing on external standards, the constellation of the different 
modal aspects around which the practice is arranged is also important. As 
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described, different aspects have different degrees of importance for dif-
ferent practices. They have been differentiated as qualifying, founding and 
conditioning aspects in the normative practice model. Having already de-
scribed the role of each aspect earlier, this section looks directly at the dif-
ferent aspects in the development practice.  

The qualifying aspect is the leading aspect that determines the telos of 
the practice, the intentional support of certain practices. For the develop-
ment practice, the qualifying aspect should be involved with the inten-
tional reflection of society. It is about discerning what practices to support 
in society. Taking this reflective intention seriously, it is proposed that the 
qualifying aspect of development is its historical aspect. In Reformational 
philosophy, this historical aspect has also been called the formative aspect 
as it focuses on the deliberate shaping of society. Dooyeweerd describes 
the modal meaning nucleus of the formative aspect as “the controlling 
manner of molding the social process.”409 This has also been described as 
the “irreducible modal manner of formation according to a free project.”410  

With the development practice involved in influencing society, this in-
volves molding and forming which is key in the historical aspect. This 
molding and forming takes into account the past of the society as well as 
the future vision. This is in step with Dooyeweerd’s understanding of the 
historical aspect, as he believes that “history unites the present, the past 
and the future. It is exactly in its historical aspect that time assumes this 
threefold articulation.”411  

Focusing on the historical or formative aspect as the qualifying aspect 
is to take into consideration the story of the society. It does not simply 
impose external standards but requires intentional reflection on the exist-
ing society to understand what is necessary. This involves the review of 
social practices in society and evaluating which practices to further de-
velop in society. This implies that institutions that express the develop-
ment practice are not just service providers. Instead, it is important for 
these institutions to critically evaluate what is necessary for society, sup-
port the growth of people through the intentional support of chosen prac-
tices in society that are presently lacking.  

The next key aspect is the founding aspect of the practice. This aspect 
reveals the main aspects that make the practice possible. It outlines activ-
ities that give a particular practice its characteristic content. Looking at 
the history of the practice, the term “development” was first coined after 
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the Second World War to support the rebuilding of Germany. In this re-
building efforts, evaluation of needs in Germany resulted in the provision 
of technical and financial services. What was key was the role of evaluation 
and critical reflection in determining the needs required by Germany. In 
light of this importance of reflection, it is argued that the founding aspect 
for the development practice is also found in the formative aspect.  

The formative aspect has been argued to be key to both the qualifying 
and founding aspects of the development practice. This implies that other 
modal aspects are part of the developing practice as constitutive aspects 
of the development practice. As constitutive aspects, these aspects formu-
late conditions that should be observed in the development practice. 
These aspects are not considered the most important aspects. They neither 
define the qualifying or founding aspects of the practice. It is therefore 
important that these aspects do not take primary focus in the practice.  

So far, we have looked at the structural side of the normative practice, 
the implications of this structural side to the organization as well as the 
structural side of the development practice. In the next section, we ana-
lyze the data collected in the collective phase alongside this theory of the 
structural side of development. 

7.4.1.2 Structural Reality as Explicated from the Field Research of 
World Vision  

To uncover World Vision’s understanding of the structure of the practice, 
data is derived mainly from the core documents of World Vision. These 
core documents reflect World Vision’s intention for the work that it does. 
It is a good indicator of World Vision’s official interpretation of the struc-
ture of the development practice.  

7.4.1.2.1 Telos  

The telos of World Vision can be traced from the main purpose that World 
Vision sets up for itself. As a starting point, World Vision describes itself 
as a “Christian relief, development and advocacy organization dedicated 
to working with children, families and communities to overcome poverty 
and injustice.”412 The three pillars, relief, development and advocacy make 
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up the united mission “to follow our Lord and Savior Jesus Christ in work-
ing with the poor and oppressed to promote human transformation, seek 
justice and bear witness to the good news of the Kingdom of God.”413 

Despite the three pillars listed by World Vision, an organization is 
guided ultimately by one primary practice as the practice determines the 
overall purpose of the organization. With the mission focus of World Vi-
sion to “promote human transformation,” this draws parallel to the telos 
of the development practice, particularly in its “support of certain prac-
tices… such that positive change is evoked.” As these three pillars of the 
organization work together to support human transformation, it has been 
argued that World Vision is an organization that seeks to primarily express 
the development practice in society. This implies that instead of merely 
providing short term relief or advocacy for advocacy sake, the relief and 
advocacy done by World Vision has a wider purpose, that of human trans-
formation. It is therefore important that each of the pillars clarify how 
they seek to promote human transformation individually. As a summary, 
it is clear from the documents of World Vision that the development pillar 
presents clear steps for how human transformation should be achieved. 
This however is not as clear for the other two pillars.  

World Vision’s strategy on development is clearly outlined in the “de-
velopment program approach” in its development pillar. As described ear-
lier, the main goal of this approach is “sustained well-being of children 
within families and communities, especially the most vulnerable.”414 There 
is a clear understanding that World Vision is child focused, developing 
projects based on joint decisions with the community, built on the basis of 
child well-being outcomes. Recognizing its role as transient within the so-
ciety with the intention of transitioning out one day, World Vision works 
closely with the community, hiring local staff as well as working with ex-
ternal partners to achieve these well-being outcomes. The way that World 
Vision works with the community and external partners is clearly outlined 
in the “critical path,” the process whereby this development approach 

                                             
413 World Vision, “Mission Statement,” Partnership Core Documents (1992). 
414 In defining this goal, World Vision is not trying to replace the existing social prac-

tices in place. With the clearly chosen focus of children wellbeing, they work with 
the broader community to ensure that there are sufficient practices for children 
wellbeing in the community. This means that they are willing to introduce prac-
tices, work alongside others, doing so mindful that they will leave one day. World 
Vision, “The Handbook for Development Programs: The Essentials” (2011), 7, ac-
cessed June 15, 2015, http://www.wvi.org/sites/ default/files/Handbook_for_De-
velopment_Programmes.pdf. 



Analyzing the Field Research 243 

turns into action in the community. Key to this critical path is the im-
portance of developing partnerships and working closely with the com-
munity. With its clear choice for children well-being and its intentional 
support for the practices that support children well-being, it is clear that 
World Vision’s development program approach aligns with the overall te-
los of the development practice.  

The development program approach not only influences goals of the 
organization as described above, it also influences both boundary mainte-
nance, and activity systems of the organization. As an example, key pro-
gram staff are required to “live incarnational.” This has been described to 
imply “humility and grace, recognition of the equality of all human beings, 
identification with the poor and vulnerable, and recognition of the right 
to life with dignity.”415 This need for staff to live incarnational implies the 
importance given to the community. It is the story of the community that 
should identify the staff and what they do.416 

For activity systems, one obvious influence of the telos is the focus on 
learning and reflection in the process of development. From the resources 
provided, it is clear that this critical path should be a collaborative reflec-
tion led by World Vision together with the community.417 Through this 
commitment to learning and reflection, this allows for more accurate un-
derstanding of the community, and clarification of which practices to sup-
port. In addition, World Vision is committed to working with other prac-
tices and institutions. This understanding of partnering is core in the 
identity of World Vision as partnership features in the core values of World 
Vision. With the intentional support of the community written into its de-
velopment program approach permeating into the organization through 
the goals, boundary maintenance and activity systems, it is argued that 
World Vision’s development program approach is in alignment with the 
telos of development practice.  

What seems lacking is the clarity of how the advocacy and relief pillar 
adheres to the development practice. There is little in the documents of 
advocacy and relief that intentionally links with the development practice. 
If the organization truly wants to be led by development practice, more 
needs to be done by World Vision to intentionally link these pillars with 
overall development practice.  

                                             
415 World Vision, “Ministry Framework Revised – Summary” (November 2010), 5. 
416 In making this argument, it is noted that this is one of many reasons why World 

Vision wants their staff to live incarnationally. It is not the only reason.  
417 Example of resources available include http://www.wvi.org/development/ 

guide/development-programming-guidance. 



244 Countering Mission Drift in Christian Organizations 

The next section introduces and analyzes the standards of excellence.  

7.4.1.2.2 Standards of Excellence and the Presence of the Qualifying As-
pect 

World Vision’s core documents show its adherence to a number of differ-
ent standards of excellence such as the Red Cross code of conduct or the 
INGO accountability structure. These external standards provide indica-
tors for development, but in themselves, do not bring the practice closer 
to the telos. It is the standards of excellence that bring the development 
practice closer to the telos. This refers to the ability of the organization to 
evaluate the particular societal context, with results of the evaluation 
leading to positive decisions on relevant practices and institutions that the 
organization should support. This evaluation involves a review of the dif-
ferent modal aspects in society and evaluating which aspects should be 
further developed for the society in question. It is dependent on the pres-
ence of the main qualifying aspect, the formative aspect, in the organiza-
tion. Attention is now turned to the extent that World Vision reflects the 
qualifying aspect of the development practice in its existence. This is done 
through analyzing the emphasis given to the local context, the focus on 
learning and reflection in the work and finally, the goal of societal for-
mation.  

1. Emphasis Given to the Local Context 

At World Vision, the story of the local society is valued in the development 
program approach as illustrated in their critical path. Integral to the crit-
ical path of the development program approach is the importance of col-
laboration between World Vision and its local partners. As part of its 
standard practice, this critical path shows a clear commitment of World 
Vision to work together with the community towards improving child 
well-being in families and communities. The local community has been de-
scribed as partners of World Vision, not beneficiaries. As local partners, 
they work together with World Vision to decide which practices and insti-
tutions to support in their context. There is a strong tradition in World 
Vision to work at the grassroots level, leading to a clearer idea about the 
needs of a particular society. This is also evident in the empowerment 
principle, a key principle World Vision embraced when they adopted their 
federal model since the early 90s.  

While clear commitment for local level partnership is noted, another 
contrasting trend is also evident at World Vision especially in the later 
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years of World Vision: decision-making and power seem to be consolidated 
up the hierarchy. As described in the decision-making processes in the re-
vival stage of the organization, a decision-making map was designed to 
clearly mark the relevant decision makers of the organization. Decision 
makers were assigned depending on the scope and risk of decisions.418 In 
this map, staff members who are part of the field work are further dis-
tanced from the centers of excellences or the global center that decide 
riskier and broader decisions of the organization. This map risks neglect-
ing the needs of local communities and becoming out of touch with the 
field. Decisions made in the centers of excellence or the global center of 
the organization about the direction of the organization do not include the 
feedback from staff members who work at the field level, individuals who 
are most in touch with the local community. This can result in a gap of 
understanding between the field operations and the broader partnership 
of World Vision.  

2. Learning Necessary for the Formation of Society 

To be able to reflect on the required formation necessary in society, it is 
necessary that staff members are able to discern how society should be 
formed. This implies that World Vision functions more than just a service 
provider but evaluates what practices are required in society. Based on the 
core documents, there is evidence that staff members are encouraged to 
continuously learn from their past experiences.  

The importance of continuous learning is reflected in the core docu-
ments of World Vision. Example of its explicitness in the organization can 
be seen in various documents such as the development program approach, 
the strategic mandates of the organization, the core capabilities frame-
work and the integrated competency framework. This continuous learning 
is described in the form of learning and reflection in the development pro-
gram approach. This emphasis on learning is also reflected in the desire to 
“strengthen field capacity and ministry,” one of five strategic mandates 
described in the “Our Future” initiative. World Vision states its desire to 
invest in people as they strengthen field capacity and ministry. In addition, 
this commitment to learning is also present in the core capabilities frame-
work as well as the integrated competency framework that World Vision 
has developed for its staff.  

This emphasis on continuous learning is clearly understood by staff 
members. In describing their perception, staff members believe that change 
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is desirable and therefore takes place frequently.419 The main reason for 
change has been recorded to be “desire for continuous improvement and 
progress in office.”420 Instead of being expressed only in the core document, 
this reality of continuous learning is truly embraced by the staff members. 

3. Goal of Societal Formation  

Finally, it is imperative that all staff have a big picture understanding how 
societal formation should look like. Sources for this big picture under-
standing can be found in different partnership statements such as the Mis-
sion Statement, Vision Statement and Ministry Framework. In addition, 
other documents which pertain to specific pillars of the organization such 
as the development program approach also exist at World Vision. Suffice 
to say, there are ample sources available for staff members to be ac-
quainted with World Vision’s vision on societal formation.  

From the field research, it is evident that the priority and overall value 
given to World Vision’s understanding of societal formation differed in dif-
ferent offices. The big picture understanding of World Vision was not al-
ways pursued. For World Vision Nepal, the local context, followed by 
global and regional strategies, were considered to be the most important 
for decision making.421 This affirms World Vision’s vision, with the im-
portance of the local context for World Vision Nepal as well as the strategy 
laid out by the central World Vision offices. This understanding was how-
ever not repeated in Papua New Guinea. In Papua New Guinea, donor ex-
pectations as well as the field financial guidelines were considered key in 
decision making.422 This information can imply that World Vision’s vision 
on societal formation took a back row. Donors and the importance to ad-
here to financial guidelines were perceived to be more important in the 
overall goal setting of the organization. Despite the documents available 
illustrating the World Vision way, it cannot be assumed that all offices will 
prioritize the same in the work they do.  

Thus far, we have introduced the structural side, introduced the struc-
tural side for the development practice and analyzed the way World Vision 
expresses the structure of the development practice. In the next section, 
we turn our focus on the directional side of the practice.  
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7.4.2 Introduction of the Directional Side 

As the normative practice model finds its basis from the creation order, 
the direction towards the telos of the practice is one where creation laws 
are positivized and applied to the specific situation.423 To study the direc-
tional side is to look at the control beliefs, held by the practitioner, that 
influence the interpretation of the structural side of the practice. 

This interpretation, done by the practitioners, depends on the 
worldview the practitioners embrace. In an organization context, the 
practitioners are the staff members involved. The staff members’ 
worldview influences their motivations and beliefs about human life to 
motivations and conceptions of the value of the practice within one’s so-
ciety.424 These beliefs and values are often so self-evident that they are as-
sumed and not intentionally followed.425  

One main reason that organizations that embody the same practice dif-
fer from each other is due to the differing interpretation of the practice 
structure by staff members. This interpretation becomes more complex 
for a faith-based organization with a clearly stated direction. The stated 
faith mission as determined in the documents can give an indication of the 
direction the organization is moving towards. However, instead of simply 
determining the direction of the organization through the stated faith 
mission in its core documents, the perceptions of the staff members are a 
better gauge of the interpretation of the practitioners. The perception of 
the staff members provide a better gauge to the overall interpretation of 
the practitioners.  

Therefore, determining the directional side of the practice expressed 
within an organization moves beyond focusing only on the values of the 
founder of the organization, or on formal religious statements made by the 
organization in its core documents. It takes seriously the perceptions of 
individual staff members, and how these perceptions interact with the or-
ganization and the broader environment. One way that these perceptions 
can be studied, as done in this dissertation, is through uncovering assump-
tions held by individual members regarding the faith statements of the or-
ganization. In addition, the organizational life cycle is useful as it provides 
insight to the evolution of the organization, particularly in the way that 
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the organization has moved directionally since the start of the organiza-
tion.  

7.4.2.1 Introduction of the directional side of the development practice 

To reflect on the direction of the development practice is to be aware and 
deliberate in positivizing creational structures within the development 
practice. The Lausanne Covenant describes one example of this reflection 
and intentionality of positivizing creation laws. For this broad evangelical 
network, development is understood as “Christians work(ing) towards 
poverty reduction through their concern for justice and reconciliation 
throughout human society. This includes liberation of men and women 
from every kind of oppression upholding the dignity of all mankind as they 
are created in the image of God.”426  

Besides moving towards the telos, it is also possible for the develop-
ment practice to move away from the telos. This happens when develop-
ment is pursued for other purposes in an extreme fashion. One common 
purpose done at an extreme is economic progress. A full focus on economic 
development can quickly distort the practice of development. This over-
emphasis on economic development can happen when economic indica-
tors such as the Gross National Product427 become one of the main indica-
tors of development. When development is only viewed economically, this 
can result in the general transformation and destruction of the natural en-
vironment and of social relations in order to increase production of com-
modities (goods and services) geared, by means of market exchange, to ef-
fective demand.428 To pursue economic development at all costs 
emphasizes the economic aspect at the expense of other modal aspects. 
This can quickly move the practice in the direction opposite from the telos. 
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7.4.2.2 Directional Side as explicated from the Field Research of World 
Vision 

Having introduced the directional side of the normative practice model as 
well as look at it specifically for the development practice, we can now turn 
our attention to the field research of World Vision. To understand the in-
terpretation of the staff members with respect to the normative practice, 
the findings of the organizational culture as well as the organizational life 
cycle are focused on.  

Based on the findings, World Vision has evolved from an American 
evangelical organization to an ecumenical organization working in sectors 
of relief, development and advocacy. Moving on from working primarily 
with the churches for mission purposes, World Vision has gradually 
aligned its work with known sectors in the wider development and hu-
manitarian industry. In addition, World Vision has grown and spread 
across different cultures, sectors, with increased decision makers and dif-
ferent agendas. These changes have led to a diminished role in the Chris-
tian narrative of the organization.  

From the core documents developed especially in the early phases of 
the organization, it is clear that World Vision actively seeks to pursue the 
Christian direction through its staff policy. An official preference is stated 
for staff to be followers of Christ if legally possible. “Staff should embody 
a vibrant Christian spirituality, subscribe to our core documents, and fulfill 
the individual indicators for Christ-centered life and work in the Core ca-
pabilities framework.”429 This preference for Christian spirituality is appli-
cable for staff, particularly those in management positions, as well as in 
the choice of board members. While having an official preference for fol-
lowers of Christ, there is also an understanding that it is not always viable 
to hire Christian staff. In such cases, the staff policies provide exceptions 
for hiring of non-Christian non-management staff, when these staff do not 
prevent the fulfillment of the mission of World Vision. This exception 
takes place more often at the field level, where the operational work of 
World Vision occurs especially in locations where it is not easy to find 
Christian staff.  

Staff policies while important, are in itself not the only representative 
of the direction of the organization. The interpretation of staff members, 
particularly in the way the staff members make sense of the religious di-

                                             
429 World Vision, “Witness to Jesus Christ Policy,” Partnership Policy and Decision 

Manual (16 September 1995). 
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rection of the organization, is also important. In Papua New Guinea, a pre-
dominantly Christian country, 94% of the staff members described the or-
ganization’s religious motivations and values as very important and im-
portant.430 At first glance, this seems to be very important. However, a 
closer look illustrates a disconnect between the importance placed on the 
religious identity of World Vision and the impact it has on them. The val-
ues and mission of World Vision was ranked fourth out of seven choices in 
reasons why staff members would join the organization.431 In addition, it 
was also evident that the mission and purpose of World Vision did not play 
a central role in motivating staff members. This mission and purpose was 
ranked third out of seven factors that motivated staff in their current 
role.432 For World Vision Nepal, 87.3% of the staff members described the 
organization’s religious motivations as important or very important.433 
Again, this seemed like a high percentage. However, when asked to com-
pare the different reasons why staff members might choose to work for 
World Vision, this religious identity as well as the values and mission of 
World Vision take a lower position, ranked fourth out of seven, indicating 
the seeming low priority given by staff members.434 In addition, the mis-
sion and purpose of the World Vision were also ranked third out of seven 
regarding the factors that motivated them in their current role.435 Based 
on these results, it cannot be said that the Christian direction was primar-
ily in the minds of the staff members, where they worked towards positiv-
izing the development practice at World Vision.  

In addition, based on the prior analysis of the tacit Christian identity of 
World Vision, it has also been concluded that the organization’s Christian 
values were not prioritized in the organization’s culture. 

From the analysis on the directional side, it can be said that staff mem-
bers do not fully share in the organization’s Christian direction as depicted 
in their policies. This can result in gradual move away from the Christian 
direction. The next section looks at the final side, the contextual side. 

7.4.3 Introduction of the Contextual Side 

The contextual side focuses on the environment and the different stake-
holders involved in the practice. As stakeholders from different contexts 
                                             
430 See Chapter 6, table 6.42. 
431 See Chapter 6, table 6.52. 
432 See Chapter 6, table 6.53. 
433 See Chapter 6, table 6.4. 
434 See Chapter 6, table 6.14. 
435 See Chapter 6, table 6.15. 
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become part of the practice, they bring along with them connections and 
links that might influence the final expression of the practice within a cer-
tain context.436 In addition, stakeholders can also come from different cul-
tural contexts and be different because of their particular racial, ethnic, 
geographic, gender and class experiences.437  

Stakeholders bring along their own agenda and interests which can dif-
fer. Taking the example of health care organizations, key stakeholders in-
clude patients, insurance companies, medical associations and the govern-
ment. These stakeholders influence the overall organization differently, 
depending on the context where the practice is located. There are contexts 
where insurance companies are more influential on health care organiza-
tions and others where patients are seen to be more influential.  

A stakeholder analysis is a useful tool to characterize the influence dif-
ferent stakeholders have in the organization. This analysis evaluates dif-
ferent stakeholders based on their perceived influence and needs within 
the organization.438 In performing this stakeholder analysis, it is important 
to note that different stakeholders are influenced by their own separate 
belief system. These different belief systems interact due to the different 
stakeholders and influence the overall direction that the practice takes.  

7.4.3.1 Contextual Side of the Development Practice 

The contextual side of the development practice is discussed in this section 
by describing the different stakeholders involved in the development 
practice as well as the influence of the cultural contexts where the practice 
is located.  

Stakeholders involved in the development process are often involved 
in one way or other in the flow of foreign aid from one country to the 
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even conflict resolution. It is useful to understand the different stakeholders that 
influence the organization. An example of the use of the stakeholder analysis can 
be seen in this journal article. Anne Fletcher, James Guthrie, and Peter Steane, 
“Mapping Stakeholder Perceptions for a Third Sector Organization,” Journal of In-
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the different stakeholders in the work that the Australian Red Cross blood service 
did. This study was taken during an internal change process in the organization 
in the face of many external changes in the environment. 
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other. Often this foreign aid involves many intermediaries to deliver dif-
ferent physical, financial and knowledge resources. These can include UN 
bodies, international financial NGOs, government bodies giving and re-
ceiving aid, Red Cross, think tanks, universities as well as multilateral cor-
porations. Other stakeholders might not be visible directly to the funders, 
yet are also extremely important in the process. These stakeholders can 
include local NGOs, local governments, community based organizations, 
small businesses as well as volunteers in the community that help people 
within their communities. Each stakeholder is unique with a starkly differ-
ent professional background and personal background. Working with 
many stakeholders implies an increase in the complexity of relationships 
and dependencies, as well as frameworks used to deliver aid.439 Figure 7.2 
is an illustration of different stakeholders involved in the development aid 
industry.440  

 
Figure 7.2 Reality of Aid Development 

Source: Wolfgang Fengler and Homi Kharas, eds. Delivering Aid Differently— Lessons from 
the Field (Washington, DC: Brookings Institution, 2010). 

                                             
439 Ben Ramalingam, Aid on the Edge of Chaos: Rethinking International Cooperation in a 

Complex World (Oxford: Oxford University Press, 2013), 5. 
440 In using this figure to illustrate the different stakeholders involved, it is not my 

intention to assume that aid just moves in a singular direction, from rich to poor 
countries. The network of stakeholders is complicated usually involves different 
actors from the global North and South. What this figure seeks to illustrate is the 
multiple different stakeholders involved in the development process.  
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It is self-explanatory that different actors have different emphases and 
agendas in their development thinking and disciplines. For example, gov-
ernments tend towards development thinking as economics, with their fo-
cus on economics, political science, public administration and demogra-
phy whilst NGOs tend towards focusing on alternative development with 
their focus on disciplines such as sociology, anthropology, ecology, gender 
and cultural studies.441 With different interests and agendas, the develop-
ment process is a result of multi-level negotiations where different stake-
holders struggle with different power relations. Relationships among dif-
ferent stakeholders are dynamic as they navigate the priorities and 
concerns of development (globalization, sustainability, gender, diversity, 
poverty alleviation). This can lead to new combinations of partnerships 
among different stakeholders.442 To understand the context that World Vi-
sion is working in, the next section focuses on NGOs, the kind of stake-
holder that World Vision belongs to.  

7.4.3.1.1 Focus on NGOs 

The term, “non-governmental organization” or NGO came to being in 1945 
as a term used by the United Nations to categorize a unique kind of organ-
izations with differing participation rights compared to those of intergov-
ernmental agencies. As a unique category of organizations present in de-
velopment, they are characterized by their independence from 
government control, non-profit making and non-criminal nature. They 
belong to the civil society as introduced earlier in this dissertation. As a 
wide category of different organizations, there are varying kinds of struc-
tures of NGOs. International NGOs have different member offices in differ-
ent countries, while local NGOs work in only one country or transnation-
ally.443 World Vision belongs to the category of international NGOs.  

NGOs have been considered one of the key implementers of develop-
ment because of their strengths and distinctive competences as providers 
of “development alternatives” that offer more people-centered and grass-
roots-driven approaches to development.444 Grassroots development was 
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understood as an alternative to development efforts by classical econom-
ics or Marxism. Disenchanted by the perceived failures of the top down 
approach, the grassroots approach was introduced as a means to alleviate 
the poverty of the poorest in developing countries. This was first pro-
moted by introducing the concept of “basic needs” in society.445 This led to 
greater attention on smaller scale activities and the poorer section in so-
ciety.446 NGOs, as grassroots oriented organizations, were viewed posi-
tively for their ability to connect with beneficiaries and became players in 
the development scene.447  

While the endorsement of NGOs come from their grassroots links, the 
reality of NGOs being driven grassroots approaches for grassroots devel-
opment might be more complicated. This is due to the reality of these 
NGOs being heavily reliant on donor funding or because of state control. 
Depending on the donor type, different requirements are set for the NGOs 
which influence the way that development is done by NGOs, particularly 
with the need to be operationally effective or to have its policies influ-
enced by donor priorities and interests. At the same time, the work of 
NGOs can also be inhibited by state control in what they do.448 NGOs are 
sometimes viewed negatively by governments in the countries that they 
work, hence limiting their breadth of action. One factor for this negative 
perception comes from the claim by some NGOs that they are the “voice of 
the people” and hence have “greater legitimacy.”449 This has led to differ-
ent kinds of control imposed by governments. For example, in Ethiopia, 
regulations forbid NGOs that do any form of advocacy and human rights 
from receiving more than 10% of their income from overseas donors.450  

As key institutions in development practice, NGOs can be influenced by 
different stakeholders in different ways depending on the context in 
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which they are situated. The way that NGOs react to these different influ-
ences dependent on the mediated interpretation of staff members in the 
organization. This can lead to different organizations reacting differently 
in the same context depending on the staff members present.  

7.4.3.1.2 Country Culture and Religious Context  

Besides the stakeholders, another key contextual aspect that needs to be 
taken into consideration is the country culture and religious context.  

Traditionally, culture has been described as a functional system where 
the functioning of society was the result of different processes working 
together as different parts of society interacted with each other.451 Key 
proponents of a systemic understanding of culture include sociologists 
such as Bronislaw Malinowski and A.R. Radcliffe-Brown.452 However, with 
the influence of postmodernism, this definition of culture as a system has 
slowly been replaced by the understanding of culture as a process. As a 
process, culture is seen as “fragmented rather than holistic, negotiated 
and constructed rather than a ‘given’ transmitted through unproblematic 
processes of socialisation and acculturation.”453  

Seeking to synthesize both the systemic and process view of culture, 
Clammer’s understanding of culture is useful. He highlights three main 
characteristics of culture. Firstly, that culture is a process, secondly that 
talking about culture implies respecting indigenous knowledge as a rich 
knowledge system which is in itself valid and finally, if cultures are indeed 
relative, the understanding of the economy in different cultures is also a 
cultural construct, instead of being “objective.”454 Such an understanding 
of culture in the development practice emphasizes the importance of un-
derstanding the local context. It begins with discerning the starting point 
of the society in question. This is different from trying to fit and modify 
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development approaches that have been pre-designed from the outside. 
One way of looking at this is to place cultural concerns at the forefront of 
critical analysis in development. “Cultural concerns and notions of human 
fulfilment in a more holistic sense at their core.”455 In this instance, devel-
opment is analyzed as discourse instead of ideology. The story of the soci-
ety takes a central place in determining the actual development done.456  

Another implication of discussing culture as process is a focus on the 
actual experiences of people living in a particular culture. This is con-
trasted with a view of an over-abstract and disembodied conception of cul-
ture that systems may provide.457 Culture as understood in this disserta-
tion is the constant creation of meaning, in particular to validate 
disordered experiences (illness, disasters, poverty).458 It is a dynamic pro-
cess that has a running narrative, with the possibility of changing the way 
things are done.  

Often the cultural narrative is mediated by religious values held by the 
people in the particular cultural setting. These are real people involved in 
the development process, people with emotions and values, who suffer 
and seek meaning in their suffering, and who seek continually to expand 
their capacities and range of experience.459 Such a view explicates the am-
biguities and inconsistencies that are part of actual living culture. It also 
highlights the dangers of viewing culture as a closed system that doesn’t 
change.  

A focus of culture as process also increases the importance of a critical 
study of the existing state of culture and the role development plays in 
supporting its existing needs. The development practice has an active role 
in the meaning making of society.460 Culture is not static but evolving. The 
actual beliefs and interpretation of the practitioners play an important 
role in the actual development undertaken by the organization. What they 
consider as important can influence the way the culture evolves over 
time.461  
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7.4.3.2 Contextual side in World Vision  

This analysis of the contextual side of World Vision focuses on stakehold-
ers who are perceived to be influential for World Vision. To ascertain the 
influence of these different stakeholders in World Vision, staff members 
were asked to evaluate the role of different stakeholders in the organiza-
tion. Responses revealed different perceptions regarding the influences of 
each stakeholder depending on the context of staff. What seems to be con-
sistent in both offices is the perception of the strong influence of benefi-
ciaries in the work of World Vision. This implies a clear sense of under-
standing that development work done by World Vision is ultimately for 
the beneficiaries, and should be therefore influenced by the needs of the 
beneficiaries. This also shows the understanding that attention should be 
given to the local context of the beneficiaries. 

Apart from indicating the importance of direct beneficiaries, the re-
sponses in the field research varies in both offices. For World Vision Nepal, 
the local government was next in influential to the decision making of the 
office. This was followed by the regional office.462 The influence of the local 
government and the regional office can influence the overall development 
done in the country, mediating the influence of the beneficiaries. With the 
local government having a large influence, the actual work that they do 
can be inhibited by state control.463  

For World Vision Papua New Guinea, there was clear influence of the 
direct donors as well as support offices.464 This importance of direct donors 
and support offices was also evident when staff was asked to evaluate the 
importance of different variables for decision making of the office.465 The 
donors have a pronounced impact to the overall development done in 
World Vision Papua New Guinea. The priorities of the donor can have a 
long-term impact to the overall culture of the society.  

7.4.4 Summary Analysis based on the Normative Develop-
ment Practice Model  

In this second analysis, the findings of the field research was analyzed us-
ing framework of the normative practice model, an established model 
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based on reformational philosophy. This model contains three sides: struc-
tural, directional and contextual. The practice of development was out-
lined before the actual analysis of the findings of World Vision.  

In the analysis of the structural side, there was clear evidence that the 
core documents of World Vision were in alignment with the normative 
structure of the development practice. Operationally, it was also clear that 
World Vision’s development program approach was in tune with the wider 
development practice. What remains unclear was how together the three 
pillars of World Vision—development, relief and advocacy—would work 
together to fulfill its mission of “human transformation,” aligned to the 
telos of development practice. It is therefore important to have clarity as 
to how each pillar contributes towards the telos of human transformation.  

For the directional side, it is clear that World Vision has evolved in its 
Christian understanding since its founding. Despite the official preference 
for Christian staff members at World Vision, staff members have expressed 
that the Christian values of the organization were not prioritized in the 
organizational culture and did not have much implication for the work 
that they do.  

Finally, regarding the contextual side, World Vision had a clear under-
standing that beneficiaries influence the work that it does. Besides the 
beneficiaries, there were different influential stakeholders for both offices. 
For Papua New Guinea, donors were considered to be particularly influen-
tial whereas for Nepal, the local context seemed to be more influential 
with a focus on government relations as well as country statistics. These 
stakeholders can influence the overall development work done by World 
Vision in the different offices. 

7.5 From Analysis to Recommendations 

This chapter has gone to great lengths to analyze the findings of the field 
research, firstly through an analysis of the organization’s tacit religious 
identity, and secondly, through an analysis of the findings using the nor-
mative practice model of development, which analyzes the findings of the 
case study from an intentional Christian perspective.  

Having concluded the analytical phase, attention is turned to the last 
phase of the case study, the recommendations phase. In this recommen-
dations phase, the tacit religious identity model is used as a framework to 
discuss specific recommendations for both the content and process of the 
organization. These recommendations build on the analyses of this chap-
ter.  



PART D: RECOMMENDATIONS 

PHASE 





CHAPTER EIGHT 

Appropriating The Trinity as Central for 
World Vision 

Following the analysis of the case study, this chapter moves towards the 
recommendations phase of the case study. This recommendation phase co-
incides with the pragmatic task of theological interpretation. It focuses on 
forming and enacting strategies of action that influence events in ways 
that are desirable in light of the other tasks that have been taken up. This 
is done understanding that any change in an organization takes place in a 
process. It is important to know what has happened before moving for-
ward. 

With the research question in mind, recommendations are made to 
counter mission drift, by strengthening the Christian identity of World Vi-
sion. These recommendations take the form of content and process, key 
aspects of the tacit identity formation model that has been used through-
out this dissertation. As described, identity is formed through the ongoing 
dialectic between the process and content of the organization.466 In line 
with this model, two chapters are devoted to this recommendation phase, 
content and process recommendations.  

In this chapter, the focus is on content recommendations. It takes into 
account the structure of the development practice that the organization is 
seeking to pursue. There are four main sections to this chapter. In the first 
section, the link between the analysis and the proposed recommendation 
is first made: the need to reemphasize the particularity of the Christian 
faith for an organization like World Vision. Secondly the argument for 
constructive theology is made for this discussion of the Christian faith. 
Thirdly, the trinity, as a core Christian doctrine is reflected in light of the 
development practice done by World Vision. This includes the discussion 
of each of the divine persons and how they contribute to the understand-
ing of the development practice as well as practical ways that an organiza-
tion like World Vision can respond to.  
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8.1 Content Analysis and the Proposed Recommen-
dation 

In the previous chapter, the analysis was done in two ways, first through 
looking at the organization’s mediated identity as well as the use of the 
normative practice model. Based on this analysis, some main conclusions 
related to the analysis of content from the tacit identity model. From the 
understanding of the organization as an object, it is clear that there were 
clear and consistent Christian understanding in the different organiza-
tional variables as well as public documents. From the understanding of 
organization as self, it was also evident that World Vision significantly 
evolved since its founding. What began as a distinctly evangelical mission-
ary organization has developed into a Christian organization focused on 
relief, development and advocacy. The focus on efficiency as well as expec-
tations of others have indeed led to bureaucratization as well as isomor-
phism. It was also clear in the analysis that external stakeholders, ranging 
from government relations to donors, have affected the overall influence 
of faith values on the organization. The Christian influence on the overall 
ministry of the organization also diminished over time. More organiza-
tional attention has been placed on dealing with growth or efficiency. The 
newer ministry strategy plans of World Vision seem to highlight a quanti-
tative goal. This overall goal of children’s well-being that World Vision 
adopted was also discussed in different terms and approaches that World 
Vision employed.  

In addition, reflecting on the content analysis using the normative 
practice model, it became clear that there was a lack of full understanding 
of the structure of the development practice throughout the organization. 
There were also signs that World Vision was moving in a wrong direction 
in terms of its organizational content. Staff members seemed to be more 
influenced by external stakeholders such as donors, government regula-
tions, and beneficiaries. 

8.1.1 Recognizing the Particularity of the Christian faith  

In light of the analysis, it is recommended that the way the Christian faith 
uniquely influences the development practice that World Vision seeks to 
express, be explicated. As previously described, the telos of the develop-
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ment practice is the “promotion of the well-being of the practices and in-
stitutions that are relevant in a certain setting.”467 An intentional reflec-
tion of the Christian faith can shed light on which practices and institu-
tions the development practice to support. It also describes the end goal of 
the practice, adding further information on the direction of the practice. 
This implies that the Christian faith should not only impact the organiza-
tion historically, but also have continued value as it provides relevant in-
formation for the organization faced with contemporary challenges.  

This recommendation affirms and validates the public role of faith. 
Considering that 80% of the world’s population professes a religious faith, 
there is a rightful place for faith in development.468 Long before the arrival 
of secular NGOs, faith-based institutions were already present in society, 
contributing in sectors which today are part of the development practice. 
There is a legitimate place of faith in society that should be reinforced. This 
affirmation and acceptance of religion in development is again gaining 
recognition in the development sector. As an example, DFID, the Depart-
ment of International Development of the British government, has sought 
to develop faith partnership principles in a bid to work effectively with 
faith groups in fighting global poverty. In describing their current situa-
tion, they noted the avoidance of many development organizations to ex-
plicitly discuss how faith and religion influence development. As a way for-
ward, DFID clearly puts religion back on the agenda of development. It is 
therefore important that “people working in development have sufficient 
understanding of the role played by faiths in the local, national and global 
contexts.”469 Faith-based organizations, like World Vision, can be confi-
dent and thoughtful about their faith identity, as they express this public 
role of faith in society.  

To express this public role of faith in society, it is important that lead-
ership prioritize Christian values and principles in the organization. This 
implies the understanding of faith being core to the organization, yet be-
ing sensitive to the different pressures at play in the organization. It is 
about being deliberate in making decisions to move the organization to-
wards its telos of practice, described as the positivization of creation laws. 
As clarified in the analysis, this means more than having statements of its 
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Christian faith in its policy documents, but rather for staff members to be 
involved in robust engagement with the Christian content of the develop-
ment practice. This engagement with the ability to influence the sense 
making of staff members have the potential to influence the overall as-
sumptions held by the staff members. It can influence the overall direction 
of the organization towards the telos of the organization. For robust en-
gagement to happen, it is first important to know what one is engaging 
with. This chapter attempts to provide content for this robust engage-
ment.  

8.1.2 Trinity as the Main Theological Motif 

In order to prioritize the Christian faith in an organization, it is important 
that one is clear what this Christian faith entails. For an organization like 
World Vision, which operates in so many different faith contexts with staff 
from different faiths and Christian backgrounds, a standard understanding 
cannot be assumed. This chapter introduces the Trinity as the main theo-
logical motif in the Christian faith that should underpin the faith content 
of the organization. This understanding of the Trinity is unique to the 
Christian faith, different from other religious traditions.470 At the same 
time, as a central doctrine of the Christian faith, the concept of the trinity 
is integral to orthodox Christian faith, unifying the different strands of the 
Christian faith.  

The doctrine of the Trinity reveals God as one divine essence mani-
fested in three divine persons.471 This focus on the Trinity is prevalent in 
contemporary theology.472 It has been claimed as “the rallying cry for mod-
ern dogmatics after Karl Barth.”473 Not only is it central to a basic under-
standing of who God is, it has also been central in the explication of differ-
ent theological disciplines. As an example, in missions, Leslie Newbigin 
argued that it is “in terms of the Trinity that Christians were able to state 
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both the unity and the distinctness of God’s work in the forces of man’s 
environment and God’s work of regeneration within the soul of man.”474 

This centrality, uniqueness and recent renaissance of Trinitarian ac-
counts renders the Trinity appropriate for the reflection of Christian con-
tent for organizations such as World Vision. It can be a starting point for 
reflection of the Christian content for the development practice done by 
the organization. At World Vision, review of its core documents shows 
many references to the Triune God briefly. While this is a good start, these 
references often presuppose a basic understanding of the Trinity which 
would not make much sense for non-Christian staff. One example of this 
claim can be seen in the Witness to Jesus Christ policy of World Vision, a key 
policy relating to the Christian Commitments at World Vision. The only 
explicit reference to the triune God in this policy states “As witnesses, we 
testify to God—Father, Son and Holy Spirit—who offers forgiveness and 
new life through faith in Jesus Christ.”475 This brief statement does not do 
justice to explicate the Trinity. For individuals who do not yet know the 
Christian faith, it does not mean much. In addition, while referencing the 
Father, Son and Holy Spirit, the way these persons relate to each other is 
not described. It also does not describe how the divine persons together 
are the Christian triune God. In addition, the text also does not clearly de-
scribe how this triune God relate to the world. A clearer articulation of the 
Trinity can be useful for providing content for engagement with the par-
ticularity of the Christian faith. It is particularly useful for explicating the 
structure of the development practice.  

Taking into account the research findings as well as subsequent anal-
yses, this discussion of the Trinity is done constructively. This means that 
the theological explication is sensitive to challenges brought about by the 
multi-cultural and religious operational contexts of World Vision. It is also 
mindful of the challenges of working with non-Christian staff, project 
partners with different agendas or beneficiaries who have very different 
worldviews. It also recognizes the broader pluralistic development sector 
that World Vision works alongside. This includes stakeholders such as do-
nors who have different perceptions of what development constitutes. 
This theological reflection is therefore done in the spirit of allowing space 
for differing opinions to exist, yet at the same time clarifying what it 
means for the organization to pursue its Christian purposes.  

                                             
474 Leslie Newbigin, Trinitarian Faith and Today’s Mission (Richmond, VA: John Knox 

Press, 1963), 32. 
475 World Vision, “Witness to Jesus Christ Policy,” Partnership Policy and Decision 

Manual (16 September 1995). 



266 Countering Mission Drift in Christian Organizations 

Theologian Veli-Matti Kärkkäinen’s constructive theological approach 
is appropriated in this theological reflection in light of the needs of the 
organization. This approach is adopted as Kärkkäinen’s approach is una-
bashedly Christian, yet also sensitive to challenges of theology in the plu-
ralistic “post” world. As a starting point, he describes his constructive the-
ological approach as follows: “Constructive theology is an integrative 
discipline that continuously searches for a coherent, balanced understand-
ing of Christian truth and faith in light of Christian tradition (biblical and 
historical) and in the context of the historical and contemporary thought, 
cultures and living faiths. It aims at a coherent, inclusive, dialogical and 
hospitable vision.”476 He further describes his approach in his systematic 
volume A Constructive Christian theology for the Pluralistic World.477 In the fol-
lowing section, this constructive theological approach is introduced, clar-
ifying its appropriateness for theological reflection of the trinity for or-
ganizations like World Vision.  

8.2 Appropriating the Constructive Theological Ap-
proach for World Vision  

The constructive theological approach as outlined by Kärkkäinen is used 
in the theological reflection of the trinity at World Vision. This theological 
approach engages in “continuous ecumenical and interdisciplinary dia-
logue.”478 It encompasses five aspects: integrative, coherent, inclusive, di-
alogical and hospitable. Before focusing on the Trinity as the subject for 
theological reflection at World Vision, each aspect of this approach is de-
scribed below, highlighting its usefulness in an organization such as World 
Vision.  
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8.2.1 Integrative  

Theology that is integrative seeks to “utilize the results, insights, and ma-
terials of all theological disciplines. This includes fields such as religious 
studies, ethics and missiology.”479 It doesn’t focus only on one discipline in 
theology, but rather sees links in different theological disciplines. Such an 
approach has also been echoed by missiologist David Bosch in his seminal 
work, Transforming Mission.480 In describing missionary theology, David 
Bosch argues for the centrality of the missionary God in different theolog-
ical disciplines as they exist to critically accompany this Missio Dei. He de-
scribed the possibility to look for the missionary dimension in the Old and 
New Testament, in Church history, and even systematic theology. 

This integrative aspect is particularly useful for an organization that 
focuses on the development practice, finding guidance from theology. This 
organization does not seek to specialize in a particular theological disci-
pline, but rather seeks to find support within theology for a Christian un-
derstanding of development practice.  

8.2.2 Coherent 

One key aspect of the constructive theological approach is the realization 
that the study of theology should not ultimately be seen as a closed “sys-
tem” of doctrine, but rather one that is “provisional historical and lim-
ited.”481 What is important then is to further advance this understanding 
of theology, appropriating both theological and non-theological resources 
through rational thinking. Adhering to coherence theory, Kärkkäinen uses 
the metaphor of a web to describe how different resources can relate. 
“Statements are related to other statements and ultimately to the 
whole.”482 Christian theology finds its “object in God and everything else 
stemming from the creative work of God.” This coherence is found not 
only in traditional theological settings such as the church, but also evident 
in the widest possible notion of coherence, including various other re-
sources (cultural, religious, socio-political).483 What is important in this ap-
proach then is to provide a coherent and balanced response.  

                                             
479 Veli-Matti Kärkkäinen, Christ and Reconciliation, 13. 
480 David J. Bosch, Transforming Mission: Paradigm Shifts in Theology of Mission 

(Maryknoll, NY: Orbis Books, 2001), 494–495. 
481 Kärkkäinen, Christ and Reconciliation, 14. 
482 Ibid., 13. 
483 Ibid., 15. 



268 Countering Mission Drift in Christian Organizations 

Coherence is directly related to the overall theological interpretation 
that is used in this dissertation with the variety of disciplines used thus 
far.484 While working through these different disciplines, the focus lies on 
how different disciplines shed light on the “creative work of God.”485 These 
disciplines are not viewed in closed systems, but rather are related to each 
other in search of answers. Bearing in mind the provisional nature of one’s 
thinking, the theological reflection described in this chapter seeks to fur-
ther contribute to the theological understanding of Christian organiza-
tions. It does not seek to be the final word, but rather an example of provid-
ing Christian resources for World Vision to respond to the challenges it 
faces. 

8.2.3 Inclusive 

The call for an inclusive vision “allows for diverse, at times even contra-
dictory and opposing voices and testimonies to be part of the dialogue.”486 
These voices should be multiperspectival, multidisciplinary and multicul-
tural.487 Multiperspectivalism has been described as “taking seriously the 
insights of all voices, especially those previously marginalized from the 
theological conversation.” This inclusive vision recognizes the limitations 
of one’s own position and the relativity because of one’s particular envi-
ronment.488 

One implication of this inclusive approach is the serious consideration 
of the context in which theology is done. In calling for an inclusive vision, 
Kärkkäinen embraces ecumenism and seeks to be sensitive to the global 
nature of Christianity. This does not mean however that he devalues Chris-
tian tradition. For him, theological tradition is the whole heritage of the 
whole church and should continue to provide value for the growing living 
tradition. In being sensitive to the global nature of theology, he does not 
intend for a universal approach. Instead, he believes that this search for 
global theology is done “by employing theologies that are authentically 
local in the sense of being reflective of particular locations.”489 Ultimately, 
inclusive theology seeks to “present and argue for the truth of God in a 
coherent way that engages the whole catholic church of Christ, men and 
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women, rich and poor, people from different ethnic and racial back-
grounds.”490 

An inclusive approach in theology for an organization like World Vi-
sion which operates internationally is one that respects the local context. 
One way that this can happen is the intentional effort to embrace the dif-
ferent Christian traditions in the different contexts. Instead of insisting for 
a universally theological vision, it takes time to deliberate what it means 
in the specific context. What brings the different Christian traditions to-
gether is the development practice that the organization seeks to embrace. 
As an organization, World Vision has sought to be inclusive by embracing 
ecumenism since 1992 despite its founding as an evangelical organiza-
tion.491 

This call for an inclusive vision is also supported by sociological re-
search that shows evidence of broader Christian ecumenism in Christian 
institutions. Religious sociologists have found that institutions which em-
body Christian thought in society can easily find themselves in a minority 
position. Against the backdrop of this broader pluralism, finer points of 
dogma in the different organizations seem to take a backseat.492 As a means 
to strengthen their position in the broader society, these organizations 
work together. In addition to facilitating working together from a practical 
point of view, developing an inclusive Christian vision enables the theo-
logical understanding to be more relatable to the different contexts that 
the organization works in. 

8.2.4 Dialogical 

A dialogical vision highlights the importance of theology to engage with 
other faiths. It seeks to relate the Christian vision to the broader society. 
For Moltmann, to be capable of dialogue is to have “interest in the other 
religion, an open-minded awareness of its different life, and the will to live 
together.”493 This involves moving out of the Christian fraternity, where 
the “coherent argumentation of the truth of Christian doctrine must be 
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related to not only the internal but also the external spheres.”494 With a 
dialogical vision, religious studies, theology of religions and comparative 
theology become a part of the theological approach as they explicate other 
faiths. They are not “a materially different methodological choice, but 
should rather be seen as a necessary refinement and expansion of meth-
odological orientation.”495  

In the same way, theological reflection done at World Vision, an inter-
national organization, should take seriously the different religious context 
in which it works. This implies the need to actively engage with other 
faiths, keeping an open mind to the possibility of learning from more about 
the development practice, yet at the same time, staying steadfast to one’s 
faith claims. 

8.2.5 Hospitable 

The final aspect of this constructive theology is the importance of being 
hospitable. In order to be truly dialogical and inclusive, Kärkkäinen speaks 
about the need of a hospitable vision. This hospitable vision “honors the 
otherness of the other. It also makes space for an honest, genuine, authen-
tic sharing of one’s convictions.”496 At the same time, constructive theol-
ogy also “seeks to persuade and convince with the power of dialogical, 
humble and respectful argumentation.”497 In describing hospitality, Kärk-
käinen appropriated the understandings of Derrida and Levinas of ‘the 
other’, including the obligation of “unconditional hospitality” to those 
who are different.498 For him, theology should be welcoming, not oppress-
ing, particularly towards those who are different. Relationships with the 
other should be marked by grace, not violence.499  

For World Vision to be truly hospitable in their theological reflection, 
it is important to have deep seated respect for the other while staying true 
to oneself. Drawing from its Christian roots, World Vision will have their 
own unique understanding of what good means. Instead of forcing others 
to insist on the same understanding of good, space should be created by 
inviting others for a discussion through “dialogical, humble and respectful 
argumentation.”500 This space for dialogue happens as World Vision’s staff 
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members work with others in the field. It is therefore critical that this the-
ological reflection cascades down to the work activities of the organization 
instead of remaining at the policy level. 

In this section, we have introduced the constructive theological ap-
proach that is appropriated for the theological reflection of World Vision. 
The way these different aspects can contribute to the theological reflec-
tion at World Vision have also been explicated. Having described this ap-
proach, we move on to the actual reflection on the Trinity.  

8.3 The Trinity 

The Trinity has been described as particular to the Christian faith. While a 
key doctrine in the Christian faith, it is not found in the Scriptures in any 
exact formula. It is instead a “logically warranted inference” from what 
Scripture says about God.501 As a core tenet to the Christian faith, the Trin-
ity is recommended as the main Christian content for the identity for-
mation of the organization that staff members should engage in. This re-
flection of the trinity is done taking into consideration the constructive 
theological approach that has been introduced above.  

In reflecting on the Trinity, this dissertation recognizes the rich tradi-
tion of theological reflection on the trinity. It is beyond the scope of this 
chapter to provide a systematic explication of the trinity. What is intended 
is the constructive appropriation of the Trinity as Christian content for 
organizations like World Vision to engage in as it seeks to strengthen their 
Christian identity. This is particular useful for developing a deeper under-
standing of the telos of the development practice, as well as the direction 
that one should take within the practice.  

Four main sections are discussed in this reflection of the trinity in 
preparation for the engagement of this content by staff members. Firstly, 
the importance of the Trinity in Christian tradition is further underscored. 
Secondly, this conversation narrows the discussion on the Trinity as his-
torical revelation. As God’s character is revealed in his actions in the world, 
what happens in the world continues to be important to him. This charac-
teristic of God leads to the understanding of the triune God as the Missio 
Dei, where World Vision participates in the mission particularly in the 
quest for justice in its expression of development practice. Finally, each 
divine person of the Trinity is studied separately for particular insights 
into the development practice.  
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8.3.1 Importance of the Trinity in Christian Tradition 

The Trinity has been part of the Christian faith since its early years. This 
section gives a brief introduction to its inception. This introduction does 
not pretend to be historically comprehensive in nature, as it is impossible 
in the context of this dissertation. What it does seek to do is articulate how 
the Trinity has been central since the early years of the Christian faith. The 
Trinity bridges the Jewish roots and the revelation of Jesus. In fact, re-
formed theologian Herman Bavinck goes as far to say that “the entire 
Christian belief stands or falls with the confession of God’s Trinity. It is the 
core of the Christian faith, the root of all its dogmas, the basic content of 
the new covenant.”502 

At the start of the Christian faith, early Christians struggled with the 
theological puzzle of how Jesus, who they believed, is related to the Jewish 
God. Stemming from its Jewish roots, the Christian faith was a continua-
tion of what God initiated in the covenant with Abraham. In this covenant 
with Abraham, it was made clear that there was only one God and that this 
God alone was to be the object of worship. At the same time, early Chris-
tians, through their experiences, believed that God was revealed pre-emi-
nently in the person of Jesus of Nazareth who had also given the ministry 
of the Holy Spirit, which enabled them to enjoy an intimate fellowship 
with the living God. This seeming contradiction finally came to a head in 
318AD in the Arian controversy. Arius argued that while Jesus was a divine 
being, he was not God. He was instead a creature, truly human. Being hu-
man meant that he needed salvation, to be joined to God by grace and free 
will. It was this Arian controversy that sparked the call for the council of 
Nicea, whose first order of business was to clarify the nature of Jesus.503 
The council of Nicea in 325, further clarified the relationship of Jesus with 
God the Father. It was agreed that Jesus Christ, while the Son of God, was 
essentially the same substance as the Father. “… in one Lord Jesus Christ, 
the Son of God, the only begotten of his Father, of the substance of the 
Father, God of God, Light of Light, very God of very God, begotten, not 
made, being of one substance with the father…”504 This creed took pains to 
clarify who Jesus was, an equal of the Father in being God.  
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What was not fully clarified in AD325 was the relationship of the Holy 
Spirit to both God the Father and the Son. This was rectified at the Council 
of Constantinople in 381. At this council, there was further expansion of 
the creed to include the understanding of the Holy Spirit. Instead of the 
statement “And we believe in the Holy Ghost” of the Nicean council, the 
Council of Constantinople substituted “And we believe in the Holy Ghost, 
the Lord and Giver of Life, who proceeds from the Father, who with the 
Father and the Son together is worshipped and glorified, who has spoken 
through the prophets.”505 With this change, the Holy Spirit was understood 
in its full deity, worshipped together with the Father and the Son.  

Together, these two creeds exhibited the commitment of the early 
Church to clarify the relationship between each of these divine persons. 
These creeds were constructed as a response to the grave theological prob-
lems faced in their times, of needing to reconcile the inherited commit-
ment to the confession of one God with the Lordship of Jesus Christ, and 
with the experience of the Spirit that the first Christians had.  

Since then, this understanding of the Trinity has been part of orthodox 
Christian faith tradition. As an organization that professes to be broadly 
Christian, the trinity is a rich theological doctrine that is worth engaging 
with. One key aspect for engagement is the understanding of the Trinity 
as revelation in the world. 

8.3.2 The Trinity as Revelation in the World  

Traditionally the study of the Trinity has evolved in two main ways. The 
first way focuses on relationships among the three divine persons, often 
described as the immanent (or ontological) understanding of the Trinity. 
The immanent Trinity refers to “God in himself, and concerns the internal 
relations members of the Godhead have with one another.” The second 
way of studying the Trinity focuses on the way the triune God, as Father, 
Son and Holy Spirit, relates to the world, otherwise described as the eco-
nomic Trinity. In discussing the Trinity for an organization like World Vi-
sion, the second approach is emphasized. This follows in the footsteps of 
Kärkkäinen who describes the Trinity as primarily historical revelation. 
This triune God reveals himself through time in this world. This under-
standing can be useful for organizations that are part of the world, seeking 
to do something good with the starting point in the Christian faith.  

The events related to the Trinity, otherwise described as the triune 
event, is clearly linked to the history of the world. In fact, it can be argued 
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that any access to any knowledge of God moves up, so to speak, from the 
observation of “God’s work in creation, providences, reconciliation, and 
consummation.”506 In the same way, this discussion about the Trinity can 
be traced back to how God relates to the world as described in the biblical 
narrative. “It is in the doctrine of the Trinity that we feel the heartbeat of 
God’s entire revelation for the redemption of humanity.”507 Reflecting on 
the Trinity sheds light on how God relates to the world. Instead of being 
aloof, God is very much present and active in the world.  

World Vision represents a small part of the universal history of the 
world. To reflect on the Trinity in the engagement of it’s Christian vision 
is to be intentional about the presence of the triune God in the journey of 
World Vision. Such reflection takes the entire Christian narrative seri-
ously, from creation to eschatology, intentionally considering how the 
Christian development organization fits into the narrative. It presupposes 
the Trinity and the biblical story as core to the development practice that 
the organization seeks to express. As an organization that embraces the 
identity of the Christian God, the organization should strive to “live in the 
biblical story as part of the community whose story it is, find in the story 
the clues to knowing God as his character becomes manifest in the story, 
and from within that indwelling try to understand and cope with the vents 
of our time and the world about us and so carry the story forward.”508 This 
speaks of the centrality of the biblical narrative in the understanding of 
development practice and the overall expression of this development 
practice in an organization context.  

There are two main ways that World Vision can engage and reflect on 
the Trinity. This is discussed in detail below. In the first way, the triune 
God is further described as a sending God where World Vision participates 
in the mission of God. It is the triune God who forms the basis of under-
standing for the Missio Dei. Secondly, a deeper understanding of each of the 
divine persons individually can provide further insights into Christian per-
spectives in the development practice. This goes beyond a denominational 
divide. An intentionally ecumenical and inclusive discussion looks at how 
deeper understanding of the different divine persons tapped from differ-
ent Christian traditions can further enrich the understanding of World Vi-
sion, an organization who seeks to move towards the direction of following 
God’s law in the development practice.  
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8.3.3 Missio Dei rooted in the Triune God 

Thus far we have looked at the Triune God and its relation to this world. 
One way that this understanding of the Trinity was further developed was 
through focusing on the sending nature of God. The term, Missio Dei, the 
Mission of God, coined by German missiologist Karl Hartenstein, used the 
term to summarize the teaching of Karl Barth, who connected mission 
with the activity of God himself. The classic doctrine of the Missio Dei in-
cluded the doctrine of the Trinity: God the Father sending the Son and God 
the Father and the Son sending the Spirit. This was then expanded to in-
clude sending the church into the world. This notion of Missio Dei reached 
a peak in missionary thinking at the Willingen Conference of the IMC in 
1952.509  

The understanding of the Missio Dei continues to be important for the-
ologians today. Old Testament scholar Christopher Wright writes about 
the Bible as a product of and witness to the ultimate mission of God.510 He 
described this as the missional hermeneutic of the Bible. From the Bible 
“the story of God’s mission through God’s people in their engagement with 
God’s world for the sake of the whole of God’s creation’s is affirmed.”511 
According to Wright the separate stories found within the Bible can be cat-
egorized into a wider metanarrative to think about God’s mission. There 
are four main sections to this metanarrative: a) Creation: A God of purpose 
in creation, b) Fall: The conflict and problem generated by human rebel-
lion against that purpose, c) Redemption: God’s redemptive purposes be-
ing worked out on the stage of human history, and d) Future Hope: Horizon 
of its own history with the eschatological hope of a new history.512 From 
Wright’s perspective, the biblical narrative shows clearly how God’s mis-
sion was always intertwined with his people. God is not absent or aloof. He 
is constantly interacting with his people, “is passionate, responsive and 
deeply relational.”513 As the triune God, God the Father sends his Son, and 
together, God the Father and Son send the Holy Spirit. The purpose of this 
sending was for the reconciliation of the world back to him. Instead of 
leaving his people alone, his mission was about his people and how he 
could redeem them back to himself. This understanding of the sending God 
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can be useful to understand World Vision’s role as a Christian organization 
that is being sent.  

8.3.3.1 Responding to the Missio Dei 

In the doctrine of the Missio Dei, the church is sent by God to reconcile the 
world back to him. This reconciliation, described as “mission,” is however 
not deemed positively in today’s world. Instead, it often conjures up nega-
tive images.514 The focus on the sending God can help in addressing the 
negative images related to mission. It affirms the emphasis on the charac-
ter of God first before looking at the methods involved in mission. This has 
sometimes been described as the distinction between missions and Mis-
sion. Mission is understood as God reconciling his people to himself, and 
missions as the different ways that the church participates in this Mission. 
This is dependent on the specific times, places and needs. Such a distinc-
tion highlights missions as derivative, finding themselves in the source of 
the sending God.515  

The sending God is a reconciler, bringing the world back to him. He 
seeks to foster his peace – shalom. Being a God of shalom, He is not inher-
ently violent despite the alleged link between religion and violence.516 Tak-
ing the cue from the nonviolent God, the church participating in his mis-
sion should also seek to participate in a nonviolent way. It is the agent of 
God’s mission, the “instrument that God uses, representing God in and 
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over against the world, pointing the world to God, holding up the God-
child before the eyes of the world in a ceaseless celebration of the Feast of 
the epiphany.” The church witnesses to the fullness of the promise of God’s 
reign and participates in the ongoing struggle between that reign and the 
powers of darkness and evil.517 As the agent of God’s mission representing 
God, it is important to remember that what counts is more than the activ-
ities or priorities which the church undertakes. Instead, it is through the 
church’s “total of a community enabled by the Spirit to live in Christ, shar-
ing his passion and the power of his resurrection.”518 Together, the words 
and acts of the church reinforce each other, enabling the church to repre-
sent God 

As the Missio Dei sends the church, the question that pertains to this 
dissertation is what about organizations like World Vision? What role do 
they play in participating in the sending process of God? Without getting 
into an in-depth ecclesiological discussion, this dissertation restates that 
because these organizations belong to the broader Christian pluralism 
within society, they are clearly part of the broader Christian family sent 
by God. This understanding is echoed by World Vision as its policy clearly 
states that World Vision “understands itself to be part of the one universal 
church with a particular calling and ministry to serve the poor in the name 
of Christ”. It does not claim to be a “substitute, competitor or replacement 
for the Church.” Instead, it seeks “to work with the diverse expressions of 
the church in the context of its work.”519 It is therefore clear from its policy 
statements that World Vision understands itself as participating in the 
mission of God. In the next section, the specific way that World Vision 
should participate in the mission of God is described.  

8.3.3.2 World Vision as Primarily Participating in the Quest for Justice 

To determine how World Vision participates in this mission of God, the 
understanding of the different elements that together constitute missions 
as described by Bosch is appropriated. These different elements, described 
collectively as the emerging ecumenical paradigm of missions was expli-
cated for the postmodern paradigm of the world. For him, these elements 
are ecumenical and interlinked in nature. His list comprises of the follow-
ing elements: mission as the church with others, Missio Dei, meditating sal-
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vation, as quest for justice, as contextualization, as liberation, as incultura-
tion, as common witness, as a ministry by whole of the people of God, as 
witness to people living of other faiths, as theology, and as action in 
hope.520 In appropriating this list for World Vision, we recognize that this 
list is interrelated. These are not isolated and distinct components. It is 
argued that World Vision, in its expression of the development practice, 
primarily participates in the Missio Dei through her focus on the “quest for 
justice.” This quest for justice takes seriously the social responsibility in-
herent in the Christian faith. As World Vision seeks to express the devel-
opment practice, this is done in the context of working in society. At the 
same time, it is also clear that there can be other elements of missions in-
volved in the work that World Vision does, these elements however take a 
more secondary role.  

Social justice validates the important role of Christian faith in attend-
ing to social issues. This involves engaging the wider public, developing 
intentional coherence, working alongside other partners to uphold justice. 
True hospitality is also necessary in the quest for justice as it intentionally 
cares about the issues of others, accepting them for who they are.  

As a faith-based organization, World Vision should participate in social 
justice by advocating an understanding of reality coherent with a Christian 
worldview in relation to broader society. This does not however mean that 
the organization expects everyone to embrace the Christian worldview. 
What is expected then is robust theological reflection for this Christian 
worldview in society and also the motivation to exhibit hospitality, where 
there is an intentional reaching out to the stranger, the other. Such a pos-
ture acknowledges religious differences that exist in society. However, this 
does not mean the mere toleration of differences. It goes a step further, 
accepting the other as different, welcoming the other for the glory of God. 
This implies “surrendering our biases: to make the interests, joys and sor-
rows of the stranger our own.”521 

8.3.3.2.1 Continued Importance of Evangelism?  

While affirming participation through social justice, it is also clear from 
World Vision’s documents that evangelism, described as witness, is im-
portant for World Vision as depicted in its core documents. In the Witness 
to Jesus Christ policy, “Witness to Jesus Christ” is seen as “an integrating 
principle in all that we do and one of the core ministries in World Vision 
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Mission Statement.”522 World Vision testifies to “God—Father, Son and 
Holy Spirit—who offers forgiveness and new life through faith in Jesus 
Christ.”523 At the same time, this witness affirms “Christ’s authority over 
the whole of creation—persons, communities, systems, structures and na-
ture.”524 While clearly present in the core documents, it is also clear that 
this focus on witness has waned as the organization developed. As an illus-
tration, the model of ministry framework outlined in 2010 did not mention 
the role of Christian witness at all. This document, created to bring to-
gether the different strategies and visions of World Vision, described the 
goal of World Vision as “sustained well-being of Children, within families 
and communities, especially the most vulnerable.”525 From this document, 
it can be clearly seen that the Christian role has diminished to be part of 
some ministry principles and approaches, instead of an overarching role.  

While it has been argued that the quest for justice rather than evange-
lism is the primary element of missions that should be focused on, this 
does not mean that evangelism should be ignored in the organization. As 
elements of the missionary paradigm described by Bosch, evangelism and 
the quest for justice are not separate, but are clearly interlinked. There is 
a close link between this quest for justice and evangelism. This under-
standing was also echoed in the International Congress on World Evange-
lization in Lausanne in 1974, which stated that “evangelism and socio-po-
litical involvement are both part of our Christian duty. For both are 
necessary expressions of our doctrines of God and man, our love for our 
neighbor and our obedience to Jesus Christ.”526 

In light of the continued importance of witness, there is a need to crit-
ically reflect and engage on the importance of evangelism in the work that 
World Vision does. This means not avoiding the conversation but clarify-
ing what it means, looking and aligning with external sources. As an ex-
ample, Micah Network, a loose global alliance of evangelical Christian de-
velopment NGOs, has sought to differentiate evangelism and proselytism 
in the following way: Evangelism has been described as “longing to see 
people coming to a personal faith in Jesus Christ,” and proselytism “‘un-
justified manipulation or use of coercive techniques or force to achieve 
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conversion.”527 Evangelism refers to the deliberate efforts of articulating 
what God has already done in history and thereby inviting a response.528 
“The work of Christ has put the world on its way to full salvation and is 
realizing its destiny. Because of what Christ has done, people can be liber-
ated from whatever power frustrates the flourishing of life.”529  

One way that evangelism can be engaged in the development practice 
is through continued focus on an individual’s spirituality in the develop-
ment process. This involves caring about the individual’s faith journey, 
providing an opportunity to learn about the Christian God, the redeemer 
of all people. Individuals are presented a clear opportunity for evangelism, 
when they are told what God has done, is doing and will do. It is an invita-
tion, aimed at a response.530 Based on World Vision’s model of ministry 
framework, one of the aspirations of the goal of child well-being was “Ex-
perience love of God and their neighbors.” At first glance, the outcomes 
related to this aspiration does not explicate what this love of God is. It 
leaves one to wonder the extent to which the Christian God is described 
and communicated, and if World Vision truly has seized the opportunity 
for witness.531 This can certainly be a starting point for further engage-
ment.  

At the same time, it is imperative that World Vision be particularly sen-
sitive about not pressuring people but rather extending an invitation. This 
is important because of the inevitable imbalance of power present with a 
development organization.532 One way that organizations like World Vi-
sion can witness to the Christian God is through the “possibility of living 
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and doing development in a way that evokes questions to which the gospel 
is the answer.”533 This means that the way that World Vision completes its 
goal is important. It is important to critically consider how to live and do 
development in a way that evokes questions, namely, what kind of God is 
reflected in the work that is done?  

8.3.3.2.2 Social Justice and Evangelism as Enabling Human Flourishing  

The previous section described evangelism as intertwined in the quest for 
justice that World Vision does. Together, this quest for justice and evange-
lism at World Vision should lead to human flourishing. Operating in the 
public space, the term flourishing can be useful as this term is readily used 
in the public sphere. As a theme, it forms a good basis for encouraging di-
alogue with other religions. This has been the motivation of public theolo-
gian Miroslav Volf, in his book Flourishing.534 Convinced of the importance 
of religion in society, he sought to show “how people with Christian con-
victions should relate to other religions and to globalization as well as how 
adherents of other world religions should relate to one another and glob-
alization.”535 For him, speaking about flourishing is a good opportunity to 
dialogue with other faiths as it provides a broader framework to discuss 
overlapping visions of what the good life is.536 Before having this dialogue, 
it is important for the organization to first establish an understanding of 
what this flourishing looks like from the Christian perspective. Three main 
points to flourishing are explicated here.  

Firstly, flourishing can be understood in Christian faith as reconcilia-
tion to God as God actively relates to human creatures.537 In one way, hu-
man beings “flourish” simply “in virtue of God’s relating to it creatively.” 
It is not through one’s own efforts, but rather through being a creature of 
God. This “grounds the conviction that it (humans) has (have) a dignity 
that deserves unconditional respect no matter how diminished.” One of 
the main implications this has for the quest for justice is the focus on peo-
ple. “The human being and his or her well-being should be the end of all 
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economic, social and political processes.”538 This focus on people is also the 
reason for continued evangelism, as seeking the flourishment of the other.  

Another way that human beings “flourish” from a Christian perspec-
tive is when they “glorify God as they relate to God in response to God’s 
relating to create them, including ways in which they relate to fellow hu-
man creatures and to their shared creaturely contexts so as to be loyal to 
their well-being.” This understanding of flourishing focuses on relation-
ships, first with God, second with other humans and even with the envi-
ronment. The relationship with God is a response to the Missio Dei who has 
been pursuing his people. Besides being God the Father who creates, he is 
God the Son, Jesus who relates to created human beings, drawing them to 
himself,539 as well as Holy Spirit, the “ever present life giving life support-
ing and energizing spirit of God.”540 To consider the relationship of an in-
dividual to this God is to consider flourishing as more than just material 
needs, but also one’s spiritual needs.541  

Finally, as a means to determine what a flourishing relationship can 
look like, the relationship among the different divine persons in the Trin-
ity is referred to as a model. This focus on relationships within God as de-
scribed by Kärkkäinen has been a focus of communion theology. Commun-
ion theology looks at God as a “dynamic living, engaging community of the 
three.”542 It is a fellowship of persons, categorized by “mutual relationality, 
radical equality and community in diversity.”543 This takes seriously the 
kind of relationships in the understanding of flourishing. The trinity can 
be a model of what relationships can aspire to.544 As people are made in the 
image of God, the Trinity, as the “divine society” can provide a “pointer 
toward social life.”545 

An awareness of one’s interpretation of flourishing relates to what one 
pursues as social justice. The section above has presented a Christian per-
spective of what flourishing constitutes, describing it as “reconciliation to 
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God as God’s actively relates to human creatures.”546 This understanding 
of flourishing values people as created by God, as well as the relationship 
that people have with God, and subsequently to one another and to crea-
tion. It includes a clear relational focus characterized by love. Such an un-
derstanding should influence the overall interpretation of the develop-
ment practice that World Vision is involved in. Having articulated a 
Christian vision of flourishing, we can now look at how flourishing as a 
concept can be a good basis for useful dialogical common ground within a 
pluralistic context. 

8.3.3.2.3 Flourishing as Dialogical Common Ground  

A Christian vision for flourishing presents itself as a starting point for dia-
logue with the other. Dialogue is not a neutral, disinterested exercise, but 
very much confessional in nature. It requires an open mind to the possi-
bility of learning from others, yet at the same time, to be clear about one’s 
faith claims.547 Dialogue needs to be executed in the spirit of hospitality, 
involving invitation, response and engagement.548 To speak about dialogue 
is to hope for authentic engagement between World Vision and the com-
munity. This means more than the prescription of development goals for 
the community. This dialogue entails the engagement with the existing 
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values of the community, responding to needs that are relevant and ap-
propriate to the community.549 This presents the organization with the op-
portunity to opt for moving towards the Christian direction. So important 
is the role of dialogue, and responding to needs in the community that a 
normative understanding of development cooperation has been described 
as “the promotion of the well-functioning of the practices and institutions 
that are relevant in a certain setting.”550 The context, and subsequent dia-
logue that takes place in the context where development is taking place is 
taken seriously.551  

Finally, dialogue is also beneficial in explaining the work of the Chris-
tian organization within the community. The Christian organization 
should engage in dialogue that examines “the intention and nuance be-
hind religious inspired definitions of mission and human development to 
reduce suspicion regarding the appropriate misuse of official development 
funds.”552 This entails an honest discussion to clarify what the organization 
actually prioritizes as important for the development practice.  

Having discussed how World Vision participates in the Missio Dei, the 
following section narrows in on the individual persons of the Trinity, 
gleaning insights on how they individually can inform the development 
practice.  

8.3.4 The Individual Contribution of the Divine Persons to 
the Understanding of the Development Practice 

Earlier in this chapter, the Trinity has been described in its unity, focusing 
on how the three divine persons reveal God in this world. As Stanley Grenz 
puts it, “the Father functions as the ground of the world and of the divine 
program for creation. The Son functions as the revealer of God, the exem-
plar and herald of the Father’s will for creation, and the redeemer of hu-
man kind. The Spirit functions as the divine power active in the world, the 
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completer of the divine will and program.”553 This Trinity illustrates a Mis-
sio Dei, where World Vision participates in its quest for justice. In this sec-
tion, we shift our attention to each individual divine person and how they 
can individually provide further insight useful for understanding develop-
ment practice. This understanding can provide further content for the de-
velopment practice. Kärkkäinen, echoing Moltmann, describes the Trinity 
in constructive theology as beginning with “threeness, Father, Son and 
Holy Spirit.”554  

Each divine person of the Trinity is unique and worthy of study. Stud-
ying each individual divine person can provide a more inclusive Christian 
vision for World Vision. Different denominations have been observed to 
give different emphases to the different individuals of the Trinity. For Re-
formed Christians, particular attention is given to God the Father, Anabap-
tists as well as mainstream evangelicalism focus on the Son, and finally, in 
charismatic and Pentecostal circles the focus is on the Holy Spirit.555  

In the following section, each divine person is focused on separately, 
detailing the unique contribution of each divine person to the challenge of 
social justice, particularly with regard to development practice.556 A sug-
gested response is given thereafter. Following in the constructive theolog-
ical approach, it is reiterated that the purpose of the following section is 
not meant to be systematically comprehensive, but rather, to provide in-
tegrative and coherent content for further engagement and reflection.  

8.3.4.1 God the Father 

Reformed tradition emphasizes God the Father as the one who revealed 
the law in creation. Creation, grounded in God’s goodness is created for the 
glory of God.557 One implication of this is the strong focus on God himself, 
particularly his sovereignty, and the need for unconditional human obedi-
ence.558 God the Father is sovereign in all things, over creation, providence, 
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salvation and restoration.559 This sovereignty applies to “the whole of life 
and all of life.” God should not be limited only to the spiritual side of one’s 
life, or in isolating oneself from the rest of society. Instead, God’s sover-
eignty extends to the whole of society. In response to his sovereignty, 
God’s moral commandment is understood as good for the whole of soci-
ety.560 This has led Reformed Christians to develop a “faith-inspired under-
standing” and approach to issues in society at large.561 This understanding 
of the sovereign creator is relevant to the social justice efforts involved in 
the development practice. In the following section, the relationship be-
tween creation and God is further described. An understanding of this re-
lationship is vital as the basis for responding to the sovereign God. 

8.3.4.1.1 Relationship between Creation and God  

To speak about creation is to recognize that the world is created by God 
the Father. The Father takes the initiative for creation, thinks the idea of 
the world.562 “Creation is the handiwork of God the Father, in fact, studying 
creation “gives an expression of His own character.”563 Reflecting the char-
acter of God, creation is normatively structured.564 It reflects the beauty of 
God, and because of this link, one can have a basic positive attitude to cre-
ated reality, to bodily life and to human activity in this world.565 This im-
plies “a correlation of the sovereign activity of the creator and the beauties 
of creation—the created order.”566 

Whilst reflecting the handiwork of God the Father, creation unfortu-
nately did not stay in a state of paradise. The fall took place when Adam 
and Eve disobeyed God, resulting in pervasion of the entire creation.567 
Adam and Eve chose to decide apart from God’s commands on what good 

                                             
559 Ibid. 
560 Mouw, The God Who Commands, 151. 
561 Jochemsen, “Calvinist Spirituality,” 470. 
562 Bavinck, Reformed Dogmatics: God and Creation, 425. 
563 Ibid., 463. 
564 This understanding of creation as revelation to who God is reminiscent to the un-

derstanding of natural theology, where God is revealed through his creation. Pro-
ponents of such thinking include David van Drunen, Divine Covenants and Moral Or-
der: A Biblical Theology of Natural Law (Grand Rapids, MI: Eerdmans, 2014). However, 
such thinking has also been rejected by key theologians in the 20th century like 
Karl Barth who believed that God only revealed himself through special revela-
tion.  

565 Jochemsen, “Calvinist Spirituality,” 466. 
566 Wolters, Creation Regained, 13. 
567 Ibid., 144. 



Appropriating The Trinity as Central for World Vision 287 

and evil is. In doing so, they destroyed their relationship with God, with 
each other and with nature.568 Sin has perverted creation as well as men’s 
understanding of it. This corruption cannot be repaired by mankind 
alone.569 At the same time, while sin has led to irreparable corruption, sin 
has not replaced creation but rather distorted creation.570 Today’s sinful 
fallen nature continues to possess recognizable characteristics of creation 
that will shine through despite its brokenness and distortion.571 Bavinck 
describes this in the following way: “Sin spoiled and destroyed everything, 
but because it is not a substance, it could not alter the essence or substance 
of the creation.”572 

In Reformed thinking, the difference between creation and the effects 
of sin has been described as the distinction between structure and direc-
tion.573 Structure ultimately roots creation as it attempts to elucidate the 
constant creational structures in reality. Despite sin and the fall, these 
structures remain in place. They do not depend on decisions taken by hu-
mankind. The decisions humankind takes are described in terms of direc-
tion. In his disobedience and guilt humankind can choose to move away 
from God towards the order of sin resulting in further distortion or per-
version of creation or it can, through submission and discernment, move 
towards God, to the order of redemption.574 In reality, it is not always ob-
vious what constitutes structure and direction as underlying created 
structures and their corruption are inextricably mixed. This requires dis-
cernment and careful ethical deliberation.  

While the story of creation and fall is described primarily in the first 
three chapters in Genesis, the rest of Scriptures outlines God’s redemptive 
purpose for his people Israel and finally for the whole world. Through the 
sacrifice of Jesus Christ, the Son of God, there is redemption.575 The gospel 
calls people to Jesus and to follow his example of proclaiming his kingdom 
and doing good. It is in this phase of redemption that we are living. Pro-
claiming the kingdom of God and doing good includes the possibility of 
restoring one’s fellowship back to God, and the privilege of participating 
in the restoration and glorification of the creation order.  
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At the promised consummation for the people of God, God will come 
again with his promise of a new heaven and earth. In this new reality, sin 
will be no more and the world will be filled with God’s glory and holiness. 
This promise of God’s coming brings hope. It provides Christians with per-
spective on their current work. Consummation is not dependent on human 
efforts.576 It is God who guides history to its fulfilment in his kingdom in 
which He will be all in all. While people participate in the redemption of 
the earth, it is also clear that peoples’ efforts in themselves will never re-
sult in the new heaven and earth. It remains the work of God to provide 
the final solution to the earth.  

8.3.4.1.2 Responding to the Creator  

To respond to God the Father, one needs to first have a strong understand-
ing of God’s goodness expressed in creation. This involves one’s role in the 
creation mandate. This creation mandate has been described as the “re-
sponsibility of mankind, as co-workers with God to positivize creation laws 
and apply them to the specific situations in their lives.”577 This entails 
working towards restoration in all spheres of the original creation while 
waiting for final regeneration in the second coming.578 With such an un-
derstanding, nothing is neutral but rather a fight between God’s kingdom 
and the world.579 

This understanding of the sovereignty of God the creator as well as the 
creation mandate can be applied to the development practice. In fact, the 
normative practice model that was used to analyze the findings of the field 
research, appropriates the sphere sovereignty, a key innovation of Neo-
Calvinism. It was Abraham Kuyper who developed the idea of “sphere sov-
ereignty” to describe the claims of sovereign Christ to different spheres in 
life.580 Based in the biblical narrative, reality as experienced today can be 
mapped to the redemptive phase of the biblical narrative. As a way to make 
sense of reality, Kuyper described reality as being made up of different 
spheres and Christians as performing their different roles in society “to 
restore, transform and redeem the natural spiritual, cultural and social 
realms of God’s creation; to bear upon society, to influence and to change 
it, redeeming and claiming it for Christ to whom the whole created order 
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belongs.”581 Since then, this understanding of sphere sovereignty has been 
worked out by Reformed philosophers, with key proponents such as Her-
man Dooyeweerd (1889-1977) and D.H. Th. Vollenhoven (1892-1978).  

This understanding of sphere sovereignty is a core concept for the nor-
mative practice model and has been used to analyze practice. Following in 
the tradition of Kuyper, it appropriates Dooyeweerd’s understanding of 
created reality as a multiplicity of modal aspects. These modal aspects, 
each with its ontologically grounded, irreducible dimensions, prevent the 
possibility of theoretical reductionism. This takes seriously the created or-
der in the ethical analysis done. It is to accept the dependency of creation 
on the creator.  

Specific to the development practice as outlined in the analysis chap-
ter, the historical aspect, more recently also called the formative aspect, 
has been described as both the qualifying and founding aspect. This aspect 
gives the development practice its discrete and distinct identity. For the 
historical/formative aspect, the nucleus is in “the controlling manner of 
moulding the social process.”582 This refers to the molding and forming of 
society, taking into consideration the story of the society. One way that 
the development organization can take into account the story of the soci-
ety is to take a serious interest in the society. This involves building trust-
ing relationships in such a way that an honest dialogue on fundamental 
beliefs and convictions in the society is possible.583  

At the same time, it remains important that certain norms are observed 
in the molding and forming of society. Henk Jochemsen, the director of 
Prisma, a Dutch Christian network that brings together twenty-one Chris-
tian Development corporations describes the role of the creation motive 
for Christian organizations with regard to the development practice: 

This emphasizes the unique value and equality of all people as created in the 
image of God. God the Creator is also the God of the people who holds their 
leaders accountable (cf. Psalm 82). God has created the world in an ordered 
way (for example, the plants and animals according to their nature). This 
requires respect and care for human beings and creatures in their individu-
ality; core value here is stewardship. This motif represents a commitment 
to doing justice to creatures and creation as a whole and it opposes any ex-
ploitation and destruction of God’s creation and any absolutization of cre-
ated reality. So no worshipping of wealth, health or even of nature itself. But 

                                             
581 Ibid. 
582 Dooyeweerd, A New Critique of Theoretical Thought, 1:195. 
583 Jochemsen, “A Normative Model for the Practice of Cooperation in Development 

as a Basis for Social Justice,” 142. 



290 Countering Mission Drift in Christian Organizations 

neither of spiritual powers in the world, which originally are also part of the 
created order but that when they are worshipped, always lead to a form of 
slavery.584 

This quote reinstates the implications of God as creator for the develop-
ment practice. Created equally, people act within a certain structure and 
are required to be good stewards of creation. Humans have been given the 
natural environment as God’s gift to provide for their needs, but it is a gift 
they have to cherish and protect. They are stewards, not owners of crea-
tion. Material goods are not the property of humans, but ultimately belong 
to God and serve God’s glory.”585 In addition, the understanding of the cre-
ation motive takes seriously the danger of reductionism that can take 
place in the understanding of development, especially if any part of cre-
ated reality eclipses all other parts of created reality. It is important for 
creation to be considered in its totality, recognizing that it is God who cre-
ated it. Factors such as economic growth, total control of life or happiness 
cannot be used as the only indicator of development.586 Discussing the cre-
ator also implies the role of individuals who are involved in the develop-
ment process. There is an understanding that “for those who profess that 
God is the creator of all that exists, not respecting creation implies not re-
specting God. Humankind are not in control of the pace or the result of 
what they do. As they work alongside God, they do not ultimately dictate 
the pace, or the result of what they do. This calls for the importance of 
perseverance in what they do.”587  

Having looked closely at God the father and the specific implications 
for the development practice, we turn our attention now to God the son.  

8.3.4.2 God the Son 

The focus on God the Son, Jesus Christ, has been traditionally emphasized 
by evangelical Christians, the group that World Vision originated from. To 
focus on God the Son is to emphasize Jesus Christ, the divine person who 
shared our human condition. It is to emphasize the gospel as the climax of 

                                             
584 Prisma, “Development Cooperation and Religion: A Prisma contribution to reflec-

tion and policy” (December 2014), 18, http://www.prismaweb.org/media/ 
203248/religion%20and%20development%20cooperation%20prisma%20contribu-
tion.pdf. 

585 Deneulin, “Christianity and International Development,” 53. 
586 Jochemsen, “A Normative Model for the Practice of Cooperation in Development 

as a Basis for Social Justice,” 142. 
587 Jochemsen, “Calvinist Spirituality,” 470. 



Appropriating The Trinity as Central for World Vision 291 

the biblical narrative: Jesus as the Son of God, his incarnation, ministry, 
death, resurrection and ascension. In this section, the discussion of Jesus 
is done in the context of Jesus as the revealer of the kingdom of God. The 
understanding of the kingdom of God is a powerful impetus as it reveals 
the goal of the biblical story. It is also directly related to the development 
practice and has been used broadly in the evangelical circle. For an organ-
ization such as World Vision, the kingdom of God can be useful in develop-
ing their understanding of social justice.588 In this section, a brief introduc-
tion to how the kingdom of God ended up as an imagery for social justice 
is first described. This is followed by describing the specific ways in which 
the kingdom of God can provide further direction to the solving of social 
problems. 

8.3.4.2.1 The Kingdom of God as an Imagery for Social Justice 

The kingdom of God was used as an imagery for Social Justice in the move-
ment known as Neo-Evangelicalism. Neo-Evangelicalism, largely taking 
place in North America was one key historical trend that led to the found-
ing of World Vision. Neo-Evangelicalism, the revival of evangelism, can be 
traced to the ministry of Billy Graham. As a renowned evangelist, he be-
came central to the National Association of Evangelicals (NAE). As a corpo-
rate expression of evangelical churches, the NAE was founded by a group 
of diverse conservatives who were looking for a less divisive and more con-
structive association compared to the exclusivist American Council of 
Churches. Moving away from the anti-intellectual and antiscientific spirit 
that according to them had discredited original evangelism, this move-
ment proactively published Christianity Today, a fortnight publication, as 
well as produced critical and apologetic literature in different areas, in-
cluding social issues. This interest in social issues by the NAE included act-
ing upon them. One issue of that time was the cold war. During this period 
of time, “the patriotism of this nation with the soul of a church was 
aroused.” Speaking about religion favorably and being a church member 
were understood as part of the American way of life.589 While the NAE did 
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not agree with the approaches taken by liberal churches, they were chal-
lenged to demonstrate an active concern for these issues.590  

It is in this context of neo-evangelicalism and the issue of the cold war 
World Vision was founded. In 1960, World Vision was founded in support 
of missions in Korea to meeting the needs of the Orient. At that point, 
World Vision’s mission was understood to be about supporting religious 
people who found themselves in an atheistic community context.591 How-
ever, instead of focusing only on the conversion of the soul, Bob Pierce, the 
founder of World Vision, was also acutely aware of the impact of spiritual 
conversion on an individual’s social needs. Having witnessed the abandon-
ment by the local community of someone converted to the Christian faith, 
he became clear that “it was not God’s purpose to save her soul, so she can 
starve to death. God cares, Jesus lived, taught, loved and so the ingredients 
of wholeness began to come back into the understanding of what is the 
gospel and what is our ministry.”592 This double concern of both spiritual 
conversion as well as meeting social needs has been present since the 
founding of World Vision.  

This concern of social needs was present in the Neo-evangelicalism 
movement as evident in the work of Carl Henry, one of the key theologians 
in Neo-evangelism and editor of Christianity Today. He used the imagery of 
the kingdom of God in one of the earliest evangelical works on social needs. 
The Uneasy Conscience of Modern Fundamentalism was written “to urge evan-
gelicals the necessity for a deliberate restudy of the whole kingdom ques-
tion, that the great evangelical agreements may be set effectively over 
against the modern mind, with the least dissipation of energy on second-
ary issues.”593 Instead of being stuck in the dichotomy of the social gospel 
at the left and the fundamentalists at the right, both of which he consid-
ered to be wrong, Henry described a kingdom theology that should engage 
socio-politically yet be rooted in the gospel.594 This understanding of the 
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kingdom of God informs the “redemptive priorities of Christianity.”595 Also 
a lecturer-at-large for World Vision between 1974-1987, Carl Henry had a 
direct impact on the theological development of World Vision. The king-
dom of God was described in policy documents such as the “Ministry Policy 
Witness to Jesus Christ.”596  

Since Carl Henry, other theologians have followed in his footsteps, im-
agining the kingdom of God from what is revealed in the gospel. One ex-
ample of the broad reach of the use of the Kingdom of God is in the Inter-
national Congress on World Evangelization at Lausanne. This covenant 
started with clarifying that God was “sending his people back into the 
world to be his servants and his witnesses, for the extension of his king-
dom.” As people are “born again into his kingdom” … they “must seek not 
only to exhibit but also to spread its righteousness in the midst of an un-
righteous world.”597 It is this understanding of the kingdom of God that 
informs the Christian social responsibility. 

As a valuable imagery that has taken root in the work of World Vision 
and the broader evangelical world, the imagination of the kingdom of God 
is further expounded on. As a theological motif, the kingdom of God has 
been widely discussed by theologians. In this section, it is impossible to 
incorporate the broad scholarship done with this topic. What is intended 
is to broadly increase the understanding of the Kingdom of God through 
incorporating voices from other different Christian traditions.598 This in-
clusivity is useful to incorporate different perspectives in the discussion of 
the practice of development. We begin by first looking at the relationship 
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of the life of Jesus and the kingdom of God. This information is then appro-
priated for the development practice.599  

8.3.4.2.2 Jesus and the Kingdom of God 

Through the act of coming into the world historically, the reality of God 
encountered the reality of the world.600 Jesus came to this earth as the 
promised messiah of the Jewish people scattered all over the land. As the 
messiah, his kingdom was described as having no end. As one of the proph-
ecies read, “he will reign on David’s throne and over his kingdom, estab-
lishing and upholding it with justice and righteousness from that time on 
and forever.”601 It is therefore no surprise that this kingdom of God was 
central to his message. In this section, we focus on two aspects of Jesus and 
the kingdom of God. Firstly, we look at how Jesus reveals the kingdom of 
God. Secondly, on how his life and ministry exemplifies the characteristics 
of the kingdom of God. 

Jesus reveals the kingdom of God by coming to this earth. In his minis-
try, Jesus preached that the kingdom of God was at hand.602 One way that 
this kingdom of God can be explicated is in understanding proximity as 
spatial instead of temporal. This reign of God is not a time period but a 
person, the man Jesus.603 It is Jesus who represented the reign of God on 
earth. “The kingdom of God is before all else a person with the face and 
name of Jesus of Nazareth the image of the invisible God.”604 Jesus Christ as 
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the self-revelation of God reveals God’s kingdom to humankind. He is the 
reality of the kingdom in human form.605 Through the story of Jesus, the 
world receives its boundaries, its legitimacy and limitation.606 

There are two implications to Jesus revealing the Kingdom of God. 
Firstly, this reveals the deeply relational characteristic of this kingdom.607 
Jesus, the Son of God, was sent by God the Father to reveal this kingdom.608 
Secondly, with the kingdom of God founded in Jesus Christ, God’s reign has 
arrived on this earth. This reign on earth is not divided into two realms, 
the sacred or religious versus the profane or worldly. Only one reality is 
revealed in Christ. The whole reality of the world has already been drawn 
into and is held together in Christ.”609 This reality of God and the reality of 
the world are united. Through Christ, the world is reconciled to God.610 
These two implications are well summarized by John Stott who noted: 
“The kingdom of God is God’s dynamic rule, breaking into human history 
through Jesus, confronting, combating and overcoming evil, spreading the 
wholeness of personal and communal well-being, taking possession of his 
people in total blessing and total demand.”611  

Besides representing the reign of the kingdom, the second aspect that 
is revealed is the characteristics of the kingdom of God through his life and 
ministry. “The son of God did not stay in the safe immunity of his heaven. 
He emptied himself of his glory and humbled himself to serve.”612 From 
this point of view, Jesus’ earthly ministry could be categorized by his suf-
fering. He did not explicitly use his power with the religious authorities 
but went about in a humble, powerless way which led to his crucifixion. At 
the same time, his ministry was also filled with mighty works. He did per-
form great signs and wonders, and also resurrected.613 Instead of being an 
odd event, or another new religious possibility, “the resurrection of Jesus 
offers itself . . . as the utterly characteristic, prototypical, and foundational 
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event within the world.”614 Through his death and resurrection, Jesus pre-
sented a way forward against powers and principalities. This “consists in 
abiding in him, sharing his passion so that we may share his victory over 
death.”615 It is only through the service and giving of His life is the kingdom 
of God accessible. The kingdom of God is a gift, it cannot be earned.616 As 
described by Bonhoeffer: “In the body of Jesus Christ, God is united with 
humankind, all humanity is accepted by God, and the world is reconciled 
to God. In the body of Jesus Christ, God took on the sin of all the world and 
bore it.”617  

The story of Jesus does not end with the death and resurrection of 
Christ. Jesus has ascended to heaven and is at the Father’s right hand to-
day. Jesus has started something here on earth. His work marks a new be-
ginning in the plan of redemption. However, it is not yet finished. The 
kingdom of God has “already been inaugurated, yet awaits a future con-
summation.”618 Jesus in heaven will not stay hidden forever and will some-
day come back to this world. In his arrival, he will appear as “God’s right 
hand and he will reign in manifest glory.”619 Instead of a delay, this hidden 
period is an opportunity for all to respond to the life of Jesus. It is an op-
portunity ‘to repent, to be converted and to believe and recognize the 
presence of the reign of God in the crucified Jesus.”620 As a gift to all, this 
kingdom of God invites a response from those to whom it is presented.621 

8.3.4.2.3 Responding to Jesus who Reveals the Kingdom of God 

The story of Jesus entering into this world reveals the kingdom of God. It 
is historical, yet at the same time, transcends history. In responding to this 
Jesus, what is required is not detachment or ambivalence, but rather a 
“whole person engagement and involvement”, otherwise described as 
love.”622 “Love is the deepest mode of knowing because it is love that, while 
completely engaging with reality other than itself, affirms and celebrates 
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that other than self-reality.”623 To respond to Jesus is to respond in love in 
him. It is intentionally subscribing to the underlying plausibility struc-
tures of the different knowledge and truths that one loves. “Every exercise 
of reason depends on a social and linguistic rendition which is, therefore, 
something which has the contingent, accidental character of all historical 
happenings.”624 

Responding in love for him requires the desire to “inhabit an alterna-
tive plausibility structure that is found in the biblical story.”625 This in-
volves more than articulating a body of ideas but rather, to be part of an 
actual community. This implies that as an organization, World Vision 
should aspire to be the faithful community that lives the biblical narrative. 
It is to be a “faithful witness of Christ” as the revealer of the kingdom dur-
ing the period of his ascension and his coming again.626 He, the crucified, 
risen and regnant Christ is the one in whom the whole purpose of God for 
cosmic history has been revealed and effected.627  

To be the faithful community, this includes modeling one’s under-
standing of one’s mission on Christ’s mission.628 As Jesus entered the bro-
kenness of this world, his mission was marked with the costly identifica-
tion with people in their actual situations.629 At World Vision, this 
incarnational nature of mission has been taken seriously as noted in the 
ministry framework.630 For World Vision to remain this faithful commu-
nity, this should be actively noted for the organization.  

In addition, there are also societal ramifications to the incarnation of 
Christ. The purpose of God for cosmic history is for all of this world and 
not for the select few. The resurrection of Christ that happened in this 
world have implications for and effects on this world.631 What is done on 
earth will last into God’s future. People are not just saved for the afterlife, 
but also for life before death. Salvation is not only about “going to heaven,” 
there are also effects on earth. People who have been saved live a life in 
God’s new heaven and new earth, and become a “part of the means by 
which God makes this happen.”632 In response, these people are to be a sign 
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and foretaste of what God wants to do for the entire cosmos.633 This in-
cludes proclaiming precisely to this world its reconciliation with God to 
disclose the reality of the love of God, against which the world so blindly 
rages.634  

Bonhoeffer makes a distinction between ultimate and penultimate 
things in the life of a Christian in advocating for the work of social recon-
ciliation. The ultimate thing, he described as “the event of justification of 
a sinner” takes place at the end of time while the penultimate thing con-
sists of events that take place before the end of time.635 The penultimate 
on the other hand involves “some action, suffering, movement, intention, 
defeat, recovery, pleading, hoping,” taking place during the “time of God’s 
permission, waiting and preparation.”636 This penultimate exists in the 
here and now. It is important to care for this penultimate so as to not hin-
der the way of the ultimate. Because Jesus entered the world, this penulti-
mate is neither “self-sufficient” or “destroyed.”637 Instead, it now exists 
with the reality of Jesus. By Jesus coming down to earth, taking on human-
ity and affirming it, the world is reconciled to God and not destroyed. At 
the same time, this penultimate reality is not self-sufficient. It remains 
fallen. Not because the “world was worthy that God came down, but pre-
cisely because it had fallen did God take up the suffering and ‘curse’ of the 
divine No.”638 To care for the penultimate is to take the perspective and 
example of Christ in the world. It “allows the world to be world and reck-
ons with the world as world, while at the same time never forgetting that 
the world is loved, judged, and reconciled in Jesus Christ by God.”639 It 
acknowledges the real powers of darkness that are present that cannot be 
eliminated by human projects. As succinctly put, “no human project how-
ever splendid is free from the corrupting power of sin.”640 Evil continues 
to permeate this world.  

Embracing the development practice, an organization like World Vi-
sion works towards caring about the penultimate. This implies bringing 
signs and symbols of God’s renewed creation to birth on earth as it is in 
heaven. It is to respond to the needs of others. “The hungry person needs 
bread, the homeless person needs shelter, the one deprived of rights need 
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justice, the lonely person needs community, the undisciplined one needs 
order and the slave needs freedom.”641 This involves following Jesus’ ex-
ample who acted and suffered for all men.642 It is to be the vicarious repre-
sentation for one’s concrete neighbor, considering their concrete reality 
instead of reducing them to a mere idea or value. Another way that this 
has been described is in bringing the essence of Christ’s personhood: be-
ing-there-for-man (Daseinfürandere) out in the world.643 This is done in the 
spirit of confidence and certainty of Christ, yet also accepting suffering 
and struggle with “patience and endurance” as Jesus did in his earthly min-
istry.644  

8.3.4.2.4 The Development Practice as Caring for the Penultimate 

The question that we seek to answer now is how then should World Vision, 
an organization that seeks to express the development practice care about 
the penultimate? Two main answers are pursued in this section. Firstly, it 
is important to note the uniqueness of the context of this development 
practice and secondly, it is critical to elucidate the goal of the development 
practice based on the understanding of the kingdom of God.  

One unique characteristic found in the context of the development 
practice is the intentional work with poverty and oppressive structures in 
society. Liberation theologian Gustavo Gutierrez writes that “Sin is evident 
in oppressive structures, in the exploitation of humans by humans, in the 
domination and slavery of peoples, races and social classes. Sin appears, 
therefore, as the fundamental alienation, the root of situations of injustice 
and exploitation.” Collective sinful actions of individuals create a structure 
of sin, which in turn influences the behavior of individuals. These sin 
structures are difficult to change, can create a sense of blindness as it is 
taken for granted in society, and can often lead to exasperation for the ex-
perience of an impossible choice.645 It is in the particular context of pov-
erty with its existing sin structures that the development practice takes 
place in.  

In the face of this injustice, there is the need to accept that this broken 
situation is part of the fallen world, bringing about a certain amount of 
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realism that “prevents utopian fanaticism.”646 John Stott describes this as 
one of the six essential “marks” of a Christian mind – the awareness of 
evil.647 At the same time, this should not lead to despair, as it is possible to 
keep one’s faith with Jesus. Jesus has defeated the power of evil. Knowing 
that he has begun his reign on earth and will return someday gives hope. 
The work that is done today, however incomplete, is done “as an offering 
to the Lord who is able to take it and keep it for the perfect kingdom which 
is promised.”648 It is building for the Kingdom that will one day find its way 
into the new creation that God will make.649  

In addition, this understanding of the kingdom of God can inform the 
ultimate goal of development. In describing the future envisaged for com-
munities, Myers described the “unshakable kingdom” as the best future, 
and the “unchanging person” as the best means.650 He used the term shalom 
to describe what he meant: “just, peaceful, harmonious, and enjoyable re-
lationships with each other, ourselves, our environment and God.”651 This 
definition covers more than one kind of brokenness. It is all-encompass-
ing, looking at the physical, social, mental and spiritual manifestations of 
poverty. In practice, this means that development can include “Immuniz-
ing children, improving food security, and providing portable water, . . . 
reconciliation, peace building and values formation toward the end of in-
cluding everyone and enabling everyone to make their contribution, . . .  
working to make social systems, and those who manage and shape them, 
accountable to work for the well-being, stress counselling, critical inci-
dence debriefing and simply listening and being with those whose poverty 
begins in the inner heart or broken spirit.”652 In summary, the goal of de-
velopment practice is life and life in abundance. 

Having completed the section of Jesus Christ, the kingdom of God and 
the plausible response by World Vision, we turn our attention to the Holy 
Spirit.  

8.3.4.3 God the Holy Spirit 

God the Holy Spirit has been emphasized in the Pentecostal movement as 
well as the Eastern Orthodox Church, rich in pneumatological and spiritual 
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tradition. Within contemporary theology, the discussion of the Holy Spirit 
has received renewed attention due to the engagement with the Pentecos-
tal movement as well as the Eastern Orthodox Church in official ecumeni-
cal organizations. Has led to a renewed interest in the Holy Spirit.653 

A deeper appreciation of the Holy Spirit emphasizes experience. As de-
fined by Moltmann, “Christian faith is the experience of the quickening 
Spirit – experience of the beginning of the new creation of the world.”654 
Moltmann referred to experiences as consisting of two references: out-
ward – perception of the thing happening, and inward, the perception of 
the change in self.655 He argues that while it can be argued from a modern 
philosophical perspective the impossibility to describe an outward refer-
ence of the objective experience of God, it is still possible to understand 
the experience of God through an inward reference of the self.656  

Moltmann includes the experience of God within the inward reference 
of self. This inward reference of the self is not limited to the individual’s 
experience of his or her own self. It can also include experiences of God. 
As God is in all things, and if all things are in God, the experience of the 
Holy Spirit is everywhere. This experience of God “found in human expe-
rience of the self has its inalienable and indestructible character.”657 To in-
clude the experience of God as one’s inward reference is to take seriously 
the presence of God in one’s life.658 In the following discussion of the Holy 
Spirit, what is focused on is the understanding of the experience of God, 
particularly as the completer of the divine program and also the under-
standing of the Spirit of life, equipping the individual.  

8.3.4.3.1 The Spirit as the Completer of the Divine Program 

The Spirit is present from the start of time to today. It is possible to trace 
the presence of the spirit in the biblical narrative throughout history. The 
Spirit was understood as ruach, the life-giving force to his people in the Old 
Testament. He was “God’s creative action and the one by whom God sus-
tains the world.”659 From several incidents in the Old Testament, it can be 
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said that the Spirit’s presence “provided the recipient with the resources 
necessary to complete a divinely-ordained task.”660 This Spirit continues to 
be present in the gospel, beginning with the conception of Jesus. In fact, 
integral “both chronologically and theologically, the operation of the di-
vine spirit becomes the precondition or premise for the history of Jesus of 
Nazareth.”661 It was the dove present at Jesus’ baptism, as well as pro-
claimed by Jesus to be upon him during the inauguration of his ministry 
(Luke 4:18-19). Throughout his ministry, there were instances where the 
Spirit was clearly present with Jesus. During his farewell message to his 
followers, Jesus promised the Spirit. This Spirit would be a helper, mediat-
ing the presence of the Lord with his people.662 The Holy Spirit was also 
involved in the resurrection of Jesus. During the event of Pentecost, Jesus’ 
promise to his followers was fulfilled as the book of Acts recorded an out-
pouring of God’s Spirit on his people.663 It is through the Spirit that man-
kind can be brought back into fellowship back with God the Father and God 
the Son.664  

The Spirit continues to be present in the world today. This Spirit that 
created the world at the start of time, continues in his role as the Spirit of 
Life in the world.665 God’s presence reaches into the depths of human ex-
istence.666 As the Spirit, he is “the power of God at work in the world bring-
ing to completion the divine program.”667 This experience of the spirit re-
sults in the “category of the new in the biblical history of promise and the 
glance into the future of the world in that light of Christ’s resurrection.”668 
The Holy Spirit present from creation onto the sending of Christ, is the 
same spirit that ultimately effects the new creation of humankind at the 
end of time. In the meantime, this Spirit is also operating enroute, before 
the final completion of this divine program. Working both in individual 
lives as well as the wider world, the spirit is bringing the new creation into 
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the world. This Spirit is the “pledge of the new creation,” the “dynamic by 
whom God brings creation into existence.”669  

8.3.4.3.2 Holy Spirit Experienced as the Spirit of Life  

Besides being the completer of the divine program, the Spirit also acts as 
the Spirit of life in the world. This implies that through the Spirit, creation 
is drawn into God’s fellowship into true community. “He mediates human 
participation in the eternal relationship between the Father and the 
Son.”670 The Spirit is revealed through human experiences, particularly 
through the transcendent inward side as earlier described. As God is in all 
things, it is possible to experience God in, with and beneath each everyday 
experience of the world.671 This Spirit is not confined to the church, but 
rather is present in the wider world. He is found in “the wholeness of the 
community of creation, which is shared by human beings, the earth and 
all other created beings and things.”672 As the eternal Spirit, he is the “di-
vine well spring of life – the source of life created, life preserved and life 
daily renewed, and finally the source of the eternal life of all created be-
ing.”673 It is through the Spirit that we come to God.  

8.4.4.3.3 Responding to the Spirit in the Development Practice 

Having described the Holy Spirit as present in one’s life experiences and is 
the completer of the divine program, we can now consider the implication 
of the Spirit on the understanding of the development practice. In general, 
the Holy Spirit provides us with the assurance of God’s great future for the 
world. This Spirit is “the active connection between the promised future 
and the experienced coming of the new creation of all things.”674 There are 
two main implications to responding to the spirit. Firstly, the need to dis-
cern the Spirit that is already at work and secondly, to remember that 
God’s spirit empowers.  

As the life-giving Spirit of the world, God is already present in the 
world. Organizations like World Vision that seek to express development 
practice participate in the story of the community where God’s Spirit is 
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already present. They are not there alone and should therefore intention-
ally consider what it means to be part of God’s story of redemptive work 
in the world.675 It is not the organization’s responsibility to set a new 
agenda for the community, but rather to actively discern the presence of 
God that is there. This means to “expect, look for, and welcome all the signs 
of the grace of God at work in the lives of those who do not know Jesus as 
Lord.”676 The Spirit is already at work where the organization is at. What is 
important is the discernment of what the spirit is already doing. Moltmann 
describes this as the “anticipation-ethics of his (Jesus) future.”677 It is about 
opening one’s eyes “to perceive the subsequent outpouring of the Spirit, 
and the experiences of the vital powers of the divine Spirit, as being ‘pow-
ers of the world to come’ (Heb. 6.5).”678 This suggests the need for the or-
ganization to look for these signs of grace and the experiences of the spirit, 
instead of blindly following other external agenda, such as donor require-
ments, or government regulations.  

Secondly, the Spirit empowers the people of God. Jesus calls his follow-
ers to live in him and by the power of his Spirit, to be new-creation people 
here and now, bringing signs and symbols of the kingdom to birth on earth 
as in heaven.679 This extends to people working at World Vision. People at 
work in these organizations can have hope because of the active presence 
of the Spirit.680 The Holy Spirit is the “universal advocate, chief defender 
of all”. He works against victimizing ideologies, provides incontrovertible 
proof that, in the long run, there is no life outside of God’s norms for life.681 
The work that is done is not in vain. God’s people can continue in the work 
and even be hastening or anticipating.  

This entails “go(ing) swiftly in space from one place to another.”682 This 
means to do what one can to “cross the frontiers of present reality into the 
spheres of what is possible in the future.” It is to move towards the new 
creation while anticipating the “righteousness and justice out of which, on 
the Day of the Lord, a new and enduring earth is to come into being.”683 
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This hastening compels people to pursue justice through the development 
practice. The development practice is not a passive process, but one that 
seeks to move towards the new creation. It is done anticipating justice and 
righteousness, the new creation of the Lord to come. Choosing to follow 
God is an act of faith. As the Spirit is living, choosing the Spirit can lead to 
the “experience of the quickening Spirit—experience of the beginning of 
the new creation of the world.”684  

To choose for the Spirit is to recognize the waiting time between Jesus’ 
resurrection and his return. The goal of work is not completion of the new 
creation, but rather, to bring signs and symbols. This has been described 
as the “patient revolutionaries who know that the whole creation, with all 
its given structures, is groaning in the travail of a new birth, and that we 
share this groaning and travail, this struggling and wrestling, but do so in 
hope because we have already received, in the Spirit, the first fruit of the 
new world (Romans 8:19-25)”685 This waiting includes an active expecta-
tion, hope that “carries the promised future of righteousness into one’s 
own life. God’s coming unfolds a transforming power in the present.”686 In 
addition, waiting also implies “not conforming to the conditions of this 
world of injustice and violence.” People can wait because “they know that 
a better world is possible and that changes in the present are necessary.”687 
Finally, waiting also involves staying steadfast in faith. It entails persever-
ance in the face of difficulty.688 The notion of waiting can be useful when 
thinking about success for the development practice. Besides the comple-
tion of specific performance indicators related to project goals, success can 
also be classified in terms of faithfulness. This means including success to 
mean resistance from disbelief and persevering in having faith in God’s fu-
ture and in doing good.  

8.3.4.4 Ecumenical Understanding from Each Divine Person 

Thus far, we noted the particular contribution that each divine person 
makes to the understanding of the development practice. This information 
is particularly useful for World Vision as an ecumenical organization. This 
discussion seeks to be inclusive of different Christian traditions in its in-
teraction with the development practice. Drawing from the understanding 
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of God the Father, God the Son, and God the Holy Spirit can further sup-
plement its existing understanding of the development practice particular 
in the understanding of the structure as well as the Christian direction.  

In making this recommendation for World Vision, it is noted that this 
information is not exclusive for World Vision. Instead, it can be useful for 
other Christian organizations wanting to strengthen their understanding 
of the development practice. This information further strengthens the un-
derstanding of the structure of the practice, providing a wealth of 
knowledge for a Christian directional understanding of the development 
practice.  

8.4 From Content Recommendations to Process 
Recommendations  

This chapter presents the first recommendation in this dissertation, focus-
ing on the Christian content of the identity formation model. An inten-
tional clarification of the Christian faith outlines the particularity of the 
Christian faith for the development practice. This provides a clearer un-
derstanding of the structure as well as the Christian direction that the or-
ganization should move towards. Instead of having only a historical role in 
the organization, there is continued value in engaging with the Christian 
content to provide relevant information for the organization. This is par-
ticular important for an organization that operates in different settings 
that may or may not have an understanding of the Christian faith.  

In recommending how the Christian faith can impact the development 
practice, the context that the organization is in was taken seriously. As an 
organization, World Vision works in multi-cultural and religious contexts, 
employs non-Christian staff, project partners with different agendas or 
beneficiaries who have very different worldviews surfaced. This context 
influenced the theological approach used in explicating the Christian con-
tent. The constructive theological approach of Kärkkäinen was appropri-
ated in this theological reflection. This constructive theological reflection 
seeks to be integrated, coherent, dialogical, inclusive and hospitable. 

The Trinity, as historical revelation in the world, was introduced as the 
main theological motif that the organization should engage with. This 
meant a reemphasis on the significance of the world for God. It is because 
of the “Father’s love that he sent his Son, offering a word of hope not only 
to men and women but also to the whole of creation.”689 Validating the 

                                             
689 Jürgen Moltmann, Ethics of Hope, 22. 



Appropriating The Trinity as Central for World Vision 307 

importance of the world, the Trinity was further outlined in two main ar-
eas. The first area considered the Trinity as the basis of the Missio Dei and 
World Vision, as an expression of the development practice participating 
in this mission, particularly in its quest for justice. The second focused on 
each of the individual divine persons in the Trinity and how they could 
provide further insight to the development practice. A clearer understand-
ing of the structure of the development practice as well as the Christian 
direction emerges in this theological reflection.  

While it is useful to have thorough theological reflection, this does not 
automatically imply a stronger Christian identity in the organization. Care 
needs to be taken to internalize this Christian content within the organi-
zation. As discussed in chapter 3, section 3.3.2.5, this is not an automatic 
process but is dependent on the significance of this Christian meaning for 
the organization. One way that this Christian meaning can be further in-
ternalized is in the focus on the processes involved. We turn our attention 
to the next recommendation which concerns the processes of the organi-
zation.  





CHAPTER NINE 

Strengthening Leadership in the Organiza-
tion 

This chapter is a continuation of the recommendation phase which focuses 
on the content and processes of identity formation. In the previous chap-
ter, the recommendation focused on the content aspect of identity for-
mation, clarifying the particularity of the Christian faith in the develop-
ment practice as content valuable for further engagement. In this chapter, 
the focus is on the processes in the organization. To focus on the processes 
is to focus on the authoring and enabling that takes place in the organiza-
tion. This involves the organizational practices that are put in place in the 
organization as well as staff members involved.  

In the first section of this chapter, the issues and subsequent analysis 
related to the existing processes are outlined. In addition, the relation be-
tween organizational processes and the leadership process is made. Link-
ing organizational processes to the leadership process, the recommenda-
tions in this chapter are centered on the leadership of the organization. 
Leadership in this chapter is defined as a process whereby an individual 
influences a group of individuals to achieve a common goal.690 It is not cen-
tered only on the individual leader, but is understood as a process whereby 
the context, purpose and followers of the organization are constitutive.691  

To do justice to this leadership moment, the second section of this 
chapter focuses on the theology of work. This is used as a framework to 
evaluate the existing leadership of the organization as it focuses on the 
work experience of staff members, based on the ontological instrumental 
and relational aspect of work. Recommendations are made for World Vi-
sion with regard to each aspect.  

The third section analyses the individual leader as the main driver of 
the leadership process. The implementation of these recommendations is 
dependent on the leader of this leadership process. This leader is not pas-
sive, but rather an active agent in the leadership process. What he decides 
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as priority is dependent on his being. Authentic leadership is introduced 
as a leadership theory that focuses on who the individual leader is and how 
that impacts the way the leader executes his or her leadership role. In de-
scribing the theory, recommendations for leader development are also 
made.  

9.1 Identifying Issues in Processes at World Vision 
and their Link to Leadership 

The processes of identity formation include “processes of participation in 
and performance of embodied, value-producing activity” within the or-
ganization.692 The emphasis is on the stream of acts of authoring and ena-
bling that results in a broader pattern of self-enacting in formative prac-
tice.693 One general finding gleaned from the field research is the gradual 
rational bureaucratization of World Vision. More policies and systems 
were drafted for the smooth operation of the organization. This emphasis 
on functional efficiency has at times resulted in the diminished role of re-
ligious values within the organization.  

Focusing on the structural side of the normative practice model, it can 
first be said that the telos of the development practice does not influence 
the humanitarian and advocacy work that World Vision does. In addition, 
World Vision seems to be conflicted regarding the qualifying aspect of the 
development practice which has been described earlier as the formative 
aspect. To take the formative aspect as the qualifying aspect of the devel-
opment practice, it is important to take seriously the story wherein devel-
opment practice is taking place. Based on the analysis as reported in this 
dissertation, we have seen that the actions of World Vision seem contra-
dictory. On the one hand, there is a strong tradition and commitment at 
World Vision to work with grassroots communities, where the story of the 
community seems to be taken seriously. On the other hand, there is also 
the trend where decision-making and power is consolidated up the hier-
archy. Strategic decisions of World Vision that impact the overall develop-
ment process are taken apart from local communities.  

With regard to the directional side, it is evident that World Vision is 
moving away from the Christian direction. As described in the analysis, 
staff members do not actively consider what makes their work Christian 
in the work that they do. Finally, with reference to the contextual side, 
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there is an understanding that the most important stakeholders were the 
local beneficiaries of the development work. The next key stakeholder was 
determined by the particular context of the organization. In Papua New 
Guinea, the funding organizations were considered to be the most im-
portant because of the grant-funding nature of the office; in Nepal, the 
government was considered more important. These stakeholders played a 
significant role in the overall actions of the organization.  

The issues raised for each of the three sides are the result of the exist-
ing authoring and enabling of the people in the organization. These au-
thoring and enabling can be the result of intentional management control 
with decisions made by leaders regarding the choice of streams of author-
ing that are put in place in the organization. However, just like the organ-
izational culture, management control does not have full control over all 
the authoring and enabling in the organization. Individual staff members 
and their perceptions are also at play in this process.  

The leadership process in an organization involves more than the 
leader and management control. It involves setting the tone of the organ-
ization by establishing the direction, aligning people to this direction and 
being motivating and inspiring to the people.694 Besides the individual 
leader, the interpretation of the followers, the goal of the organization and 
the context of the organization are other factors that can influence the 
overall leadership process. This leadership process constitutes different 
factors which imply the limitation of the individual leader, as well as the 
importance of the interpretation of staff members in the organization.  

Taking seriously the different factors in leadership, the understanding 
of leadership in this chapter references the understanding of leadership 
scholar Donna Ladkin, whereby leadership is as a moment, constitutive on 
the “things of which they are part.”695 These different things or pieces are: 
the leader, context, purpose and follower. As a moment, the reality of lead-
ership is dependent on these different pieces and cannot be separated 
from them.696 “Leaders relate to followers and together they interact 
within a particular context and move towards an explicit or implicit pur-
pose.”697 Figure 9.1 shows the central role that the leadership moment has 
on the processes involved in the organization, which is the result of au-
thoring and enabling within the organization. 
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Figure 9.1 Leadership Moment in Organizational Processes 

In addition, understanding leadership as a moment acknowledges that this 
leadership moment is made concrete in the work experiences of staff 
members in a specific context working for an organization with a specific 
purpose. This emphasizes the “mobilization of the different pieces” in-
stead of the singular understanding of each individual piece.698 The differ-
ent pieces are interconnected such that changing one piece can result in 
the overall change in the experience. Depending on the purpose of study, 
different leadership theories gives attention to different pieces to improve 
the overall leadership moment.  

Taking the work experience seriously, it is recommended that theology 
of work be appropriated as the hermeneutical lens used to review the ex-
isting leadership moment at World Vision. It emphasizes the Christian pre-
suppositions with respect to work. These Christian presuppositions influ-
ence not only the desired outcome of the work, but also the understanding 
of work itself. We begin our discussion on the theology of work below.  

9.2 Appropriating the Theology of Work as the Her-
meneutical Lens for Leadership 

Reflecting on a distinct Christian perspective to the work experience at 
World Vision is a good way of safeguarding Christian values in the leader-
ship experience. In this section, the theology of work is appropriated to 
illuminate the gaps and opportunities faced by World Vision from a dis-
tinctly Christian perspective. Working through these gaps provides an op-
portunity for the organization to change the processes introduced by man-
agement control, as well as influence the interpretation made by staff 
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members. This can influence the processes involved in the organization, 
thereby strengthening the organization, countering the mission drift ex-
perienced. 

The theology of work represents an important shift in the theological 
discussion of work. It is a theological perspective that encompasses a 
broader theological framework, as well as takes seriously the existing work 
realities faced in modern times.699 This term, “theology of work” was first 
used by French Catholic theologians as they sought to come up with the-
ologies of social realities.700 It was formally mentioned by Catholic theolo-
gian M-D Chenu in his book, The Theology of Work: An Exploration.701  

In appropriating the theology of work in this chapter, we follow in the 
tradition of theologians like Miroslav Volf and Darrell Cosden to whom the 
purpose of reflecting on the theology of work is transformative and not 
merely descriptive. Within this tradition, the new creation roots the broad 
theological framework of work. “Work is done under the inspiration of the 
spirit and in light of the coming new creation.”702 Moved by the Spirit and 
striving towards the new creation, this implies a clear Christian perspec-
tive, with norms that work should strive for.703 It envisages the possibility 
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of evaluating one’s work reality according to a theology of work, “facilitat-
ing the transformation of work toward ever greater correspondence with 
the new creation.”704 This transformational view of work is appropriate for 
this chapter of strengthening leadership as it takes seriously the dynamic 
nature of identity formation in the organization. 

 
Figure 9.2 The Three Dimensions of Work Theology 

Work is a transformative activity essentially consisting of dynamically in-
terrelated instrumental, relational and ontological dimensions, whereby 
along with work being an end in itself, the workers’ and others’ needs are 
providentially met, believers sanctification is occasioned, and workers ex-
press, explore and develop their humanness while building up their natural 
social and cultural environments thereby contributing protectively and 
productively to the order of this world and the world to come.705  
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minimum. However, inspired by the sacrificial love of Christ demonstrated on the 
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This definition of work by Cosden validates the multi-faceted perspectives 
of work. As illustrated in figure 9.2, the three different dimensions of work: 
instrumental, relational and ontological, are equally important in the un-
derstanding of work.706 In addition, this definition also prevents the long-
term monopoly of having any one dimension of work dominate the under-
standing of work. These three dimensions are distinct, yet at the same time 
interrelated in the totality of work. The change of one dimension inevita-
bly influences the other dimensions. Together, these three distinct but in-
terrelated dimensions enable a more holistic ethical framework of work.707  

In the following section, the different dimensions of work theology are 
briefly introduced. Taking into mind the transformative intention of the 
theology of work, the case of World Vision is evaluated and specific rec-
ommendations are given. The intention of these recommendations is to 
inspire leadership development in World Vision. In general, leadership de-
velopment has been defined as the expansion of an organization’s capacity 
to enact basic leadership tasks needed to accomplish shared, collective 
work.708 This involves the intentional influence of organizational pro-
cesses, the overall authoring and enactment within the organization. We 
begin our focus now with the ontological dimension.  

9.2.1 The Ontological Dimension of Work 

The ontology of work refers to the intrinsic value of work, the understand-
ing that work is important for human existence.709 This value is more than 
what it achieves as well as the relationships developed through it.710 An 
inherent value to work is accorded when a Transformatio Mundi opinion of 
the eschatological future of the world. According to this view, the world is 
not destroyed. There is continuity between the present age and the age to 
come.711 Work is then understood as a positive cultural involvement in the 
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present age that has eternal consequences. “The results of cumulative 
work of human beings have intrinsic value and gain ultimate significance, 
for they are related to the eschatological new creation, not only indirectly 
through the faith and service they enable or sanctification they further, 
but also directly.”712 Through work, “human beings contribute in their 
modest and broken way to God’s new creation.”713 What is done on earth 
will last into God’s future. The work that is done is done in hopes that it 
“will one day find its way into the new creation that God will make.”714  

Understanding work as having inherent ontological value, we focus on 
two main points in the evaluation of work at World Vision providing rec-
ommendations for improvement. These two points: the kind of work that 
constitutes positive cultural involvement, and the value of work for the 
individual.  

9.2.1.1 Positive Cultural Involvement of Work done by World Vision  

Taking the inherent value of work seriously, work should “come into line 
and promote the values theologically associated with the new creation.”715 
As evident from the overall findings of the case study, work is however not 
primarily understood in terms of its Christian values. Without a clear un-
derstanding of the Christian values by its staff members, this will make it 
difficult for staff members to be motivated by the positive cultural involve-
ment of World Vision.  

As a way to clarify the work by its Christian values, the previous chap-
ter reflects on the Trinity, focusing on its implications to the structural 
and directional understanding of the development practice. It begins first 
with understanding the Trinity as historical revelation. From the biblical 
narrative, God intricately involves himself with the world till the end of 
time. The work that World Vision does is a small contribution to the over-
all participation of the body of Christ in the mission of God, with the focus 
on their quest for social justice. Within social justice, the particular kind 
of social justice that World Vision engages in is further detailed as the de-

                                             
namely for the well-being of the worker, the worker’s community, and posterity. 
Volf, Work in the Spirit, 89. 

712 Ibid., 91. 
713 Ibid., 92. 
714 Gustavo Gutiérrez, A Theology of Liberation (London: SCM Press, 2000), 62.  
715 Ibid. 185. 
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velopment practice. In addition, an inclusive understanding of the devel-
opment practice was also outlined from studying the individual divine per-
sons: Father, Son and Holy Spirit.  

What is important to note is the inherent value involved in the quest 
of social justice by World Vision. This work is not done in vain. It “is an 
offering to the Lord who is able to take it and keep it for the perfect king-
dom which is promised.”716 To be able to effectively work for social justice, 
this theological understanding of the work done by World Vision should 
not be neglected in the overall leadership of the organization. Rather, it 
should be taken into consideration as integral to the normative practice of 
development. As World Vision seeks to express the development practice, 
this theological reflection illuminates the direction that the organization 
should move towards, as well as clarify the Christian underpinnings in-
volved in the structure of the practice.  

As a recommendation, the normative practice of development, to-
gether with its theological underpinnings, should stay central in the her-
meneutical process within the organization.717 Describing leadership as a 
moment, the purpose of the organization should be emphasized in all that 
the organization does. This implies that the structure, particularly the te-
los, often expressed as the purpose of the organization, stays key in deter-
mining the other characteristics of the organization, such as the staff 
members of the organization, as well as the subsequent activity systems.718 
One example of how the purpose of the organization can be central to the 
organization is found in the discussion of people management in develop-
ment organizations. The purpose, encapsulated in the structure of the 
practice, was used as a framework for people management in the organi-
zation.719 

This focus on the practice of development provides a “common ground 
for moral reflection and debate in a pluralist society and also create op-

                                             
716 Dietrich Bonhoeffer, Ethics, vol.6 of Dietrich Bonhoeffer Works (Minneapolis: Fortress 

Press, 2005), 258. 
717 Donna Ladkin, Rethinking Leadership: A New Look at Old Leadership Questions (Chel-

tenham: Edward Elgar, 2010), 124. 
718 See Stefan Kühl, Organisationen: Eine sehr kurze Einführung (Dordrecht: Verlag für 

Sozialwissenschaften, 2011). 
719 See Peirong Lin, “An Ethical Consideration of People Management in Development 

Organizations,” in Challenges of Moral Leadership, ed. Patrick Nullens and Steven C. 
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portunities to show the relevance of the Christian faith to realizing the fi-
nality of social practices in our fragmented society.”720 It takes seriously 
the Christian reality, yet at the same time provides space for plurality in 
its contexts and association. Finally, describing development as a norma-
tive practice can be useful in considering where the common ground is, 
inviting dialogue with other worldviews in the practice of development in 
pursuit of the common good.721 This entails critically considering the 
structure of the development practice and the extent to which they can 
authentically support different themes within the broader civil society.  

9.2.1.2 Fulfilling Work for Individual Staff Members 

If work has inherent value, it is important then that work itself is treated 
as a transformative act with the possibility of flourishing. For one to flour-
ish, there should be the potential for staff members to experience fulfilling 
work. Moltmann echoes this by describing work as more than “purpose 
and usefulness,” instead, it should also include “freedom for self-presen-
tation and thus playfulness.”722 To work well, work needs to “provides lat-
itude for individual formation and thereby allows possibilities for self-ex-
pression.”723 In addition, the process of work is also important. “Human 
beings are called to achieve something efficiently as well as gifted to enjoy 
the process of achieving it.”724 In the same way, work at World Vision 
should strive to be fulfilling, where staff members enjoy the process, with 
sufficient latitude for individual formation and self-expression.  

Based on the case study of World Vision, the job description was a main 
reason why staff members joined World Vision. This motivation is kept up 
by learning and development activities as well as career advancement op-
portunities. In addition, when asked why their colleagues would join 
World Vision, responses such as the industry World Vision is in (NGOs, In-

                                             
720 Johan Hegemann, Margaret Edgell, and Henk Jochemsen, Practice and Profile: Chris-

tian Formation for Vocation (Eugene, OR: Wipf and Stock, 2011), 86. 
721 In chapter 8, section 8.3.3.2.3, flourishing has been described as useful for dialog-
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gether towards common good.  

722 Jürgen Moltmann, On Human Dignity, trans. M. Douglas Meek (Minneapolis: For-
tress, 2007), 41. 

723 Ibid., 54. 
724 Cosden, A Theology of Work, 198. 
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ternational Organizations) or the compensation and benefits that they re-
ceive took center stage.725 From these results, there was some evidence of 
space for individual formation and self-expression at World Vision. How-
ever, this self-expression was not central to the reasons for working at 
World Vision. The industry that World Vision was in or the actual compen-
sation and benefits were deemed more important. It is clear that more can 
be done by World Vision to support the process of finding enjoyment and 
individual formation at work.  

As a recommendation, this chapter focuses on the individual through 
a detailed discussion on the authentic leader described later in this chap-
ter. As the leader leads authentically, there is space for self-expression and 
for one to potentially flourish.  

9.2.2 The Instrumental Dimension of Work 

The instrumental dimension of work gives attention to the other purposes 
why people work. It looks at work as a means to an end. The two aspects 
related to the instrumental dimension of work are an individual’s suste-
nance as well as the concern for a person’s spiritual growth through work. 
To be concerned about sustenance is to focus on work as “providing the 
necessary resources for human survival and flourishing.”726 At the same 
time, providing resources, while important, is not sufficient. It needs to be 
balanced with the concern of spiritual growth of a person through work. 
This means looking at work as an occasion for grace. In the following sec-
tion, the experience of World Vision is looked at.  

9.2.2.1 World Vision’s Ability to Provide for Individual’s Sustenance and 
Spiritual Growth 

Based on the findings of the case study, changes in work conditions (Salary 
and Benefits),727 was perceived to be the largest demotivating factor for 
both WV Nepal and WV PNG. One plausible reason for this dissatisfaction 
is because World Vision is generally compared with other international 
organizations. Staff members reported that the sector (INGOs, NPOs) that 
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World Vision was in was one key reason for joining World Vision.728 Be-
cause of this comparison, there is an apparent expectation of salary and 
benefits at World Vision to be comparable to other international organi-
zations.  

An example of a compensation system widely adopted by international 
organizations is the established compensation system, pay for perfor-
mance, as developed by the Society of Human Resources Management 
(SHRM).729 SHRM is an advocate for a pay for performance system which 
rewards individual employee performance.730 This system is designed to 1) 
motivate people to join the organization, 2) motivate employees to stay at 
the top of their skill set and 3) motivate employees to stay.731 This is de-
pendent on the external factors that the organization is in.732 Depending 
on the different factors, the organization will choose between different 
“pay positions” in the market, which can include the position of lagging 
the market, meeting the market or leading the market. The final step in-
volves determining the actual position of different employees based on 
their performance.733  

As World Vision determines their own compensation system in the face 
of other organizations, it is insufficient to compare only with the external 

                                             
728 See chapter 5, table 5.14 and 5.52. 
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tices, where pay for performance is known as a benchmark compensation system. 
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market. The values that World Vision wants to foster in society need to 
also be critically considered. This pay for performance system sees money 
as the main motivation for staff to join the organization, be productive and 
stay at the organization. Taken to the extreme, this pay for performance 
system seems to promote certain values that may not be in alignment with 
the values espoused by World Vision, or the broader development prac-
tice. This pay for performance system with money as the main motivator 
seems to promote the importance of money over other practices and in-
stitutions in society. It can also suggest that the relationship between the 
individual staff member and the organization is merely transactional. 
While it may be possible that this pay for performance is an expectation 
from its staff members, seen as necessary for recruiting good staff, it is also 
important to critically evaluate and appropriate this system and to be clear 
about the communication to its staff members.  

In addition, underlying this pay for performance system is the assump-
tion that money is a good motivation. The importance of money as a mo-
tivator seems to be indeed true as staff members reported dissatisfaction 
about the work conditions at World Vision in the questionnaire.734 One rea-
son for this dissatisfaction in work conditions could be due to the dynamic 
nature of felt product needs. As described by Volf, felt product needs are 
not static, but rather dynamic as these product needs were previously yes-
terday’s desires.735 These felt product needs are not satisfied but continue 
to expand. In this sense, the solution might not be to pay staff members 
more money. It is recommended that World Vision intentionally support 
its staff members on developing other fundamental needs that are non-
product related.736  

These other fundamental needs provide a balance to the product need 
felt by staff members. It complements the understanding of sustenance 
needed by staff members for flourishing. In addition, they include the key 
element of spiritual growth that has been described as another key ele-
ment in the instrumental dimension of work. As World Vision critically 
appropriates the pay for performance system, a knowledge of the other 
fundamental needs can be useful to further balance and orientate the com-
pensation system towards the purpose of World Vision. These fundamen-
tal needs are described below.  

                                             
734 Based on questionnaire, work conditions imply salary and benefits. See Appendix 

1, section 3.1.2.3 Motivation, questions 23,26 and 27. The findings regarding moti-
vation are found in table 6.15 and 6.53.  

735 Volf, Work in the Spirit, 15 
736 Ibid, 152. 
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9.2.2.2 Fundamental Needs as Complementing Sustenance  

This understanding of fundamental needs adopts a Christian anthropology 
as they are rooted in the normative human nature. As described by Volf, 
fundamental non-products are “objectively rooted in the nature of human 
beings as creatures made in the image of God, but are subjectively awak-
ened and satisfied by the activity of the Spirit of God. The same spirit that 
empowers people to work in order to satisfy their product-needs also mo-
tivates them to satisfy their fundamental needs that might limit these 
product needs.”737 Besides product needs, there are also fundamental 
needs that are necessary for the flourishing of the individual. An organi-
zation employing individuals should focus not only on providing for sus-
tenance that affords for product needs, but also on fundamental needs. 

 
Figure 9.3 Illustration of Fundamental Needs 

Source: Volf, Work in the Spirit, 152 

Volf described four fundamental needs that are anthropologically 
grounded as illustrated in figure 9.3. These needs are: 1) the need for com-
munion with God, where God’s presence guards people from “an insatiable 
desire for material wealth” 2) solidarity with nature, where people are 
conscious of their destiny that belongs with nature in the one eschatolog-
ical new creation 3) tending to the well-being of one another, where from 
the spirit of fellowship, a person is liberated from an individualistic search 
for satisfaction of product needs to focus on the needs of the community 
4) human development, which consists of both moral capacities and of 
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practical and intellectual skills.738 Further development of these funda-
mental needs serves as a counter weight to the expansion of product needs 
as they have the potential of limiting the desire of product needs.  

Taking into account that the instrumental dimension of work focuses 
on work as a means to an end, which include both spiritual growth as well 
as sustenance, the fundamental need-communion with God-is further out-
lined in the following section. This however does not mean that the other 
fundamental needs will be ignored, but instead, they are discussed in the 
other dimensions.739  

9.2.2.3 Spiritual Growth at Work as Contributing to the Fundamental 
Need of Communion with God  

Volf describes the need for communion with God as the most fundamental 
of all human needs. This implies that it is in the experience of the fullness 
of life in God’s presence that health is brought to the soul.740 One place in 
which this communion with God can be experienced is in the work place, 
through spiritual growth. Spiritual growth focuses on “work’s contribu-
tion to sanctification.”741 From this point of view, work is described as an 
occasion for grace, where “through working, a person grows spiritually 
through humble obedience to and dependence upon God, demonstrating 
to himself or herself and others the nature of their relationship to God, 
being kept from idleness and sin, having resources to share with others 
and so forth.”742  

While highlighting the opportunity of work for spiritual growth, it is 
also important to note that work is not be the primary center where the 
fundamental need – communion with God should be focused on. In other 
words, work’s qualifying aspect is not pistic. Therefore, while taking the 
spiritual growth of staff members seriously, it is equally important to note 
that work will never be able to entirely fulfill all the needs of the individual 
with regard to his or her communion with God. In supporting spiritual 
growth, the organization should not harbor unrealistic expectations of be-
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ing the center of the communion of God. It should rather seek to contrib-
ute to the spiritual growth of the individual, intentionally setting up con-
ditions to support the individual’s spiritual growth.743 As an example of 
how an organization like World Vision can support spiritual growth, work-
place spirituality should be focused on. This is looked at in the next sec-
tion.  

9.2.2.3.1 Workplace Spirituality as an Avenue for Communion with God 

Workplace spirituality has been defined as “a framework of organizational 
values in a culture that promotes employee experience of transcendence 
though the work that provides feelings of compassion and joy.”744 The in-
dividual worker is explored as more than Homo laborans, but rather one 
who also has body, mind, heart and spirit.745 This concept has been lauded 
as a possible solution to the challenges in the business world as it provides 
an alternative lens to respond to challenges that were seen to exceed the 
rational. Workplace spirituality programs have reportedly benefited both 
the organization as well as the individual worker. For the organization, 
these programs increased commitment, improved productivity, and re-
duced absenteeism and turnover.746 In the following section, two main var-
iables transcendence and connectedness are first briefly introduced. This 
is followed by outlining implications of this for the discussion of spiritual 
growth of staff members at World Vision. 

Transcendence is derived from a sense of purpose in the work that one 
does, a sense of being called (vocationally). Because of the sense of calling, 
the individual believes in his or her ability to perform the job, to be able to 
journey into new and untraveled territories with confidence and vigor.747 

                                             
743 It should be restated that this is done bearing in mind the hospitable and dialogical 

aspects of constructive approach. Instead of forcing the other to this Christian 
God, speaking about the Christian God at a work context should be done in a hos-
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honor the otherness of the other, and make space for true exchange of different 
perspectives.  
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Transcendence comes from an intimate appreciation of the purpose of 
one’s work. This motivates the individual to rise up to challenges that hap-
pen at work. Because of the weight given to the work one does, organiza-
tional scientists recommend the deliberate creation of a vision that allows 
organizational members to experience meaning in the building of tran-
scendence. This vision, future oriented, should include some implicit or 
explicit commentary on why people should strive to create that future.748 
In the same way, staff members should foster feelings of transcendence at 
World Vision. This happens when individual staff members see the link of 
their work with the larger purpose that World Vision exists for. This in-
cludes clearly articulating the telos of the development practice, as well as 
clearly laying out how each individual worker can contribute to reaching 
this telos. Besides setting formal statements, institutional practices are 
also useful to reinforce the feelings of transcendence. Based on the find-
ings in the collection phase, existing practices that have been useful in-
cluded devotions as well as yearly events such as the day of prayer.  

Connectedness or membership is the second variable in workplace 
spirituality. This refers to the need of individuals for social connection.749 
This social connection can be derived from the different cultural and social 
structures that the individual is embedded in. Through these structures, 
the individual finds an understanding and appreciation of who he or she 
is.750 Besides being influenced by external social connection, this connect-
edness is influenced by the individual. Human agency determines the ex-
tent of connectedness.751 The connectedness to different social structures 
is dependent on one’s connectedness within oneself, “where there is sus-
tained comfort with oneself irrespective of the circumstances involved.” 
This connected person, when engaging with society, will then seek to do 
good, thinking positively about society, nature and universe.752  

There are two main implications for World Vision with regard to con-
nectedness. Firstly, it is important to be aware of the possible social con-
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nections that the individual staff members are part of, as these connec-
tions impact organizational practices. This implies the importance of rela-
tionships, as well as the context that the organization is in. In addition, 
besides the importance of external connections, another key implication 
is the way an individual makes sense of his or her work at World Vision. 
The sense of calling in the work that one does influences the extent to 
which the individual makes sense of his or her work.  

In light of the understanding of workplace spirituality, the spiritual 
guidance model is recommended for World Vision to further support the 
spirituality of staff members. This model intentionally reflects on the in-
dividual’s social connections as well as the purpose of one’s job from a spir-
itual perspective. Spiritual guidance has been defined as a form of interac-
tion that assists in “directing and organizing his/her personal course of 
life through orientation on the mystery we call God.”753 In recommending 
this model for World Vision, it invites the individual to notice the Christian 
God in their experiences at work. It also takes into account the social con-
nections at the workplace.  

9.2.2.4 Recommendation of Spiritual Guidance Model with a Clear 
Christian Perspective  

The spiritual guidance model developed by Dutch priest and professor of 
pastoral theology, Tjeu van Knippenberg is recommended in this section 
as a tool for workplace spirituality at World Vision. This model focuses on 
supporting the individual staff member in making sense of his or her work 
experience based on the Christian perspective form whence World Vision 
is working. In recommending this model to World Vision, it is suggested 
that this model be used as a framework to strengthen the spirituality of 
their staff members.  

While this model was developed by a Dutch priest for the Dutch con-
text, this dissertation describes the potential of using this in the context 
of World Vision because of the emphasis given to the path of life of the 
individual. The teachings and tradition of the Christian faith is then con-
nected to the experiences of the individual through the reflection of the 
spiritual perspective of these experiences. This model takes seriously the 
presence of God in all dimensions of life – including work. It seeks to de-
velop “a new awareness of oneself, God and the world.”754 It doesn’t stay at 
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a fixed point in time, but is interested in the guidance of the human being 
through one’s course in life.755  

In making this recommendation, this dissertation does not assume that 
all staff members have pre-knowledge or belief in the Christian faith. It 
does however deliberately provide an opportunity for individual staff 
members to develop an awareness of themselves and the invitation to con-
nect this awareness with the Christian faith.756 For this to be possible, it is 
assumed that the administrators of this spiritual guidance model have 
knowledge and belief in the Christian faith and are willing to support oth-
ers on this journey. Before introducing the model, the understanding of 
perspectives is further unpacked.  

A perspective has been described as “a network of affects, intentions 
and concepts whereby reality is perceived in a particular way.”757 It is pos-
sible to draw different perspectives depending on what one observes. Dif-
ferent perspectives provide different lenses to understand reality. Four 
different perspectives were listed by van Knippenberg: somatic, psychoso-
cial, existential and spiritual. Each of these perspectives provides a differ-
ent layer of understanding the nuance and layered reality that the individ-
ual is experiencing.758 These different layers are not separate but are 
intricately related. At the deepest level, the spiritual perspective involves 
every other dimension.  

To concentrate on the spiritual perspective is to surface “the deepest, 
that which is most individual about oneself, allowing the self to rise up 
through everything else that covers it and shields it from itself.”759 It is to 
uncover that which gives the individual ultimate meaning. Focusing on the 
spiritual reality implies being intentional about surfacing the spiritual 
meaning at work. It makes space to question this reality, instead of sticking 
only to the surface lens of the somatic or psychosocial. As this deepest 
layer is the most individual of who a person is, at the same time, it is often 
also the most difficult to discuss because of the lack of common under-
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standing of the presence and effect of the spirit in the events that are ex-
perienced.760 It is easier to articulate an issue in a perspective shared by 
many. This has resulted in research from organizational science focusing 
on the somatic or psychosocial. Recognizing the importance of the spir-
itual, the spiritual guidance model is introduced below as a way to inten-
tionally make space to discuss the spiritual from a Christian perspective.  

9.2.2.4.1 Introduction of Spiritual Guidance Model 

The spiritual guidance model is designed to support the meaning making 
of people, focusing on how the experienced reality can be connected with 
God.761 To use this at World Vision is to connect the work experiences of 
an individual with the Christian God. This supports staff members to make 
spiritual sense of their work experience. Figure 9.4 provides the basic 
structure of this model. In the following, the basic structure of the model 
is first introduced. Recognizing that meaning is dependent on a larger nar-
rative, the language used to further explicate the Christian tradition is ex-
plored thereafter. In the third section, the way that this spiritual guidance 
model can be used in workplace spirituality is described. Finally, the im-
plications of this model to World Vision is described.  

 
Figure 9.4 Basic Structure of Spiritual Guidance Model 

Source: Van Knippenberg, Towards Religious Identity, 152 

Taking seriously the individual’s story, the model begins with the name, 
the uniqueness of who the individual is. “This particular name belongs to 
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the only person who was born at that time and in that place.”762 This takes 
seriously who the individual is. An individual’s journey or existence exists 
in the conditions of space and time. To speak about time is to recognize 
that individuals understand themselves as existing in a time continuum, 
with a past, a present and a future. The experiences that one faces are re-
flected against time continuum. Space refers to the spheres that one lives 
in. This indicates one that has a front, back, side, above, below etc.763 This 
focuses on the spatial character of one’s journey. To appropriate this spir-
itual guidance model in the work context is to take seriously the condition 
of time and space at work, acknowledging work as an integral part of life 
in the meaning making of life. 

The understanding of identity in this model is the unique Christian 
vantage point. It is a context for framing experiences of existence, provid-
ing a certain content and concretizes them.764 In stating the Christian van-
tage point as the frame for work experiences, this is done recognizing the 
plural society and public space that World Vision is part of. The Christian 
vantage point is therefore used with hospitality and dialogue in mind. It is 
an invitation to view work from a Christian perspective. This approach 
“honors the otherness of the other,” and at the same time, “seeks to per-
suade and convince with the power of dialogical humble and respectful 
argumentation.”765 In the following, the language used to articulate this 
Christian vantage point is explicated. 

9.2.2.4.2 Introduction of Language Used to Articulate Christian Vantage 
Point  

From a Christian faith tradition, the spiritual perspective is understood as 
“putting oneself in God’s presence.” Meaning is generated as one under-
stands oneself as part of creation that is on a journey. This implies an ac-
tive awareness of one’s shared nature and therefore the need of the 
other.766 This journey, experienced in space and time, is done while having 
ultimate reality, the creator in mind.767 As created reality, “normal things 
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have parable character, indications of kingdom of God.”768 As part of cre-
ated reality, it is possible to seek out spiritual meaning in work experi-
ences. This meaning directly relates to transcendence, the higher purpose 
that an individual seeks out in workplace spirituality. A Christian perspec-
tive clearly anchors this transcendence in the Christian tradition.  

In addition, meaning is not individualistic. It is “never restricted to the 
person or to the personal experience of this person.” Instead, meaning 
should have an “active awareness that I am an element and that I need 
others.”769 This is in alignment with the understanding of workplace spir-
ituality that emphasizes the importance of connections. Van Knippenberg 
used three main descriptors: co-heirs, guest and travel companion as use-
ful for initiating the perception of a collective context of meaning as it ex-
plicitly focuses on the conditions of space and time.770 Using these points 
enables one to “not fall victim to a staccato perception and not be the slave 
of further and more.”771 It is one way to reflect on work experiences from 
a Christian perspective, where experiences are clearly described in terms 
of the journey of life, felt within space and time. These terms are useful for 
World Vision as they clearly show the connection to transcendence and 
connectedness, key variables in workplace spirituality, as well as provide 
vocabulary to articulate the reflection of spiritual meaning at the work-
place at World Vision. We turn to the separate images and discuss their 
applicability to World Vision.  

Coheir 

Coheir denotes the identity people have on this earth – created as children 
of God.772 This implies that identity is not individualistic, but rather collec-
tive. As children of God, people are coheirs. They “inherited life as individ-
ual and a collective.”773 The life that individual lives exists in a particular 
space and time.774 At the same time, this individual does not exist alone, 
but rather alongside other things that have been created. This requires the 
individual to provide hospitality as a guest, as well be a travelling compan-
ion to the other. Both roles of guest and travelling companion are under-
taken by people at the workplace and will be further expounded later.  
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Coheirs make meaning in their specific time and space alongside other 
parts of creation. They are guardians of part of creation,775 intentionally 
being part of a journey whose destination is determined by creation.776 A 
clear understanding of being a coheir impacts how one participates in cre-
ation. An understanding of being a coheir can result in a deep sense of call-
ing in the work one does, where the creating God remains the long-term 
source and critical body for the consciousness. This understanding of the 
coheir roots the understanding of transcendence in workplace spirituality. 
The calling at work is an expression of what one does within the wider 
creation.  

In addition, to understand oneself as co-heir is to recognize that one is 
created by God. The relationship that one has with the creator God quali-
fies all other relationships that one can have.777 This has important impli-
cations to the understanding of connectedness, as we are all connected 
through our connection to our creator. Rooted in the identity as coheirs, 
people perform their roles of guest and travelling companion at their 
work. This is further described and imagined in an organization like World 
Vision below.  

Guest  

The notion of guest describes the way individual deals with space as he or 
she recognizes that this world is not a permanent home. In using the term 
guest, what is emphasized is the importance of hospitality, as “a sign of 
quality in the contact with space.”778 Hospitality has been described as a 
“model of communicative acting with meaning, on the conditions that 
people are able to discover what the stranger means.” It “makes room for 
the new, the unexpected, providing an opportunity to lose images.”779 

As World Vision works with different cultures and in different coun-
tries, this understanding of guest and hospitality should influence the way 
individuals connect and work with each other. The place of work, actual 
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tasks and how it links to the development practice are work experiences 
that links with space. World Vision should intentionally consider how 
work experiences reflect quality contact with space.  

Travelling Companion 

The notion of travelling companion is described in the context of one’s in-
teraction with time. Time is not understood to be static or having arrived, 
but rather “constructed as becoming.” There is a desire in people for con-
tinuity – “connecting what is and what not yet be.”780 One way that this 
understanding of time as a continuity is concretized is in being each 
other’s travelling companion. This means being deliberate about travel-
ling meaningfully enroute with others towards an “ultimate destination.”781 
As travelling companions, individuals are not in competition with one an-
other. Together, they move from what is to what will be. To reflect on one-
self as a travelling companion is to be reflective of the time one is in. In 
addition, it is intentional with the people around. It focuses on people at 
work and considers how the work can be done together with a sense of 
corporation.  

This understanding of travelling companion is useful at World Vision 
as it clarifies the importance of people. The work that is done is done 
alongside others. Goals at World Vision should be perceived as a collective 
goal, shared with other staff members and the broader society. In the same 
way, World Vision should intentionally consider work experiences that in-
volve others and how it truly reflects walking enroute to an ultimate des-
tination.  

Together, co-heir, guest and travelling companions are terms that 
World Vision can use in articulating workplace spirituality from a Chris-
tian vantage point. In the next section, this language is incorporated in the 
structure of the spiritual guidance model and is described as a framework 
that can be used at World Vision for workplace spirituality.  

9.2.2.4.3 Appropriating the Spiritual Guidance Model at World Vision 

In appropriating the spiritual guidance model, two main aspects are fo-
cused on. Firstly, the model can be understood as a hermeneutic frame-
work used to interpret one’s experiences, making what’s unarticulated 

                                             
780 Van Knippenberg, Towards Religious Identity, 113. 
781 Ibid, 114. 



Strengthening Leadership in the Organization 333 

conscious.782 Secondly, this hermeneutical framework is also linked to the 
agogic framework for further support to staff members. The agogic frame-
work describes communicative key steps that can be useful for the admin-
istrator of the spiritual guidance model to provide direction to the individ-
ual at each circuit of the hermeneutical framework. This administrator is 
the guide that supports the individual through this spiritual guidance pro-
cess. Knowing these different steps helps the administrator support the 
individual in his or her reflection. Figure 9.5 shows the basic structure of 
the spiritual guidance model alongside the different circuits in the herme-
neutic framework as well as the agogic steps relevant for each circuit. Both 
of these frameworks are discussed together below illustrating how they 
can be used by World Vision.  

 
Figure 9.5: Spiritual Guidance Model with the Hermeneutical and Agogic Framework 

Source: Van Knippenberg, Towards Religious Identity, 156 and 159 

As a hermeneutical framework, Van Knippenberg describes this frame-
work as made up of four circuits: 

1. The first circuit focuses on the name of the individual. As a unique 
individual, it is not by chance where the person is at. It is through divine 
time and space, with the presence of the Holy Spirit that an individual 
finds himself or herself in.783 Taking seriously the time and space where 
the individual is at, the agogic step that the administrator should focus on 

                                             
782 Van Knippenberg, Towards Religious Identity, 162. 
783 Ibid., 157. 

Name 

Time  Space 

Identity 

NAME 

Religious Identity 

1. Concentrate 

4. Evaluate 



334 Countering Mission Drift in Christian Organizations 

is to support the individual to concentrate. This implies creating condi-
tions for the individual to draw attention to the here and now.784 This in-
volves developing a greater self-awareness as well as an understanding of 
the context the individual is in.  

2. The second circuit is related to the narrative of the individual. It is 
an understanding of the individual’s story in terms of the space and time. 
This story is in the middle of a past and a future and is formed in a partic-
ular location. In this circuit, what is important is the authenticity of the 
story. It is also important to be “attentive to the relation between the psy-
chological constellation of the person and his incidental occurrence.”785 
This relationship provide more understanding to the story of the individ-
ual as a whole. Taking seriously the story of the individual, the agogic step 
that the administrator should focus on is explore. This refers to the active 
listening and enquiring of the individual experiences, feelings and actions 
to understand the personal meaning of these in the individual’s path of 
life.786  

3. The third circuit focuses on the interaction between the individual 
and the administrators of this guide. These administrators, coming with 
their own story as well as representing World Vision, can influence the 
individual in their interpretation.787 Recognizing the direct interaction and 
the possible influence of the administrator to the individual, the agogic 
step that the administrator should focus on is analyze.788 It means actively 
looking for patterns, offering alternative perspective. The purpose of this 
is to widen the individual’s understanding of his or own story, dealing with 
a certain amount of “narrative competence.”789  

4. Finally, the last circuit looks at how the administrator interprets his 
or her own story. This looks at the way the administrator’s faith tradition 
can influence his or her own interaction with the individual. As represent-
atives of World Vision, the resultant faith tradition of the individual can 
be mediated by the theological references of World Vision. What is key in 
this circuit is the importance of finding an administrator who has the 
“competence in making a connection between the actual world of experi-
ence and the inheritance of the Christian faith.”790 The corresponding 
agogic step is evaluate. This evaluation is a continuation to the exploration 
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and the analysis step. The purpose of evaluation is to connect viewpoints 
derived from the process of spiritual guidance derived from the earlier cir-
cuits to the Christian tradition.791 

As the individual goes through this hermeneutic framework with the 
support of the administrator implementing agogic steps, it is possible to 
bring awareness to the religious perspective of his or her experiences. This 
religious perspective, focusing on the deepest layer of meaning goes be-
yond the boundary of the other perspectives: biological, spatio-temporal. 
This framework takes into serious consideration the conditions of exist-
ence, space and time that this spiritual perspective is developed.792 
Through this process of spiritual guidance with the focus on time and 
space at each step, autobiographic competence as well as relational com-
petence of the individual are further developed. These competences 
strengthen one’s awareness of who one is. It also provides a way of con-
necting the experiences of the individual to the Christian language intro-
duced earlier in section 9.2.2.4.2. Both these competences are described 
next.  

Autobiographic competence is related to the ability to describe one 
own’s story meaningfully across time. This means more than the separate 
events that take place in one’s life through time. It includes meaning that 
has been put into the events in an autobiographic way. Through develop-
ing this competency, one should also critically consider what does it mean 
to be a “travelling companion whilst enroute.”793 This implies an aware-
ness of being alongside others as one makes meaning through the different 
events in life. The others at work can include the different stakeholders 
that one comes into contact with.  

Relational competence concerns itself with the space condition of hu-
man existence. This understanding of space concerns itself with the phys-
ical locality, or the social standing one has. The ability to change space, 
adopt a new social position is part of one’s existence and is necessary for 
identity formation. An individual’s understanding of space is dependent 
on one’s socialization and one’s mental condition. In strengthening this 
competency, there is the increased ability to be a guest as well as offer hos-
pitality should the opportunity arise.794 The actual work tasks, locality of 
work that one experiences can be linked to the understanding of guest and 
hospitality.  
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9.2.2.4.4 Appropriation of Spiritual Guidance Model by World Vision 

So far, we have introduced the spiritual guidance model as a useful frame-
work to strengthen workplace spirituality at World Vision, contributing to 
the fundamental need of communion with God. It is a holistic model that 
takes seriously the story of the individual, seeking to provide Christian 
perspective to their experiences. It validates that events at the workplace 
impact the overall journey and meaning making of an individual. In using 
this model, it develops the individual’s competence for self-awareness and 
invites individuals to consider their work experiences from a Christian 
perspective. In this final section of the spiritual guidance model, we ex-
plore the implications of this model to World Vision.  

Firstly, it is important that ample resources are given to the implemen-
tation to this model. In describing its appropriation, an administrator of 
the model has been described as key to the appropriation of this model. 
This administrator works to ensure that the different hermeneutical cir-
cuits takes place as well as deliberately include agogic steps for each cir-
cuit. A good administrator is also necessary for making this a meaningful 
exercise. This administrator requires certain competencies795 as well as in-
habiting the Christian tradition. One key competence is the ability to make 
a “connection between the actual world of experience and the inheritance 
of the Christian faith.”796 

Secondly, there are existing spiritual practices at World Vision like de-
votions or day of prayer that can be understood within this model. What 
is not present is a comprehensive framework to look at the spirituality at 
the workplace. Practices like devotions or day of prayer generally operate 
within the third circuit, the point of interaction between the individual 
and the administrator. Looking at the spiritual guidance model, it should 
be clear from this model that this in itself is insufficient. While important 
practices, the individual staff members might not have gone through all 
the other circuits that are relevant for the building of autobiographic and 
relational competencies. It is therefore important that other practices that 
can influence the other circuits and support the concentrating and explor-
ing agogic steps are also introduced at World Vision.  

In this chapter, the common language of travelling companion and 
guest have been described as useful for understanding one’s role on this 

                                             
795 See discussion on page 172–177 on discussion of competence necessary for the 

guide.  
796 Van Knippenberg, Towards Religious Identity, 159. 



Strengthening Leadership in the Organization 337 

earth. The way that they relate to the autobiographic and relational com-
petency was also made. In making this suggestion, it is important to note 
that having mere terms that are not used is insufficient. The validity of the 
terms proposed is dependent on the confidence conversation partners 
have, where this language is understood as adequate in the situation in 
which they find themselves.797 This implies the importance of having suf-
ficient understanding of these terms among staff members. It is important 
that the language is introduced frequently and repeated throughout the 
organization in its different activity systems and by different staff mem-
bers. Further linkage of these terms with the experience of expressing its 
purpose of development practice needs to be established. In addition, the 
usage of this spiritual guidance model needs to be prioritized by manage-
ment control for use by staff members. As management control is deter-
mined by the leaders of the organization, this implies the validity of this 
model is very much dependent on the individual leaders.  

What is asked is for individual leaders to believe and prioritize this 
model in the workplace, recognizing this model as an invitation for all staff 
to consider their work experiences alongside the Christian perspective. 
Only with this belief will the leader provide sufficient resources for the 
implementation of this model. Sufficient resources would be needed for 
the administration of this model, completing the different hermeneutical 
circuits as well as the different agogic steps.  

9.2.3 The Relational Dimension of Work 

The final dimension, the relational nature of work, focuses on the broader 
social ethical significance related to work. It is this dimension that is fo-
cused on when work is understood to “first and foremost unite people.” In 
this consists its social power: the power to build a community.”798 Through 
this unity of its people, there is the potential to create community.799  

Cosden describes two main aspects with regard to this dimension. 
Firstly, he recognizes that at the basis for social development “man has a 
tendency to self-realization,” and work must “serve his humanity, to fulfill 
the calling to be a person that is his by reason of his own humanity.”800 A 
relational dimension of work needs to therefore take into account the in-
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dividual working, focusing on the “existential development or self-fulfill-
ment of the person through work.”801 Secondly, society is developed 
through the exchange of values. This exchange is made concrete during 
the work experience of the individuals and has impact to the broader so-
ciety and its development.802 

The existential development of the individual at work validates the im-
portance of work. In the discussion on the ontology of work, this existen-
tial development of the individual has been discussed through highlight-
ing the importance to create space for individual formation and 
enjoyment. “Work, one of the primary ways that humans apply themselves 
to the task of living life, will thus be a central contributor to the evolution 
of the self both individually and socially.”803 In the previous sections, ex-
tensive reflection on how work should develop the individual has been de-
scribed. This includes the discussion of fundamental needs, particularly 
workplace spirituality as well as the importance of fulfilling work. These 
discussions make clear the importance of the individual at the workplace. 
Having already extensively discussed the individual at the workplace, the 
second aspect of this dimension is focused on at this juncture.  

The next aspect in the relational aspect of work focuses on the impact 
of work on the broader society. It recognizes the values exchange in the 
different personal and non-personal relationships that take place at work. 
Through the relationships at work, values for the society are formed. It is 
therefore important to reflect on the kind of values that matter in society, 
and to consider the relevant organizational structures and patterns that 
should produce and sustain these values.804 This focus on values is espe-
cially important for a development organization that sees its purpose as 
supporting the formation of society. It is also related to the context side of 
the normative practice model. Before making specific suggestions to the 
relational dimension, the existing state of relationships of stakeholders in 
the organization are looked at with a special focus on the values ex-
changed.  

9.2.3.1 Relationships among Stakeholders and Values exchanged 

In a work setting, the parties involved in relationships have been described 
as stakeholders because of the stake they have in the organization. This 
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relationship and influence of the different stakeholders with the organiza-
tion is a two-way street. It influences the organization through its influ-
ence on each other.805 In this section, both internal and external stakehold-
ers of World Vision, as well as their subsequent values are considered.  

Based on the findings of the field research, staff members believed that 
the beneficiaries were the most important external stakeholders in both 
offices.806 What was considered as the next most important stakeholder(s) 
were the government officials in Nepal as well as the direct donors in PNG. 
Held in such high esteem by the staff members, the values embraced by 
the beneficiaries, the government officials as well as the direct donors are 
the most influential to the organization. This is noteworthy as these stake-
holders may or may not share the same Christian values espoused by the 
organization.  

With regard to the stakeholders in the office, the findings reported dis-
tant relationships the senior management team had with all other internal 
stakeholders in the office.807 This can be problematic because the senior 
management team interacts most with the broader World Vision Partner-
ship. It is in this broader partnership, particularly the Global Centre that 
values related to the “World Vision way” are transmitted. With a perceived 
distant relationship to the rest of the staff, it is possible that values as de-
scribed in the “World Vision way” do not enter into the discussion of the 
office, therefore having little influence on the actual values discussed and 
exchanged at the office.  

One obvious way that the office can influence the value exchange is to 
narrow the gap for this relationship between the senior management team 
and everyone else. This involves making recommendations on ways to nar-
row the gaps on each of the different dimensions such as directness, con-
tinuity, multiplexity, parity and commonality. In making the suggestion to 
narrow the gap, it is also understood that the actual decision on how the 
gaps should be narrowed is dependent on the cultural context of the or-
ganization. For example, the different preferences for power distance can 
influence relational proximity in dimensions such as parity and multiplex-
ity. Therefore, instead of insisting only on one way of how this gap can be 
narrowed, the final analysis should be made and decided at the branch of-
fice level.  
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What is suggested here as a recommendation is the importance of de-
veloping relationships that are rooted in justice, a form of love. When love 
and justice become the basis of the relationship, the relationship becomes 
consistent with the value of social justice that World Vision seeks to fur-
ther. This can further impact the authoring and enabling that takes place 
within the organization. This understanding of the relationship is de-
scribed below.  

9.2.3.2 Love Characterizing relationships 

To speak about relationships as characterized by love is to reassert the in-
herent value of relationships and people. This inherent value of relation-
ships seemed to be amiss in the branch offices. When asked about the pur-
pose of relationships in the field research, members reported the main role 
of relationships with external stakeholders as “to provide new networks 
that might be useful in work context.” For internal stakeholders, the main 
role of relationships was “to lead to trust which is effective for accomplish-
ing work.” The understanding of relationships seemed to be a means for a 
different end. In addition, respondents did not believe that relationships 
were a priority in the office. Policies and structures, as well as pre-agreed 
tasks took priority in the office.808  

The inherent value of people and relationships have long been part of 
the Christian tradition and should be emphasized in this relational dimen-
sion of work. Described in chapter eight, the Christian concept of flourish-
ing is rooted in people, particularly in their reconciliation to God. Flour-
ishing has a clear relational focus that is characterized by love. To impart 
value of flourishing, characterized by love, the relationships at work 
should also be marked by love. This implies an understanding of the inher-
ent value of the other person more than the benefits the relationship 
might have. The question that follows then is, what love should look like 
in relationships in an organizational setting. In this chapter, it is recom-
mended that this love be expressed through the focus on justice and care 
of the other. This understanding of love and justice should inform the peo-
ple management activity systems of the organization. This implies the im-
portance of having it actively lived out in the organization.  
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Justice in love is love that “seeks to enhance a person’s wellbeing or 
flourishing and love that seeks to secure that a person’s rights are hon-
ored, that she be treated with due respect for her worth.”809 Such an un-
derstanding of love values the individual inherently, looking out for the 
rights of the other. This is more than a sentiment, but rather a concrete 
action towards the wellbeing of the other. This love seeks to promote what 
one believes to be that person’s good or right.810 It is a love that aims for 
wholeness in relationships and is motivated by the care of the individual. 
This love it is not dependent on the actual success of the concrete action.  

To apply this understanding of love in the relationships at work is to 
take into consideration the well-being of the other in the completion of 
work tasks. It is to recognize the importance of care to the other as a valid 
priority. This care is an obligation owed to that individual, treating the in-
dividual as one’s “moral counterpart.” This implies the just treatment of 
the individual as a way of loving him.811 It is about caring for the “standard 
of wellbeing for all parties in a given community.”812  

This priority of love for the other reinforces the understanding of 
flourishing that World Vision embraces. The needs of the others should be 
intentionally deliberated in the activity systems for it to not be left out. It 
is the basis of the relationship between the different stakeholders external 
and internal of the organization.  

With the recommendation on love in relationships, we have now re-
viewed the experience of work from all the three dimensions of work the-
ology. This was done in a transformative way, with recommendations 
given for each dimension of work. These recommendations are given in 
light of the leadership moment. In the next section, the attention shifts to 
the individual leader as the main driver in the leadership process. It rec-
ognizes that recommendations made can only be implemented if individ-
ual leaders believed and acted on them. A better understanding of the in-
dividual leader and its impact to the leadership process is therefore 
necessary and forms the final recommendation given in this chapter.  
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9.3 Leadership and the Individual Leader 

Specific recommendations have been made in the previous section with 
the appropriation of work theology. Firstly, there is the need to focus on 
the purpose of the organization as the basis of decision making. This pur-
pose of the organization should also be central to the decisions made re-
garding other organizational characteristics such as the activity systems 
and boundary maintenance. Secondly, a turn to focus on the spiritual 
growth of the staff members as a form of workplace spirituality and finally, 
intentional focus on the care of staff members such that relationships can 
be characterized by justice in love.  

In making these recommendations, it is clear that the implementation 
of these recommendations is dependent on the leader of this leadership 
process. In this section, the central role of the leader to the overall leader-
ship process is highlighted. The leader is not passive, but rather an active 
agent in the leadership process. He or she carries out his role depending 
on who he or she is. This involves more than the task at hand. The very 
being of who this individual is can impact the leadership process that the 
leader is involved in.  

What the leader discerns as important for the leadership process is de-
pendent on his or her being. The leader navigates and mediates the infor-
mation through his own understanding of what’s right or wrong. The traits 
of leaders alone are not sufficient to determine the success of the leader-
ship process. They are too simplistic and do not account for the other fac-
tors involved in the leadership process. Research has shown that what is 
preferred differs depending on factors such as the norms of the group,813 
as well as the cultural context of the followers.814 

Moving beyond the individual traits, one leadership theory that fo-
cuses on the being of the leader is authentic leadership. Authentic leader-
ship focuses on who the leader is and how that impacts the way the indi-
vidual executes his or her leadership role. This leadership theory can be 
traced to the roots of humanistic and positive psychology. Humanistic psy-
chologists such as Carl Rogers and Abraham Maslow are particularly influ-
ential with their research on fully functioning self-actualized persons. For 
them, fully actualized humans are individuals who are in alignment with 
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their basic nature, are unfazed by others’ expectations for them, and 
therefore, are able to make better personal choices.815 This individual is 
often seen as autonomous, with sufficient inner essence that is the basis of 
authentic action as a leader.816 In the discussion of the individual leader, 
the authentic leadership theory is appropriated. This focus on the being of 
the individual is consistent with the way people have been discussed 
throughout this dissertation. People are valuable, their interpretation 
have real impact to the organization and therefore are deserving of the 
effort to further understand them.  

The authentic leadership theory is appropriated in this section as a way 
of understanding a good authentic leader. Since the inception of the au-
thentic leadership theory, different scholars have focused on different as-
pects of the theory.817 In explicating the theory of authentic leadership in 
this section, we keep our focus on the discussion of the individual leader.818 
We begin by outlining an understanding of the leader self that is rooted in 
self-awareness, developed within a particular context as well as embedded 
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within a narrative discourse. The morality of this narrative self is also de-
scribed. After developing this understanding of self, we focus on how the 
individual enacts his or her leadership role, particularly in his or her com-
munication with followers. Recommendations on different leader devel-
opment opportunities for the organization are also made.  

9.3.1 Understanding of Self  

At the core of authentic leadership is an assumption of high levels of self-
awareness.819 This awareness focuses on one’s values, thinking behind 
identity, emotions, and purposes.820 Often, this definition is described as an 
internal process where one continually comes to understand his or her 
“unique talents, strengths, sense of purpose, core values, beliefs and de-
sires. It can include having a basic and fundamental awareness of one’s 
knowledge, experience and capabilities.”821  

Besides being self-aware, the theory of authentic leadership has often 
included the acceptance of who one is. This acceptance has been described 
in theory as optimal self-esteem. Self-esteem “involves favorable feelings 
of self-worth that arise naturally from successfully dealing with life chal-
lenges; the operation of one’s core, true, authentic self as a source of input 
to behavioral choices; and relationships in which one is valued for who one 
is and not for what one achieves.” Because of this individual positive ac-
ceptance, there is “relative absence of defensiveness, that is, being willing 
to divulge negative behaviors or self-aspects in the absence of excessively 
strong desires to be liked by others.”822 In theory, an understanding and 
acceptance of who one is enables one to lead more authentically, instead 
of simply fulfilling the expectations of others.  

9.3.1.1 Influenced by the Environment and Others  

In making this claim about self-awareness, this does not imply an individ-
ualistic, independent understanding of the self. In fact, an individual self 
is situated, influenced by the context that he or she comes from. This self 
is not separate from the wider context, something that can be managed 
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like a “project”, with this project outputs being the possibility of self-real-
ization.823 The individual self has sometimes been understood as an indi-
vidual that is contained and entangled in relational and contextual holds, 
needing to be freed from society.824 Society is painted negatively, with the 
mindset that there is “something fundamentally false or dishonest about 
social life, and for that reason, it is crucially important to be who you are 
and be the person you are in all you do.”825  

In reality, it is not possible to make clear distinctions between the self 
and the wider society. An individual self belongs to a certain tradition by 
virtue of his or her environmental context, which influences the individ-
ual’s thrownness, immersion and formation. This context can include po-
litical, religious and historical concerns.826 This tradition has a big influ-
ence on how one interprets and understands situations.827 This is 
particularly interesting for World Vision as it works with individual lead-
ers from different tradition and contexts. Even if leaders come from the 
Christian tradition, there continues to be much diversity within this Chris-
tian tradition.  

In addition, one’s “true self is not discovered absent of others, but ra-
ther is constituted in relation to others.”828 However, this does not mean 
that the individual self is fully passive, adopting all the opinions of the 
other. Instead, this individual continues to retain an element of control 
that he or she can exert in deciding the extent that he or she would be 
influenced by the social environment. Meaning making of an individual is 
developed by a sense of self, experienced by action.829 Focusing only on the 
internal self can result in ‘shutting out’ the context that this self is in, as 
well as the different meaningful relationships that this self has. By shut-
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ting out the context and relationships, this is akin to blocking out the in-
fluences and demands of history, society, nature and solidarity, eliminat-
ing “all the candidates for what matters.”830  

The self then is situated in a particular context, mediated by people as 
well as the environment that he or she is in. This self is situated in a par-
ticular context, yet at the same time dynamic, open to change. There is 
opportunity for the individual self to be changed through their work ex-
perience. A dynamic self can at first glance seem contrary to the descrip-
tion of self that is described in authentic leadership. This self in authentic 
leadership has often been described as fixed, static and constant. Self-con-
stancy is thought to be necessary to anchor self-regulatory processes such 
that the individual’s actions are in alignment to their true selves. This un-
derstanding of self- constancy can however represent a truncated view of 
the self. People do change, and are not always consistent. One way that this 
tension between constancy and change can be addressed is through the 
appropriation of narrative thought by Ricoeur, particularly the relation-
ship between an individual’s character and self-consistency.831 This focus 
of the narrative is consistent with the recommendation of the spiritual 
guidance model. The narrative approach of the self is further explored be-
low.  

9.3.1.2 Narrative Approach to the Self Rooted in a Social Horizon 

A narrative approach of the self assumes an individual who reflects on his 
or her life experiences and makes meaning in the context of his or her own 
story. This includes the recognition of the cultural context one comes 
from. This indicates an individual who has high autobiographic and rela-
tional competency. This self plays an active role reflecting and making 
meaning. He or she does not merely allow others to completely override 
or subvert who he or she is. This process of making meaning in the context 
of one’s narrative has been described as an authentic living story web, 
when an individual integrates his or her past experiences, his or her future 
expectations and his or her potentiality for being a whole-self while de-
constructing their inauthentic selves.832 Similar to the spiritual guidance 
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model, this understanding of the living story web takes seriously the con-
ditions of space and time. In the following paragraph, this living story web 
is further described as the process that the individual self goes through as 
they seek to develop an authentic self. As the spiritual guidance model rec-
ommended earlier supports the development of an individual’s self-aware-
ness, similarities to the spiritual guidance model are pointed out.  

More than a shallow or short term thinking of oneself, a self that seeks 
to create an authentic living story requires emergent awareness, defined 
as the “ability to distinguish between reaching a potentiality for an au-
thentic whole self or the inauthentic they-self through ontological in-
quiry.”833 Ontological inquiry takes reflection of the self seriously, drawing 
on the individual’s past experiences and future expectations. This implies 
reflection being future focused or ‘ahead of itself’ which influences the 
present and re-historicizes the past.834 This reflection is useful in the un-
derstanding of one’s story, especially according to a clear chronological 
order. It seeks to critically consider the theme, the generalized plot struc-
ture and character traits of the individual.835 Through a series of steps, it 
makes it possible to re-historicize the individual’s experiences such that 
the individual stays in control over his or her living story. The individual 
becomes an active agent, conscious about which experiences to focus on 
and which to ignore, as well as the themes that are implicit in the experi-
ences. Through this ontological inquiry, the individual can create a more 
authentic living story web, and in return, a more authentic self.836 The spir-
itual guidance model as described earlier is an example of an ontological 
inquiry model. In this model, a guide is included to supports the self in 
weaving this narrative.  

To gain further insight into this reflection process, the process of em-
plotment as described by Ricoeur can provide further insight. Emplotment 
“draws a meaningful story from a diversity of events or incidents.”837 
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Events that may not seem related are drawn together so that their tem-
poral and logical interdependencies can be understood.838 The outcome of 
emplotment is to “‘integrate into a larger narrative, the discordant nature 
of events into the unity of a life considered a temporal totality which is 
itself singular and distinguished from all others.”839 This understanding of 
emplotment is also similar to the discussion of autobiographic and rela-
tional competence as described earlier in the spiritual guidance model. 
What is key is the ability to make sense of the individual events in one’s 
life into a larger plot.  

For Ricoeur, the unity in the different events or incidents points to 
one’s character – or what is enduring about the self. During the emplot-
ment process, the character intertwines with the plot thereby lending self-
constancy to an individual’s identity. This provides consistency to the in-
dividual. As this process of emplotment repeats itself, the brief plots are 
retrospectively weaved together into a larger narrative with an implied 
actual beginning, middle and ending. This larger narrative is the frame-
work that people use to narrate their lives as originating at some point.840 
This involves “creation and construction as well as discovery, originality 
and frequently, opposition to the rules of society and even potentially to 
what we recognize as morality. At the same time, it also requires openness 
to horizons of significance and a self-definition in dialogue.”841 With the 
dynamic understanding of self, what stays constant is this character that 
the individual refers to.  

This theme or character that an individual uses as a reference point has 
also been described as the processing “against a background of intelligibil-
ity” which Charles Taylor describes as a horizon. Bigger than any individ-
ual, Taylor describes these horizons as given. An individual makes deci-
sions about what takes up significance against the backdrop of pre-
existing horizons of significance. These horizons of significance are not 
neutral, but rather have different values attached to them as prescribed by 
the different horizons of significance. The Christian perspective, that of 
being a co-heir, described in the spiritual guidance model is an example of 
one kind of horizon that the individual self can choose to frame the events 
of work and even the broader life around in making a narrative. As an in-
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vitation, it is clear that not all individuals would use this horizon of signif-
icance. The individual self, as part of the environment that they are in and 
constituted by the relationships that they have, may be predisposed to 
choose some horizons over others. What the individual self, as leader in an 
organization chooses as the horizon of significance can cascade through 
the whole organization.  

Having described the process of achieving self-consistency in the nar-
rative self through ontological enquiry, the next section focuses on the 
morality of this individual leader.  

9.3.1.3 Morality of One Self 

In theory, the authentic leader has often been assumed to be ethical.842 This 
stems from positive psychology that assumes that the authentic fully ac-
tualized person has strong ethical convictions.843 The individual leader’s 
ethics is central in the practice and scholarship of authentic leadership.844 
Being true to one self and others is thought to lead to high moral and eth-
ical standards.845 This authentic leader goes beyond his or her own con-
cerns and management effectiveness to issues involving society that can 
be greater than each individual self.846  

One reason for this link is the understanding that as one clarifies who 
one is, authenticity results in one being involved with something bigger, a 
connection to a wider whole.847 It is living responsibly from an individual’s 
standpoint, resulting in a richer mode of existence.848 This was described 
in Guignon’s understanding of a social embodiment of authenticity where 
authenticity requires people to consider their commitment to wider social 
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community and to engage from a place of authenticity.849 “The authentic 
person becomes more clear-sighted and reflective about the issues, engag-
ing in political action aimed at preserving and reinforcing a way that al-
lows for such worthy personal life projects as that of authenticity.”850 This 
possibility of being authentically engaged in social issues perpetuates the 
belief that the authentic leader will be moral.  

While it is certainly possible that the social embodiment of authentic-
ity can lead to positive action, it is also not necessary that the authentic 
self will decide on positive values and principles. It might very well be pos-
sible that when one is seeking to be true to oneself, one can end up choos-
ing to be narcissistic instead of well-intentioned.851 Not all authentic peo-
ple share the same idea of morality. One’s morality depends again on the 
reflection based on one’s chosen character, theme and horizon of signifi-
cance. The ethical interpretation of an individual has been described as the 
“unending work of interpretation applied to action and to oneself that we 
pursue the search for adequation between what seems to us to be best with 
regard to our life as a whole and the preferential choices that govern our 
practices.”852 The individual is constantly interpreting depending on the 
narrative that he or she is weaving.  

9.3.1.4 Implications of the Individual Self to Leader Development  

So far, we have outlined the theory involved in outlining the individual 
self in authentic leadership. We began first by describing the self as one 
with high levels of self-awareness and self-esteem. The self is not a free 
agent but rather is situated, influenced by the environment as well as the 
relationships he or she has. He or she is not static but rather grows, weav-
ing a narrative around the experience he or she lived through based on his 
or her chosen theme. He or she makes meaning and ethical interpretation 
based on this chosen theme, character and horizon. In outlining this the-
ory, what is clear is the importance for the individual leader to be able to 
reflect. Through reflection, he or she becomes aware about who he or she 
is, the character, theme or horizon he or she would like to weave into his 
or her narrative.  

Reflection is a process that clarifies for an individual who he or she is. 
Until one knows who one is, it is difficult to know what is truly important 
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to oneself. This ability to reflect and discern is particularly important for 
leaders leading an organization in the development practice. With the te-
los of the practice described as the “promotion of the well-functioning of 
the practices and institutions that are relevant in a certain setting,”853 it is 
important for leaders to be able to reflect and discern which practices and 
institutions to promote. The choice of practices and institutions to pro-
mote is best done by the authentic leader who is more discerning during 
decision making because of the ability to reflect. This reduces the tendency 
for the individual leader to follow existing trends, or to do that which 
seems convenient. 

At the same time, it is not assumed that all authentic individuals will 
share the moral inclination of the organization, or the development prac-
tice. An authentic individual can also be authentically incompatible to the 
values of the organization and genuinely choose practices and institutions 
that clash with what is understood as relevant from a Christian perspec-
tive. However, with the emphasis on reflection, it is assumed that an au-
thentic individual would at an early stage be clear about who he or she is 
and will decide whether there can be a potential fit between the organiza-
tion and the individual self.  

In the next section, the increase space for reflection within an organi-
zation is outlined. This increased space for reflection nudges the individual 
to become more aware of who he or she is at the work place, leading to 
reflected action and discerning decision making.  

9.3.1.5 Opening Space for Reflection at Work 

Reflection involves the process of knowing oneself better as reflective 
thinking focuses on one’s spiritual and moral sources. Through the process 
of deep reflection, one begins to know oneself deeper, as the core of one’s 
being is being approached.854 This importance of deep reflection is not only 
reserved for the leaders, but is also relevant for all staff. Reflection is a big 
part of the spiritual guidance model, the recommendation given to 
strengthen communion with God. What is argued here is the added im-
portance of reflection for leaders. As influential people, who they are and 
the decisions they make have a profound impact on the organization. It is 
therefore important that these leaders are reflecting and have clarity 
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about their employment process. The process of deep reflection is de-
scribed below.  

Deep reflection has been described to be the interpretation or reinter-
pretation of experience, knowledge and beliefs. It enables one to think ac-
tively and consciously about one’s experiences, actions, behaviors, choices 
and views.855 This is similar to the ontological inquiry described earlier, or 
the hermeneutical framework described in the spiritual guidance frame-
work. This reflection exists within the conditions of time and space, takes 
into consideration the self as embedded in society with others. The follow-
ing paragraphs outline the possibility of reflecting deeply at work at two 
levels, as well as critically considering the social relationships involved at 
work.  

The first level of reflection asks the question “Do I do it properly?”856 
Properly in this instance is understood as the extent that the proficiency 
of the role is met. This focuses on one’s performance according to existing 
standards.857 While a start, this is insufficient as it does not consider the 
broader purpose of the role that the individual does, neither does it engage 
the individual at the level of his or her spiritual and moral source.  

A second level is necessary for the individual to relate his role to his or 
her spiritual and moral sources. This involves reflecting on the question 
“Do I engage the proper values with which to perform properly?” At this 
level of reflective thinking, the individual looks at the experience of the 
work role from a more personal level. There is the willingness to engage 
in a deeper understanding of the purpose of the role that one fulfils, as well 
as the purpose of the organization within society.858 This goes beyond com-
pleting the role well. Instead, it is about relating the role with who the in-
dividual is. At its deepest level, this involves discerning one’s suitability to 
the role, “accepting a task that is in harmony with the movement people 
sense in their inner self.”859 It is about questioning the compatibility be-
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tween the role that one holds with who one is such that there is inner free-
dom to act. This involves being introspective about one’s own individual’s 
spirituality in this contemplation.860  

With the spiritual guidance model discussed earlier, one’s work expe-
riences is reflected based on the understanding of being a co-heir to the 
kingdom of God, where the connection of one’s work experience to being 
a travelling companion enroute one’s journey of life as well as guest and 
hospitality in the space that one is has been outlined. This second level 
reflection described here relates this understanding of traveling compan-
ion and guest/hospitality to the specific purposes of the organization and 
the context where the organization is in. In chapter eight, the theological 
reflection of the development practice can be a useful starting point for 
leaders to use as they question their compatibility of who they are and the 
needs of the organization.  

For the organization encouraging deep reflection, this involves creat-
ing intentional space for dialogue and critical reflexivity in tandem with 
the development practice as well as the other key categories of meaning 
that the individual make at the workplace. Individuals are invited to con-
sider how they can contribute to this common ground from a place of au-
thenticity. Instead of remaining distinct from the organization, it is possi-
ble for a fusion of horizons to take place between the individual and the 
organization. Besides having guides as per the spiritual guidance model, 
another way that this fusion of horizon can happen is through the process 
of translation, where the organization deliberately develops processes and 
content that can act as translators, articulating the significance of the de-
velopment practice in a way “that can be comprehended in the perceptual 
and linguistic worlds of others.”861 It is possible for the content in chapter 
eight to be used for the process of translation. In addition, as the self has 
been understood as an agent “engaged in a variety of conversations, iden-
tifications, points of view and dialogues,” the organization can support the 
dialogue through reframing possibilities, engaging in “a different self-talk, 
calling on the different selves that already exist.”862  

The development practice as embodied by the organization provides 
“a starting point for aligning meaning among organizational members as 
a basis for coherent action.” The leader engages intentionally with this 
practice, recognizing their own prejudices and viewpoints yet are willing 
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to be open to the vision of the organization.863 In this way, the work that 
the individual leader does at World Vision becomes a legitimate way for 
him or her to engage with the community and the larger society. What this 
also implies is the autonomy given to the leader for him or her to have 
some control over the priorities of the work goals based on the normative 
practice. This is in contrast to directing the organization in a different di-
rection because of external pressures.  

Besides the development practice, another key aspect in this reflection 
is the understanding of the self as embedded in social relationships. In 
thinking of oneself as a travelling companion or guest, this implies the im-
portance of involving the reflection of others in the understanding of one 
self. As detailed by Ricoeur, who one is becomes an object of reflection. 
Through the reflection of the self as the other, the other becomes valuable. 
Statements such as “I cannot myself have self-esteem unless I esteem oth-
ers as myself,”864 or the “esteem of the other as oneself and the esteem of 
oneself as an other”865 indicates the equitable value of the other as oneself. 
A critical evaluation of who one is from the view of the other takes the 
opinion of the other seriously. It focuses on how one is viewed as a com-
panion. One way that this can be done is to solicit feedback from others on 
individual’s strengths.866 At the same time, it is also clear that for feedback 
to be honest, the staff members should be able to trust these leaders. The 
relationship between the authentic self and the followers are looked at, 
particularly how the authentic leader communicates his or her leadership 
role.  

9.3.2 Communication between Authentic Leaders and Fol-
lowers 

The way the authentic self enacts his or her leadership role involves the 
way he or she communicates with his or her followers, particularly 
through the discussion of self-regulation. As an introduction, self-regula-
tion is described as a key characteristic in authentic leadership. Often, this 
concept is linked to the transparency and consistency of the leader. It has 
been defined as the process “through which the behavior of authentic 
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leaders become transparent (consonant) with their self-awareness.”867 
Self-regulation is made apparent when leaders align who they are in terms 
of their values, purposes and goals with their actions, making it known to 
the followers. The leader’s observed behavior is assessed depending on the 
consistency with identifiable qualities. This process has been categorized 
as the model of prototype matching.868 In this discussion of self-regulation, 
the context involved in the narrative discourse that the self is embedded 
in as well as other processes, can alter this process of self-regulation. This 
is described below.  

9.3.2.1 Narrative Discourse in Self-Regulation  

Understanding the self as embedded in the narrative discourse can make 
it challenging to determine the transparency and consistency of the indi-
vidual leader through prototype matching, where “observed behavior is 
assessed in terms of its consistency with identifiable qualities.” This nar-
rative self is less straightforward with less obvious identifiable qualities. 
As a solution, Sparrowe suggests that instead of prototype matching, this 
self should be understood with the concept of “re-conceptualization.”869 

Re-conceptualization implies more responsibility on the reflective 
leader to be transparent and consistent. To be transparent is to be inten-
tionally explicit about one’s true intentions, and to be consistent is to 
maintain the same character through different events in one’s narrative 
discourse.870 In seeking to be transparent and consistent, there are other 
processes such as balanced processing and relational transparency that 
the leader is confronted with. Both these processes are described particu-
larly in the way it impacts communication between the leader and the fol-
lowers.  

Balanced processing refers to the ability of leaders to consider multiple 
different perspectives as they evaluate information in a relatively bal-
anced way. It refers to the “unbiased processing of self-relevant infor-
mation which involves objectivity and acceptance of one’s positive and 
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negative aspects, attributes, and qualities.”871 A reflective self is aware of 
the different perspectives present and seeks to evaluate the information 
in a balanced way. This impacts the ultimate action of the leader. Rela-
tional transparency refers to the relationship between the leader and the 
follower. It considers the value given to openness and truthfulness in the 
relationships with the other. In the theory of authentic leadership, there 
is an expectation that the ideal relationship between the leader and the 
followers should be characterized by transparency, openness and trust.872 
This leader as self should choose to relate to the other through a process 
of self-disclosure and the development of mutual intimacy and trust.873 
While this has been described as an expectation in theory, this relationship 
between the leader and his or her followers should not be assumed.  

The inescapability of power within the relationship might make the re-
lationship between the leader and the followers less than ideal. In addition, 
“the inevitability of human imperfection, the local and broader social con-
text, including the existence of prejudice, poverty and inequality, plus a 
greater sense of the multifaceted and often contradictory aspects of our 
‘selves’ would also be taken seriously.”874 This implies that transparency 
cannot be assumed but rather needs to be actively worked on.  

The narrative discourse can cause the self to be too complex for under-
standing. Alternatively, it can “portray what is a contingent choice today 
in the form of a consequence one must live with tomorrow.”875 There is a 
pattern of behavior that can be uncovered. An organization should sup-
port the individual self in self-regulation. In the relational dimension as 
described, the importance of a relationship characterized by love in the 
form of justice has been emphasized. This love should also characterize the 
relationship between the leader and follower. In addition, in the discussion 
of deep reflection, the reflection of social relations was added as a key as-
pect that should not be forgotten. The self should reflect on himself as a 
subject. To complement these existing recommendations, the following 
section describes the importance of moral intelligence to strengthen bal-
anced processing of the leaders.  
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9.3.2.2 Building Moral Intelligence in the Organization 

Balanced processing requires the leader to be able to contemplate differ-
ent perspectives while considering who one is. One way in which the or-
ganization can support this. Is to actively build the moral intelligence of 
the leaders. In leadership studies, the discussion of ethics seems to be 
scathing to say the least.876 To speak about moral intelligence is to once 
again reinforce the role of ethics in the actions of the individual leaders. 
As these authentic leaders work to influence the overall moral climate, it 
is important for them to be equipped with moral intelligence.  

Moral intelligence considers the capacity for the individual to “have 
the mental capacity to determine how universal human principles should 
be applied to our values, goals and actions.”877 To be morally intelligent is 
to recognize one’s particular starting point, including cultural situated-
ness, yet at the same time, be sympathetic to the complex reality the indi-
vidual is in. This requires the ability for the individual to interpret reality 
in a non-simplistic way.878 In this discussion of moral intelligence, we focus 
on two main aspects. Firstly, a model is introduced as a framework for 
moral reasoning. Secondly, moral intelligence through the cultivation of 
virtues are described.  

One who has moral intelligence has high moral reasoning abilities. He 
or she is able to “draw on more sophisticated conceptualization of inter-
personal situations, to think about problems in different ways, and are 
cognizant of a larger number of behavioral options.”879 As a tool to guide 
moral reasoning, a framework that incorporates different dimensions of 
reality according to different ethical theories has been created.880 This 
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model is an alternative to reductionist ethical tendencies, focusing only on 
one category of ethical theories, for example, consequential ethics. It is 
recommended in this dissertation as it affirms the importance of different 
ethical categories to providing different ethical perspectives. These differ-
ent categories have been categorized to include principle, consequential, 
virtue and value ethics.881 This framework is useful for leaders in their bal-
anced processing and moral reasoning in the interpretation of reality.  

Finally, leaders should be encouraged to follow through with their 
moral reasoning. Generally speaking, individuals with high ability to mor-
ally reason are thought to act morally too, in order to achieve consistency, 
reducing uncomfortable cognitive dissonance. This however should not be 
assumed. Moral utilization describes the extent to which individuals actu-
ally utilize their capacity for principled thinking in ethical decision mak-
ing. Should the individual leader utilize their moral reasoning, this can re-
sult in a strengthened relationship between the leader and the overall 
moral climate in the organization.882 One way that this can be further sup-
ported is through the deliberate embedding of organizational mechanisms 
that support the selection and management of the leader in the organiza-
tion. Embedding mechanisms have been described as “tools” that support 
the vision of the organization.883 These mechanisms range from primary 
embedding mechanisms to secondary articulation and reinforcement 
mechanisms. These mechanisms have been described in chapter 3, figure 
3.5.  

 

9.3.2.3 Developing Appropriate Virtues Depending on the Practice  

Besides the framework for moral reasoning, the emphasis on virtue ethics 
is also made. With the focus on the being of the leader in authentic leader-
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ship, the inclusion of the discussion of virtue ethics is appropriate as it ap-
proaches ethics from the perspective of the leader’s character.884 In addi-
tion, as a theological dissertation, there is something unique that the 
Christian tradition can certainly contribute to the content of virtues re-
quired in leadership. As human nature has “remained fairly constant,” 
there is much that humanities such as theology can offer to the under-
standing of the moral expectation of leaders.885  

In this section, two virtues are described as necessary for leaders at 
World Vision. A full reflection of each of these virtues is beyond the scope 
of this section. What is aimed at is the reasoning and introduction of why 
these virtues are vital for World Vision. Knowing the virtues necessary for 
individual leaders should inform the leader management processes in-
volved. This can impact for example, the selection criteria of the leader as 
well as processes that intentionally cultivate these virtues.  

The choice of the virtues mentioned are related to the role of the leader 
within the overall leadership moment at World Vision as illustrated in this 
case study.886 In making recommendations for particular virtues, this list 
is by no means exhaustive. These virtues support the leader in solving 
moral issues that they are currently facing. It recognizes the leader as key 
in the leadership moment. Through the actions of the leader, other pieces 
of the leadership moment are influenced. Two moral issues and the sug-
gested virtues are described in the following.  

The first category of moral issues is related to the purpose of the or-
ganization. In chapter seven, the purpose of World Vision has been de-
scribed to be related to the development practice. In dealing with the pur-
pose of the organization, virtues are understood as “the embodiment of 
normative principles in the profession.”887 This implies that the leader 
should embody normative principles that are directly related to the ulti-
mate purpose of the organization. In chapter seven, we have established 
that for the development practice, the related normative principle is the 
historical or formative principle.888 This involves evaluating the needs of 
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society taking into consideration its context. The virtue of discernment 
embodies this principle of evaluating the needs of the society.  

Discernment is described as “an awareness of that which is deemed ul-
timately important.” It entails listening, “opening oneself up to the con-
text and to God’s involvement in the context.”889 This understanding of 
discernment emphasizes the importance of reflection, listening to the ex-
perience, to God, the word, one another and the context.890 Discernment 
can then be described as “a chain of reasoning whose first premises con-
cern the human good, whose intermediate steps specify what virtues re-
quire, if the human good is to be achieved, and whose conclusion is the 
action that is good and best for us to perform here and now.891 This dis-
cernment recognizes God’s presence, his action towards and through hu-
man beings. Human good or flourishing is understood as the reconciliation 
to God as God actively relates to human creatures.892  

The second category of moral issues related to the leader is the re-
quired virtues to deal with followers. Justice is discussed as an integral vir-
tue, particularly because of the unequal power relations between the 
leader and the follower. Leaders play a “high stakes game because their 
moral behavior can harm or benefit followers, groups, organizations, in-
stitutions, countries and possibly the world.” By nature of the role they 
play, the “cost and benefits of complying or not complying are greater.”893 
In the leader-follower relationship, there is a clear imbalance of power 
that can lead to abuse. Echoing the importance of love in relationships that 
was mentioned as the standard for relationship, the virtue justice in love 
becomes a vital virtue. For justice to be experienced, this understanding of 
virtue must first be embodied by the leaders. It becomes a key virtue for 
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leaders to develop. In linking leading to justice, ethics takes a center stage 
in the decisions making of the leaders.894  

From a Judeo-Christian perspective, justice is rooted in the inherent 
rights of human beings simply because of “the worth of beings of their 
sort.”895 It is God who confers the value of worth to human beings because 
His love seeks to enhance and preserve their wellbeing.896 In this sense, 
justice as rights is understood as “bestowing of wellbeing on other people’s 
lives and history.”897 For justice to be a virtue that influences one’s leading, 
this requires one to remember God’s example. As God the savior kept his 
covenant to his people faithfully, justice entails following God’s example 
of faithfulness. This entails treating human beings as loved by God and 
seeking their wellbeing. It is “an act in imitating God as savior and maker 
of a covenant with his people.”898 

9.4. Concluding the Recommendations on Processes 

This chapter has focused on the second and final recommendation of the 
case study, strengthening the processes involved in the organization. To 
focus on the processes is to focus on the authoring and enabling that takes 
place in the organization, the organizational practices that are put in place 
in the organization as well as the human agency involved. As processes are 
influenced by leadership, the recommendations in this chapter centered 
on the process of leadership, the individual leader as well as specific lead-
ership development recommendations.  

In the first broad section of this chapter, the theology of work was ap-
propriated as the hermeneutical lens for the investigation of leadership. 
Work theology takes seriously people’s work experience and focuses on 
the ethical evaluation of work on three aspects, instrumental, relational 
and ontological. As a theological model that is transformative, recommen-
dations were made for World Vision in light of the evaluation.  

The extent that these recommendations take place is very much de-
pendent on the priorities of the leader. Recognizing the key role the leader 
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plays, the second section studied the leader, a key piece in the overall lead-
ership process. The leader is not a passive agent, but influences the follow-
ers based on the purpose and context of the organization. As this leader 
influences based on his or her individual being, the theory of authentic 
leadership is outlined as a means to understand this leader, as well as the 
way he communicates with his follower. Specific recommendations for 
leader development include increasing space for reflection, building moral 
intelligence and developing virtues have been discussed. 



CHAPTER TEN 

Conclusion 

This dissertation focused on the case study of World Vision to understand 
the phenomenon of mission drift. As a case study, much space has been 
given for rigorous investigation of the real-life context experienced by 
World Vision.  

The specific research question posed in this dissertation is “how can 
the four different tasks involved in practical theological interpretation, as 
well as the appropriation of different academic disciplines and theological 
sub-disciplines, be used to strengthen the Christian identity of the organ-
ization thereby countering mission drift?” This practical theological inter-
pretation consists of four different tasks that interact and mutually influ-
ence each other. Recognizing the complexity found in the realities of this 
case study, different academic disciplines are appropriated to support the 
different practical tasks for this theological interpretation.  

In this dissertation, a case study strategy has been employed for this 
theological interpretation. This allows sufficient space to be given to each 
task and phase. It also takes seriously the process of arriving at the final 
recommendations. It seeks to be an example of the interaction between 
theory and practice. In the next section, key findings from each phase are 
detailed. Concluding thoughts are then discussed in light of these findings. 
Finally, future research ideas that are related to this dissertation are out-
lined.  

10.1 Case Study Strategy to Answer Research Ques-
tion 

The four phases of the case study have been used as a framework for this 
dissertation. They include the phases: design, collection, analyzing and 
recommendation. The different ways the different phases contribute to 
the overall answer of the research question is described.  
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10.1.1 Design Phase 

Chapter two and three form the design phase of this dissertation. This de-
sign phase outlines the necessary theoretical basis for the case study as 
well as the descriptive task of the practical theological interpretation.  

The second chapter begins to set out the necessary background infor-
mation. First of all, the context where faith-based organizations is situated 
in, civil society, is described. The civil society is described as the context 
where common good in society is pursued via institutions. This is a space 
where different kinds of institutions exist in. Faith-based organizations, a 
form of institution with established and prevalent social rules, contribute 
to the Christian pluralism in civil society. It contributes uniquely to the 
civil society from a Christian perspective. As the organization is the par-
ticular institution focused on in this dissertation, an in-depth understand-
ing of the organization is included. This includes describing the different 
characteristics of the organization, as well as the different approaches that 
are available for studying the organization. In addition, we looked at how 
different organizational approaches can be appropriated to achieve a com-
prehensive understanding. The socio-interpretative approach, in particu-
lar, is described to be important to supplement the modern organizational 
approach that has already been employed by World Vision during their 
change management process. This refers to the importance given to the 
interpretation of staff members for the overall performance of the organ-
ization. In the final section of this chapter, different sociological models 
related to the influence of religion in society as well as within the organi-
zations is described. This chapter concludes with explicating the tacit 
identity formation model which describes the identity formation in an or-
ganization to be a dialectic, consisting of process and content. This under-
standing of identity formation has been used throughout the dissertation 
in the discussion of the Christian identity of World Vision. 

The third chapter investigates the different possible ways that World 
Vision’s Christian understanding can be described. The first way focuses 
on established methods of utilizing typologies, the second on studying the 
different organizational characteristics determining their influence by re-
ligious ideas. The third method emphasizes the organizational culture in 
each office. These different ways complement each other as they corre-
spond to different organizational approaches. The typologies correspond 
to a classical organizational approach, the organizational variables to a 
modern approach and the organizational culture to a socio-interpretative 
approach. This socio-interpretative approach measures the extent to 
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which staff members embraced World Vision’s Christian values. Together, 
both chapter two and three provide the theoretical basis of this case study.  

10.1.2 Collection Phase 

The collection phase documents the actual findings of the empirical re-
search of World Vision. This is found in chapters four to six. This continues 
the descriptive task of the practical theological interpretation. The extent 
that the Christian identity permeates World Vision is studied. This empir-
ical research has been described in two levels, one at the level of the entire 
partnership, and the other at the level of its branch offices. Specific re-
search has also been done in these two branch offices with similar sized 
operation, one in Nepal and one in Papua New Guinea. Conducting the case 
study in two locations shed further light on the impact of the environmen-
tal context to the overall Christian identity of World Vision offices.  

Chapter four describes specific research methods employed in the ac-
tual empirical research. This include the description of specific data col-
lection sources, discussion of the limitation of the field research as well as 
responding to issues of validity and reliability. These different methods re-
late to the different organizational selves in the tacit identity formation 
model.  

Chapter five outlines information of World Vision as a partnership. 
This chapter focuses on the first level of the case study and answers the 
following question: How is World Vision’s Christian understanding ex-
pressed in its organizational variables and how has this Christian under-
standing evolved in the development of the organization? Official state-
ments of World Vision based on their policies have been studied. To 
further understand the dynamic nature of the organization, the chapter 
details how the organization has evolved with relation to its Christian 
identity. Based on the findings in chapter five, it is evident that there is a 
rich inclusion of religiosity in the organizational variables. At the same 
time, it can also be said that the organization has evolved significantly 
through time. A diminished Christian influence to the overall ministry of 
the organization can be deduced.  

Chapter six focuses on the collection of the Christian identity at the 
second level, uncovering the organizational culture in two separate loca-
tions, Nepal and Papua New Guinea. Research questions posed in this chap-
ter include:  
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1) Using the framework of Organizational Culture dimensions, what 
are the Christian values and assumptions espoused by World Vision 
based on its core documents?  

2) Looking at two different offices of World Vision, what are the actual 
values and assumptions held by members in each office based on 
values and assumptions identified in the second question?  

3) Understanding an organization as an entity made up by a group of 
individuals, what is the state of relationships held by different in-
ternal stakeholders of the organization?  

Based on the findings as outlined in chapter six, it can generally be said 
that the Christian values as stated in the core documents were not central 
to the overall organizational culture in either location. With regard to the 
state of relationships in general, relationships within the office in each lo-
cation are stronger than relationships with other World Vision offices in 
other locations. In addition, all the different internal stakeholders per-
ceived the relationship with senior management as the most distant in the 
office. Through the findings recorded in this collection phase, it is clear 
that Christian identity has generally diminished in the organizational cul-
ture.  

10.1.3 Analytical Phase 

Chapter seven analyzes of the case study in two ways. First through de-
scribing the different organizational ‘selves’ that interacted to make up 
the resultant tacit identity in the organization. This includes the self as 
object, content and subject. In addition, the analysis includes the discus-
sion of organizational culture which explicates the resultant tacit identity. 
This analysis focuses on the interpretative task of practical theological in-
terpretation.  

Based on this first analysis, it can be concluded that despite the clear 
inclusion of religiosity in the organizational characteristics, the tacit iden-
tity of the organization is not clearly Christian. Reasons for this include 
the diminishing role of the Christian identity in the organization, as well 
as the processes that the organization has embraced. 

In the second analysis, the normative practice model is used. Centered 
on norms, this analysis corresponds to the normative task of the practical 
theological interpretation. This normative practice model is an ethical 
model that focuses on a particular practice, understanding the practice as 
constituted by a constellation of norms. These norms are based on the un-
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derstanding of sphere sovereignty as described by Reformational philoso-
pher Herman Dooyeweerd. There are three sides to this model: structural, 
directional and contextual. In the analysis of the structural side, there is 
clear evidence that the core documents of World Vision are generally in 
alignment with the normative structure of the development practice. 
What is lacking is the clarification of how advocacy and relief, the two 
other pillars of World Vision would work together to fulfill the telos found 
in the development practice.  

From the analysis of the directional side, World Vision as an organiza-
tion has evolved and gradually moved away from its Christian direction. 
Despite the official preference for Christian staff members at World Vision, 
staff members have expressed that the Christian values of the organization 
were not prioritized in the organizational culture. These Christian values 
do not seem to have much implications to the work that is done.  

Finally, with regard to the contextual side, World Vision had a clear 
understanding that the beneficiaries influenced the work that they do. 
Both case studies reflected different influential stakeholders. For Papua 
New Guinea, donors are considered to be particularly influential whereas 
for Nepal, the local context seemed to be more influential with the focus 
on government relations as well as country statistics.  

10.1.4 Recommendation Phase 

The final phase offers recommendations that can be made in light of the 
findings and subsequent analysis. This corresponds to the pragmatic task 
of theological interpretation. To frame the recommendations, the identity 
formation model, mediated by process and content, is used. Chapter eight 
focuses on the content recommendations while chapter nine focuses on 
the process recommendations.  

In chapter eight, the related content of the Christian faith for the de-
velopment practice is outlined. This provides a timely reminder of the par-
ticularity of the Christian faith and its implications to the development 
practice, particularly in its structure and direction. It is recommended that 
the Christian faith of the organization should have more than a historical 
role. It needs to be reconsidered in light of its situation today. The theo-
logical reflection in this chapter appropriates the Trinity, a core theologi-
cal motif of the Christian faith since its early stages. It is recommended 
that this understanding of the trinity be rigorously engaged with at the 
organization. 

The Trinity is chosen as it explicitly describes the Christian God, and 
the relationship this God has with the world. As World Vision works in a 
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multi-cultural and religious context, this theological reflection is done in 
consideration of the context World Vision exist in. The constructive theo-
logical approach of Kärkkäinen is appropriated in light of this context. This 
discussion of the Trinity emphasizes the significance of the world to God. 
Validating the importance of the world, the Trinity is further outlined in 
two main areas. The first area looks at the Trinity as the basis of the Missio 
Dei and World Vision as participating in this mission, particularly in its 
quest for justice. The second focuses on each of the individual divine per-
sons in the Trinity and how they can provide further insight to the devel-
opment practice. For God the father, the attention is on the Creator God, 
for God the Son, the focus is on Jesus revealing the Kingdom of God and for 
God the Holy Spirit, the emphasis is on the completer of the divine pro-
gram. Specific recommendations on how the organization can respond to 
each of these divine persons are also discussed.  

In chapter nine, recommendations focus on the processes involved in 
the organization. This complements the content recommendations made 
in the previous chapter. To focus on the processes is to focus on the au-
thoring and enabling that takes place in the organization. This includes 
the organizational practices that are put in place as well as the human 
agency involved. As processes are influenced by leadership, the recom-
mendations in this chapter centers on leadership.  

In the first section of this chapter, the work experience of staff mem-
bers is evaluated using work theology. Specific recommendations are 
given in light of this evaluation. Work theology takes people’s work expe-
rience seriously and focuses on the ethical evaluation of work on three di-
mensions, instrumental, relational and ontological. Particular insights in-
clude the need to focus on the purpose of the organization as the basis of 
decision-making in the organization. This include decisions on other or-
ganizational characteristics such as the activity systems and boundary 
maintenance. Secondly, the possibility of focusing on the spiritual growth 
of staff members as a form of workplace spirituality and finally, the peti-
tioning of relationships within the organization to be characterized as jus-
tice in love. In the second section of this chapter, the leader, a key piece in 
the overall leadership process, is focused on. The leader is not a passive 
agent, but influences the followers based on the purpose and context of 
the organization. As this leader influences based on his or her individual 
being, authentic leadership is studied to further understand what a good 
authentic leader is. Specific recommendations on leader development for 
World Vision are given in light of this study.  
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10.1.5 Implications of Research 

In this dissertation, an interdisciplinary approach is taken to answer a re-
search question situated in the real world. These different academic disci-
plines are appropriated and brought into dialogue with theology in ad-
dressing the issue of Mission Drift in the organization. Several implications 
of this research are listed here.  

The first implication of this is the limitation of the positive modernist 
approach to reducing mission drift. Management control in itself is insuf-
ficient for changing the perceptions of its staff members. From the empir-
ical research, it is clear that staff perceptions regarding the value of World 
Vision’s Christian mission persisted despite the management practices in-
troduced. The perceptions of staff members are important and should be 
taken seriously. These perceptions are further influenced by social pro-
cesses and networks involved, as well as the external environment.  

Despite the limited control, leadership should continue to focus on the 
purpose of the organization. While people are key to meaning transmis-
sion, meaning should be first and foremost be determined by the purpose 
of the organization. This purpose is in return decided by the practice it 
seeks in society. The normative practice model is a useful tool to root the 
practice in the Christian perspective. The structure of the practice impact-
ing the purpose of the organization should be consistent throughout the 
organization. In this dissertation, we discussed World Vision as an organi-
zation seeking to express the development practice. This means that the 
structure of the practice, particularly the Telos should influence the overall 
purpose of the organization as well as the activity systems and the people 
of the organization. Specific ways have been discussed in this dissertation. 
Focusing on the telos can keep the structure of the practice intact for the 
organization.  

Another useful implication is the regular deliberate engagement of the 
Christian content related to the purpose of the organization. Existing in a 
pluralistic context, engaging with this Christian content can remind the 
staff members of the intended direction of World Vision, ensuring that this 
Christian context remains relevant. In recommending this, it is the con-
structive approach that should be taken seriously. In this dissertation, the 
Trinity has been used as a theological concept for further engagement and 
reflection. This content provides clear Christian insight that shows the 
particularity of the Christian faith. It also provides concrete examples of 
the relevance of faith in the work that they do.  

With people and their perceptions key to meaning transfer, the overall 
work experience of staff members becomes key too. The work experience 
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influences the overall perception of the staff members. The theology of 
work has been appropriated as a way to evaluate work experiences from a 
distinct Christian perspective. Specific recommendations to this work ex-
perience have been drawn based on this evaluation.  

Finally, it is the leader, with his or her control beliefs who has a large 
impact to the leadership process and the overall direction that the organ-
ization moves towards. This implies the importance of choosing and de-
veloping the leader of the organization. This choice and development 
needs to be purpose of the organization taken into consideration. Who the 
leader is and the virtues the leader embodies are important and cannot be 
neglected. 

10.2 Future Research Opportunities  

Having summarized the dissertation and listed the implications of this re-
search, it is noted that there are some outstanding issues that would make 
good future research opportunities moving forward. Three of these future 
research opportunities are discussed briefly here.  

10.2.1 Implement Recommendations Listed in the Disserta-
tion 

This dissertation has been a case study that has ended with recommenda-
tions. These recommendations, while a result of a rigorous process as out-
lined in this dissertation, have not been tested. It remains a contribution 
on the clarification of the organizational phenomenon taking place as well 
as a list of hermeneutical models in Reformational philosophy and theol-
ogy. It is recommended that as a practical step forward, the recommenda-
tions mentioned in this case study be implemented and further evaluated 
for its validity and for further refining.  

10.2.2 Expansion in scope: More Organizations, More Offices  

This dissertation has clearly focused on World Vision as a case study at two 
levels. Firstly in its entirety as a partnership and secondly, in its operations 
in two different locations. While sufficient for a dissertation as it provided 
ample space to develop an in-depth understanding of the organization, 
this is in itself a very narrow scope. Recommendations that were suggested 
were also not tested. As a future research idea, the transferability of rec-
ommendations to other Christian development organizations, as well as 
the studying of other offices is suggested.  
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10.2.3 National Cultural Implications 

In this dissertation, the national culture found in Nepal and Papua New 
Guinea were not focused on in the way this culture interacts with the rec-
ommendations suggested in the dissertation. With culture described as a 
process that can be transmitted, what was not further explored, was how 
the existing collective culture systems interacted with the recommenda-
tions posed in this dissertation.  

As a follow up research, it would be interesting to consider the existing 
cultural norms in Papua New Guinea or Nepal, and to consider the impli-
cations of these norms on the specific recommendations mentioned in this 
dissertation. This could include searching for common ground for dia-
logue, uncovering existing horizons of significance with the Christian per-
spective. This can be useful for further uptake of the recommendations.  

10.2.4 Virtues Required in Leaders of World Vision 

In the discussion about leaders, the two virtues required by leaders have 
been briefly mentioned. The discussion has been brief, written as an ex-
ample of how virtues can be included in the discussion. A longer list of vir-
tues required by leaders in development organizations is potentially an 
important future research opportunity. In addition, a deeper understand-
ing of the different virtues can also be helpful for the organization. This 
list of virtues can potentially provide a basis for the recruitment of staff in 
countries where it can be difficult to find Christian staff. These virtues with 
a broader understanding can be applied to the pluralistic world.  
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Appendix 1: Organizational Culture Ques-
tionnaire  

1. Introduction 

The introduction of the questionnaire raises initial consciousness about 
World Vision’s Christian Identity to an individual. It lists two core docu-
ments of World Vision that provides key ideas about World Vision’s Chris-
tian Identity. This include the Mission Statement as well as the core value 
– We are Christian. The way that individuals respond to the questions in-
dicate the overall importance that they individually give to the religious 
identity of the organization. The table below lists the questions related to 
the introduction.  

 
 

1. How important is the Organization’s religious motivation and values 
in choosing a job?  

 
 Very important 
 Important 
 Not Important  
 Unrelated 

 

 
 
Mission Statement 

 

World Vision is an international partnership of Christian whose mission is to fol-
low our Lord and Savior Jesus Christ in working with the poor and oppressed to 
promote human transformation, seek justice, and bear witness to the good news 
of the Kingdom of God.  

Preamble of World Vision Mission Statement

 

 

 



376 Countering Mission Drift in Christian Organizations 

2. When did you learn about the Mission Statement of World Vision? 

 

 Before applying for my role, it influenced by decision to work 
with World Vision 

 During the recruitment process, the recruiters shared the Mis-
sion Statement during the interview 

 During orientation, this was shared as part of my induction doc-
uments  

 During the course of my work  

 Others – please specify __________________________________ 
 

 

3. Does the Mission Statement influence your work? 

 

 Yes  

 No 
 

 

If yes, please provide some examples, if no, please provide some reasons 
why?  

 

 

 

4. Does the Mission Statement influence your office?  

 

 Yes  

 No 
 

 

If yes, please provide some examples, if no, please provide some reasons 
why?  
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5. What more do you suggest the office do to fulfill the mission of World 
Vision? 

 

 

 

We Are Christian  

We acknowledge one God; Father, Son and Holy Spirit. In Jesus Christ the love, 
mercy and grace of God are made known to us and all people. From this overflow-
ing abundance of God’s love we find our call to ministry. 

We proclaim together, “Jesus lived, died, and rose again. Jesus is Lord.” We desire 
him to be central in our individual and corporate life. 

We seek to follow him -- in his identification with the poor, the powerless, the 
afflicted, the oppressed, the marginalized; in his special concern for children; in 
his respect for the dignity bestowed by God on women equally with men; in his 
challenge to unjust attitudes and systems; in his call to share resources with each 
other; in his love for all people without discrimination or conditions; in his offer 
of new life through faith in him. From him we derive our holistic understanding 
of the gospel of the Kingdom of God, which forms the basis of our response to 
human need. 

We hear his call to servanthood and see the example of his life. We commit our-
selves to a servant spirit permeating the organization. We know this means fac-
ing honestly our own pride, sin and failure. 

We bear witness to the redemption offered only through faith in Jesus Christ. The 
staff we engage are equipped by belief and practice to bear this witness. We will 
maintain our identity as Christian, while being sensitive to the diverse contexts 
in which we express that identity. 

Core Values – we are Christian

 

6. Does the Core Value – we are Christian, affect your work? 

 

 Yes  

 No 
 

 

If yes, please provide some examples, if no, please provide some reasons 
why?  
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7. Does the Core Value – we are Christian affect your office?  

 

 Yes  

 No 
 

 

If yes, please provide some examples, if no, please provide some reasons 
why?  

 

 

 

8. What more do you suggest the office does to fulfill the Core Value – We 
are Christian?  

 

 

 

2. Organizational Cultural Dimensions 

In this questionnaire, all eight Organizational Culture dimensions are 
asked. In this section, the Christian value in each organizational culture 
dimension is outlined, as well as the corresponding practices. The ques-
tions that are asked of each dimension is outlined thereafter.  

2.1 Basis of Truth and Rationality in the Organization 

For the dimension “Basis of truth and rationality,” World Vision would 
make decisions by taking into account the Bible as it provides us with an 
increased understanding of Christ in his identification with the poor and 
the oppressed. In discussing this value with the panel, organizational prac-
tices that express this value include the following:  
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 Staff members understand Christ’s identification with the poor and op-
pressed as described in the Bible.  

 Decision-making processes in the organization incorporate the biblical 
understanding in its processes  

The table below provides the actual questions asked in the questionnaire 
regarding this dimension. 

 
 

9. Please rank the following information according to the most im-
portant to the least important in their use in decision making in your 
office? (1 being most important) 

 

 Global & Regional Strategies  

 Donor Expectations  

 Country Statistics (e.g. Poverty Index etc.) 

 Relationship with the government and other stakehold-
ers in the community  

 Field Financial guidelines  

 Human Resources policies  

 Biblical perspectives on the decision that is being made  

 Local cultural practices – please provide an example: 
__________________________________________________ 

 Others – please specify 
__________________________________ 

 

 

10. Are scriptures consulted as part of the decision making process of 
your office? 

 

 Yes  

 No  
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11. How are Scriptures considered in the decision making process? 

 

 Scriptures are referred to collectively by the decision mak-
ers during the decision making process  

 Scriptures are referred to individually by the decision mak-
ers and should influence the actions of the different decision 
makers 

 

 

Please provide concrete examples of how Scriptures are considered.  

 

 

 

12. What are some obstacles in using Scriptures in the decision making 
process?  

 

 One needs to be sensitive to the Non Christian country con-
text that we are operating in  

 Scriptures are not relevant in the decision making process 

 Use of Scriptures is personal and should not be used in work 
related decisions 

 One needs to be sensitive to other staff in the office that are 
not Christian  

 Others – please specify 
_____________________________________ 

  
 

2.2 Nature of Time and Time Horizon 

For the Organizational cultural dimension “nature of time and time hori-
zon,” it was established that for World Vision, this meant that as an organ-
ization, it seeks to be responsive to God’s direction in diverse context, as it 
seeks to bring God’s reign in the present. In discussing the expressed or-
ganizational practices with the panel, this dimension should be practiced 
in the organization in the following way:  
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 Earnestly seeking God’s direction in decision-making  
 Decisions are made at a timely manner, responding to current issues 

while making room for emergencies  

The table below provides the actual questions asked in the questionnaire 
regarding this dimension. Goals are discussed as a way of understanding 
the decision-making process.  

 
18. Rank each of the following in its role for setting goals in your office 
according to the most important to the least important with 1 being most 
important.  

 

 Compliance to pre discussed strategy and objectives for the 
office  

 Consideration of operational challenges as they arise at the 
current moment  

 Planning for future objectives and direction of the office  
 

 Consideration of emergencies in the country context and the 
response of the office to the emergency  

 The following of God’s direction in the completion of the 
goal 

 Others- please specify 
_____________________________________ 

 

 

19. To what extent are goals set by your office time bound with timelines 
observed? 
 

 Goals are not time bound, timelines are not observed at all 
 Goals are seldom time bound, timelines are not observed 

most of time 
 Goals are somewhat time bound, timelines are observed as 

far as possible 
 Goals are extremely time bound, timelines are observed 

strictly 
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20. Do you see your office seek God’s guidance in setting of goals in the 
organization?  

 

 Yes  

 No  
 

 

21 How is God’s direction sought in the setting of goals in the organiza-
tion?  

 

 Setting aside time for prayer during office hours 

 Reading the bible 

 Regular devotions 

 Personal reflection  

 Setting aside time for decision makers to reflect on the work 
issues  

 Using Christian principles for work practices 

 others- please specify _________________________________ 
 

 

22. What are some obstacles in seeking God’s direction in the setting of 
goals?  

 

 To be sensitive of the Non Christian country context that we 
are operating in  

 God’s direction is not related to the setting of goals of the or-
ganization 

 To be sensitive to staff who are not Christian  
 

 I do not know what God’s guidance is 
 

 Others – please specify  
_____________________________________________________ 
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2.3 Motivation 

In the dimension “Motivation,” World Vision is intrinsically motivated to 
do a good work as the love of God compels them. The organizational prac-
tices that express that include  

 Religious orientation of World Vision is a key factor in the quality of 
work that World Vision produces 

 Staff choose to work for World Vision because of the religious orienta-
tion of World Vision  

The table below provides the actual questions asked in the questionnaire 
regarding this dimension.  

 
23. Rank the following in terms of the most important to the least 
important reasons for you joining World Vision with 1 being most 
important. 

 

 Job Description 

 Industry (INGO, NPO etc.) that World Vision is a part of 

 Existing Staff in the Office  

 Religious Identity of World Vision  

 Espoused values and mission of World Vision 

 Conditions offered by World Vision (salary & benefits) 

 Others – please specify _______________________________
 

 

24a. What do you like best about working with World Vision?  

 

 

 

24b. What do you like least about working with World Vision? 

 

 

 



384 Countering Mission Drift in Christian Organizations 

25. Rank the following in terms of the most important to the least 
important reasons why staff choose to work with World Vision with 
1 being most important 

 

 Job Content  

 Industry (INGO, NPO etc.) that World Vision is a part of 

 Existing Staff in the Office  

 Religious Identity of World Vision  

 Espoused values and mission of World Vision 

 Conditions offered by World Vision (salary & benefits) 

 Others – please specify ________________________________ 
 

 

26. What are top three factors that motivate you in your current 
role?  

 

 Management Style of Senior Leadership Team  

 Work Place Environment 

 Job Scope  

 Career Advancement Opportunities 

 Learning and Development Activities 

 Changes in work conditions (Salary & Benefits)  

 Mission and Purpose of World Vision  

 Others – please specify _______________________________ 
 

 

27. What are the top three factors that demotivate you in your cur-
rent responsibility?  

 

 Management Style of Senior Leadership Team  

 Work Place Environment 

 Job Scope  

 Career Advancement Opportunities 
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 Learning and Development Activities 

 Changes in work conditions (Salary & Benefits)  

 Mission and Purpose of World Vision  

 Others – please specify _______________________________ 
 

2.4 Stability vs Change/ Innovation/ Personal Growth 

In the dimension “stability vs change/innovation and personal growth,” 
the value that World Vision embraces is to be open to change and innova-
tion, it understands the importance of intentionally discerning the Holy 
Spirit’s guidance as it understands it limitations and its dependence on 
God. 

The practices that should be expressed include: 

 World Vision is open and positive to changes 
 Organizational Systems are put in place for reliance on the Holy Spirit 

during change and innovation. E.g. through prayer, discernment mate-
rial in strategy process 

The table provides the actual questions that are asked regarding dimension.  
 

28 How often do changes in your office take place? 

 

 Very Often  

 Often  

 Sometimes  

 Seldom 
 

 

29. How does your office consider change?  

 

 Change is extremely undesirable 

 Change is somewhat undesirable 

 Change is somewhat desirable 

 Change is extremely desirable 
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30. Rank the following types of changes that take place most often in your 
office from the most often to the least often with 1 being most often 

 

 Organizational Processes  

 Field Financial Manual  

 Human Resources Policies 

 Organizational Structure 

 Long Term Organizational Strategy and Objectives 

 Project Logframes 

 Staff Turnover 

 Available Funding 

 Others – please specify ___________________________________ 
 

 

31. What is the main reason for changes in your office?  

 

 Sudden Change in Environmental conditions in country context 

 Management style of Senior Leadership within the office  

 Change in Partnership Direction 

 Desire for continuous improvement and progress in office  

 Others – please specify ___________________________________ 
 

 

32 Do you see your office seek God’s guidance in the changes made in the 
office?  

 

 Yes  

 No  
 

 

33 When is God’s guidance considered in the change process? Please tick 
all that is appropriate.  
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 In the evaluation of need for change 

 Planning Process for change  

 During change process 

 After change process, as means of reflection  
 

 

34 How is God’s guidance considered in the changes experienced by the 
Organization? Please provide examples if possible 

 

 Setting aside time for prayer during office hours 

 Reading the bible 

 Regular devotions 

 Personal reflection  

 Setting aside time for decision makers to reflect on the work issues  

 Using Christian principles to understand change  

 Others - please specify _________________________________ 
 

 

35 What are some obstacles in seeking God’s guidance in changes that take 
place in the Organization?  

 

 To be sensitive of the Non Christian country context that we are 
operating in  

 The Holy Spirit speaks to individuals and not corporately to the 
organization 

 To be sensitive to staff who are not Christian  
 

 God’s guidance is not required to assist in changes in the Organi-
zation.  

 I do not know what God’s guidance is.  
 

 Others – please specify _____________________________________ 
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2.5 Orientation to Work/Task/Coworkers 

With the dimension “Orientation to work/task/coworkers,” World Vision 
sees people as priority before money, structure, systems and other institu-
tional machinery. This can be expressed in practices like the following: 

 People and Culture (Human Resources) practices consider the value of 
staff above other constraints 

 Time is provided for staff fellowship as well as other staff spiritual nur-
ture activities. 

The table below provides the questions of the questionnaire regarding this 
dimension.  

 
36. Please rank the following in terms of its priority for your office from 
the most important to the least important with 1 being most important. 

 

 Completion of pre-agreed tasks as determined by formal docu-
ments of World Vision 

 Observation of organizational structures and the relevant levels 
of authority 

 Observation of field financial manual  

 Observation of people & culture policies 

 Relationships between individuals within and outside of the or-
ganization.  

 Others – please specify ___________________________________ 
 

2.6 Isolation vs Collaboration/Cooperation 

With the dimension “isolation vs collaboration/cooperation,” World Vi-
sion considers relationships key to the success of its work. It is through 
relationships that World Vision would be are able to succeed in its goals. 
In the organization, this is understood to take place through the following 
practices. 

 There is an understanding that relationships with internal stakehold-
ers are key for the organization’s success 
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 The working environment should be supportive for the building of 
work relationships 

The table below indicates the questions posted on the questionnaire that 
is related to this dimension.  

 
37. How is work normally accomplished in the office?  

 

 Work is done individually with individuals responsible for work 
outputs 

 Work is done collectively with team collectively responsible for 
work outputs  

 Others – please specify _____________________________________
 

 

38. What are your views on relationships of internal stakeholders? (Inter-
nal stakeholders are considered as colleagues within current office con-
text)  

 

 Relationships are very important and are considered to be key to 
success to the office.  

 Relationships are important and are considered to be a useful 
component in the office.  

 Relationships are somewhat important and are considered good 
to have in the office.  

 Relationships are not important to the success of the office 
 

 

39. What is the role of relationships for internal stakeholders? You may 
choose more than one.  
 

2.7 Control/Coordination/Responsibility 

With this dimension “Control/coordination/responsibility,” World Vision 
actively makes decisions together with the different members of the or-
ganization as the organization corporately seeks to rely on the Holy Spirit 
for inspiration and guidance. This is seen in organization practices such as: 
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 Staff seek for the Holy Spirit’s inspiration and guidance collectively 
 Staff’s point of views are represented in the decision making process  

The table below provides the actual questions that were asked in the ques-
tionnaire.  

 
13. How are decisions generally made in the office?  

 

 Decisions are made mainly by the National Director with little or 
no consultation with others  

 Decisions are made mainly by the Senior Leadership Team with 
little or no consultation with others 

 Decisions are made by the Senior Leadership Team in consulta-
tion with some managers  

 Decisions are made collectively by the Senior Leadership in con-
sultation with different levels of staff  

 

 

14. How are decisions communicated to different members of the office?  

 

 through email 

 1-to-1 meetings with direct managers  

 corporate staff meetings 

 others- please specify ____________________________________ 
 

 

15. Do you think that God’s guidance is sought in the decision making of 
your office?  

 

 Yes  

 No  
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16. If yes, how do you think God’s guidance is sought in the decision mak-
ing process in the office?  

 

 Setting aside time for prayer during office hours 

 Reading the bible 

 Regular devotions 

 Personal reflection  

 Setting aside time for decision makers to reflect on the work issues  

 Using Christian principles for work practices 

 others- please specify ________________________________ 
 

2.8 Orientation and Focus 

In the final dimension, “Orientation and Focus,” World Vision actively en-
gages in external partnerships as it seeks to respond to honor God and his 
direction in diverse contexts. This is expressed in the following organiza-
tional practices: 

 External partners of World Vision are clearly mapped keeping in mind 
mutual participation in ministry 

 Clear strategy and work plan on how World Vision intends to work 
with external partnerships 

The questions related to this dimension that were used in this question-
naire are found in the table below:  

 
41. What is the role of relationships in the office with external stakehold-
ers? You may choose more than one.  

 

 Relationships do not have a role. Work tasks should be com-
pleted independent of relationships  

 Relationships are able to provide new networks that might be 
useful in work context 

 Relationships are important in current cultural contexts as ba-
sis for working in said context.  
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 Relationships lead to trust, which is effective for accomplishing 
work 

 Relationships provide opportunities to witness to God’s love 

 Relationships enable diversity of people to work together  

 Others – please specify ___________________________________ 
 

 

42. What are your views on relationships with external stakeholders in 
the office? 

 

 Relationships are very important and are considered to be key 
to success to the office.  

 Relationships are important and are considered to be a useful 
component in the office.  

 Relationships are somewhat important and are considered 
good to have in the office.  

 Relationships are not important to the success of the office 
 

3. Stakeholders Relationships 

The final section of the questionnaire asks questions to ascertain state of 
relationship held by different stakeholders of the organization. As a prel-
ude, the main section of the questionnaire posed a question to understand 
which the importance of the different stakeholders in their ability to in-
fluence the strategy and direction of the office.  

 
40. Rank each of the following stakeholders In the way it influences the 
strategy and direction of the office according to the most important to 
the least important with 1 being most important.  

 

 Beneficiaries of the work of World Vision  

 Other NGOs working in the same country context 

 Global Centre  

 Relevant Support Office  

 Regional Office  
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 Local churches within area of work of World Vision in country 
context  

 Government officials in country context  

 Direct Donors 

 Others – please specify __________________________________ 
 

The stakeholders that are studied in detail were categorized in this ques-
tionnaire in the following way:  

 
 Field Staff (Works directly with beneficiaries in the field) 

 Support Staff (Works primarily to support staff in the field, does not 
work directly with the beneficiaries in the field) 

 Middle Management (Manages a team and reports to a member of 
the Senior Management Team 

 Senior Management (Part of the Senior leadership team. This in-
cludes the National Director as well as staff reporting to the Na-
tional Director)  

 External Partner (Global Centre)  

 External Partner (Regional Office) 

 External Partner (Donor Office)  

To have a general idea about the relationships in the office, general ques-
tions that are asked of the different stakeholders include the following.  

 

a. How would you consider your  
relationship with 

V
ery 

Close 

Som
e-

w
hat 

close

Som
e-

w
hat dis-

tant

V
ery  

distant 

Field Staff (Works directly with benefi-
ciaries in the field) 

    

Support Staff (Works primarily to sup-
port staff in the field, does not work di-
rectly with the beneficiaries in the 
field) 
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Middle Management (Manages a team 
and reports to member of Senior Lead-
ership Team 

    

Senior Management (Reports directly 
to National Director) 

    

External Partner (Global Centre)     

External Partner (Regional Office)     

External Partner (Donor Office)     
 

b. How influential is the following 
stakeholder in your work? 

Extrem
ely influ-

ential to m
y w

ork 

V
ery influential to 

m
y w

ork 

Som
ew

hat influ-
ential to m

y w
ork 

There is little or 
no influence  

Field Staff (Works directly with benefi-
ciaries in the field) 

    

Support Staff (Works primarily to sup-
port staff in the field, does not work di-
rectly with the beneficiaries in the 
field) 

    

Middle Management (Manages a team 
and reports to member of Senior Lead-
ership Team) 

    

Senior Management (Reports directly 
to National Director) 

    

External Partner (Global Centre)     

External Partner (Regional Office)     

External Partner (Donor Office)     

As mentioned in chapter 3, the relational proximity of the different stake-
holders. As previously mentioned, this framework looks at the relationship 
through five different domains. These five domains include directness, 
continuity, multiplexity, parity and commonality. In general, directness is 
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focused on the proximity in contact, continuity focuses on the proximity 
through time, multiplexity focuses on the proximity in multiple spheres, 
parity is the proximity in levels of power and commonality is the proxim-
ity of purpose.  

The questions are divided into each of the five domains, where each 
section seeks to understand the individual relationships of different stake-
holders according to the different domains. The first part of the questions 
seeks to grasp the relationship of the different stakeholders depending on 
the domain. The next part of the questions seeks to understand if the rela-
tionships between the different stakeholders experienced the positive out-
comes that are expected of each domain. This framework follows the struc-
ture of the relational proximity that has been discussed in its literature.899  

 

D1. Directness 
Strongly 
A

gree 

A
gree 

N
eutral 

D
isagree 

Strongly 
D

isagree 

a. I have direct access to Stakeholder  

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

b. I meet Stakeholder regularly  

Field Staff       

Support Staff       

Middle Management       

                                             
899 For more information read: Michael Schulter and David Lee, The R Factor (London: 

Hodden and Stoughton Ltd,1993). 
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Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

c. I feel connected to Stakeholder 

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

d. Stakeholder and I are able to communicate freely  

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

What other comments do you have of this section?  
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D2. Continuity 

Strongly 
A

gree 

A
gree 

N
eutral 

D
isagree 

Strongly 
D

isagree 

a. I meet Stakeholder on a regular basis  

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

b. The regular meeting between Stakeholder helps me to under-
stand SH/SH representative better  

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

c. I understand where I stand in my relationship with Stakeholder 
through regular meetings 

Field Staff       

Support Staff       
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Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

d. Stakeholder and I are able to progress in our relationship  

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

What other comments do you have of this section?  
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D3. Multiplexity 

Strongly 
A

gree 

A
gree 

N
eutral 

D
isagree 

Strongly 
D

isagree 

a. I meet Stakeholder at different contexts (e.g. personal, work etc.)  

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

b. I have a deeper knowledge of Stakeholder esentative 

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

c. I understand Stakeholder because of the knowledge I have.  

Field Staff       

Support Staff       

Middle Management       

Senior Management       
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External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

d. The understanding of Stakeholder leads to further transparency 
in our relationship.  

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

What other comments do you have of this section?  
 

 

 

D4. Parity 

Strongly 
A

gree 

A
gree 

N
eutral 

D
isagree 

Strongly 
D

isagree 

a. Stakeholder and I are on the same level in the Organizational 
Structure  

Field Staff       

Support Staff       

Middle Management       

Senior Management       
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External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

b. I know that Stakeholder is treating me fairly  

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

c. I have respect for Stakeholder 

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

d. The respect I have for Stakeholder leads to increased participation 

Field Staff       

Support Staff       

Middle Management       
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Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

What other comments do you have of this section?  
 

 

 

D5. Commonality 

Strongly 
A

gree 

A
gree 

N
eutral 

D
isagree 

Strongly 
D

isagree 

a. I have a lot in common with Stakeholder 

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

b. Our commonality leads to alignment in work tasks 

Field Staff       

Support Staff       

Middle Management       

Senior Management       
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External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

c. I feel a shared identity with Stakeholder 

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

d. There is synergy in the work that Stakeholder and I do  

Field Staff       

Support Staff       

Middle Management       

Senior Management       

External Partner  
(Global Centre) 

     

External Partner  
(Regional Office) 

     

External Partner  
(Donor Office) 

     

What other comments do you have of this section?  
 

 



Appendix 2: Questions for Focus Group Dis-
cussions and Interviews 

What is positive and negative about working with World Vision?  

What are the differences between World Vision as a Christian Organization 
as well as other organizations that are not religious? How does this influ-
ence the work that is done organizationally as well as in your area of work. 

Where do you learn Christian Values? Please provide some examples of 
values that you have found important.  

How are Christian values applied in your work? Please provide some spe-
cific examples. 

What are some challenges to applying these Christian values at your work 
place? Can you please provide concrete examples?  

How are core documents referred to in the office? This includes Mission 
Statement, Vision Statement, Core Values etc. 

Relationships Mapping – Who are the key people that your team works 
with? How are Christian values considered in these relationships? 



Appendix 3: Relational Proximities as an-
swered by respondents in WV Nepal and 
WV PNG 

WV Nepal  
 

Table 36. Average Perception regarding Relational Proximity  
for Senior Management 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 
Field Staff 

Support Staff 

M
iddle M

anagem
ent 

Senior M
anagem

ent 

External (G
C) 

External (RO
) 

External (SO
) 

Directness               

I have direct access to Stake-
holder 

1.80 1.80 1.60 1.80 3.40 2.60 2.40

I meet stakeholder regularly 3.00 2.60 2.20 2.20 4.00 3.00 3.20

I feel connected to Stakeholder 2.60 2.20 2.00 1.80 3.80 2.60 3.20

Stakeholder and I are able to 
communicate freely 

2.60 2.00 2.20 1.80 3.40 2.80 2.80

Average on Directness 2.50 2.15 2.00 1.90 3.65 2.75 2.90

Continuity               

I meet stakeholder on a regular 
basis 

3.00 2.75 2.00 1.75 3.25 2.50 3.50

The regular meeting between 
Stakeholder and I helps me to 
understand Stakeholder better 

1.60 1.80 1.80 1.60 2.80 2.40 3.00
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I understand where I stand in 
my relationship with Stake-
holder through regular meet-
ings 

2.20 2.20 2.40 2.00 3.00 2.60 3.20

Stakeholder and I are able to 
progress in our relationship 

2.00 2.00 1.80 1.80 2.75 2.25 3.00

Average on Continuity 2.20 2.19 2.00 1.79 2.95 2.44 3.18

Multiplexity               

I meet stakeholder at different 
contexts (e.g. Personal, work 
etc.) 

2.20 2.20 2.20 2.40 3.60 3.00 3.80

I have a deeper knowledge of 
Stakeholder 

1.25 1.50 1.50 1.25 2.33 2.00 2.00

I understand Stakeholder be-
cause of the knowledge I have  

1.33 1.67 1.33 1.33 2.50 2.00 2.00

The understanding of stake-
holder leads to further trans-
parency in our relationship 

2.00 2.00 2.00 1.75 2.33 2.25 2.00

Average on Multiplexity 1.70 1.84 1.76 1.68 2.69 2.31 2.45

Parity               

Stakeholder and I are on the 
same level in the Organiza-
tional Structure 

2.75 2.50 2.50 1.75 2.67 2.67 2.67

I know that Stakeholder is 
treating me fairly 

2.40 2.40 2.20 2.20 3.00 3.00 2.40

I have respect for stakeholder 1.60 1.80 2.00 1.60 2.20 2.00 2.20

The respect I have for stake-
holder leads to increased par-
ticipation 

2.00 2.00 2.00 1.50 2.33 2.00 2.00

Average on Parity 2.19 2.18 2.18 1.76 2.55 2.42 2.32

Commonality                

I have a lot in common with 
stakeholder 

2.80 2.60 2.60 2.00 3.00 2.40 2.60
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Our commonality leads to 
alignment in work tasks 

2.00 1.75 2.00 1.50 2.75 2.25 2.50

I feel a shared identity with 
stakeholder 

1.75 1.75 1.75 1.25 2.75 2.25 2.25

There is synergy in the work 
that stakeholder and I do 

2.00 2.00 2.25 2.00 3.00 2.50 2.50

Average on Commonality 2.14 2.03 2.15 1.69 2.88 2.35 2.46

Overall Average scores for Sen-
ior Management 

2.14 2.08 2.02 1.76 2.94 2.45 2.66

 
Table 37. Perception regarding Relational Proximity  

for Middle Management 
(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staff 

M
iddle M

anagem
ent

Senior M
anagem

ent 

External (G
C) 

External (RO
) 

External (SO
) 

Directness               

I have direct access to Stake-
holder 

2.00 1.82 2.00 2.32 3.55 3.18 3.45

I meet stakeholder regularly 2.18 2.18 2.09 2.27 4.00 3.73 4.09

I feel connected to stakeholder 1.45 1.64 1.73 2.27 3.55 3.45 3.82

Stakeholder and I are able to 
communicate freely 

1.55 1.45 1.64 2.36 3.73 3.64 3.82

Average on Directness 1.80 1.77 1.86 2.31 3.70 3.50 3.80

Continuity               

I meet stakeholder on a regu-
lar basis 

2.33 1.78 1.89 2.44 4.22 4.11 4.11
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The regular meeting between 
stakeholder and I helps me to 
understand Stakeholder better 

1.11 1.11 1.67 2.22 3.44 3.44 3.44

I understand where I stand in 
my relationship with Stake-
holder through regular meet-
ings 

1.89 2.00 1.89 2.56 4.22 4.11 4.11

Stakeholder and I are able to 
progress in our relationship 

1.44 1.44 2.00 2.22 3.89 3.67 3.89

Average on Continuity 1.69 1.58 1.86 2.36 3.94 3.83 3.89

Multiplexity               

I meet stakeholder at different 
contexts (e.g. Personal, work 
etc.) 

1.80 1.70 1.90 2.70 3.90 3.80 3.80

I have a deeper knowledge of 
Stakeholder 

2.10 2.10 2.22 3.00 3.70 3.70 3.70

D3c I understand stakeholder 
because of the knowledge I 
have  

1.78 2.00 2.11 3.78 4.00 3.89 3.89

The understanding of stake-
holder leads to further trans-
parency in our relationship 

1.56 1.56 1.67 2.11 2.89 2.89 2.89

Average on Multiplexity 1.81 1.84 1.98 2.90 3.62 3.57 3.57

Parity               

Stakeholder and I are on the 
same level in the Organiza-
tional Structure 

3.22 3.10 1.90 3.89 4.22 4.22 4.22

I know that Stakeholder is 
treating me fairly 

1.56 1.80 1.75 2.00 2.89 2.75 3.00

I have respect for stakeholder 1.22 1.33 1.60 1.78 1.89 1.67 1.89

The respect I have for stake-
holder leads to increased par-
ticipation 

1.50 1.60 1.60 1.89 2.44 2.33 2.56

Average on Parity 1.88 1.96 1.71 2.39 2.86 2.74 2.92
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Commonality  

              
I have a lot in common with 
stakeholder 

2.22 2.33 2.30 2.89 3.56 3.56 3.67

Our commonality leads to 
alignment in work tasks 

1.78 2.00 1.80 2.56 3.00 2.89 3.11

I feel a shared identity with 
stakeholder 

1.56 1.67 1.70 2.22 3.00 2.89 3.11

There is synergy in the work 
that stakeholder and I do 

1.44 1.50 1.78 2.40 2.89 2.89 3.00

Average on Commonality 1.75 1.88 1.89 2.52 3.11 3.06 3.22

Overall Average scores for 
Middle Management 

1.78 1.81 1.86 2.49 3.45 3.34 3.48

 
Table 38. Perception regarding Relational Proximity for Support Staff 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staff 

M
iddle M

anagem
ent

Senior M
anagem

ent 

External (G
C) 

External (RO
) 

External (SO
) 

Directness               

I have direct access to Stake-
holder 

1.64 1.73 2.09 3.55 4.00 3.73 3.60

I meet Stakeholder regularly 2.36 1.73 2.18 3.55 4.55 4.45 4.30

I feel connected to Stake-
holder 

1.91 1.82 2.45 3.00 4.27 4.18 3.73

 Stakeholder and I are able to 
communicate freely 

1.73 1.91 2.18 3.00 4.18 4.09 3.64

Average on Directness 1.91 1.80 2.23 3.27 4.25 4.11 3.82

Continuity               
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I meet stakeholder on a regu-
lar basis 

1.91 1.82 2.73 3.18 4.73 4.55 4.27

The regular meeting between 
Stakeholder and I helps me to 
understand Stakeholder better

1.91 1.82 2.27 3.00 4.18 4.18 4.09

I understand where I stand in 
my relationship with Stake-
holder through regular meet-
ings 

1.73 1.73 2.18 2.45 4.09 4.27 4.09

Stakeholder and I are able to 
progress in our relationship 

2.00 1.73 2.55 2.73 3.82 3.73 3.27

Average on Continuity 1.89 1.77 2.43 2.84 4.20 4.18 3.93

Multiplexity               

I meet stakeholder at different 
contexts (e.g. Personal, work 
etc.) 

2.64 2.27 2.91 3.27 4.36 4.27 4.45

I have a deeper knowledge of 
Stakeholder 

1.90 2.00 2.30 2.90 4.05 4.00 4.30

I understand Stakeholder be-
cause of the knowledge I have  

2.00 2.09 2.36 2.55 3.91 4.00 3.91

The understanding of Stake-
holder leads to further trans-
parency in our relationship 

1.82 1.91 2.18 2.36 3.45 3.55 3.64

Average on Multiplexity 2.09 2.07 2.44 2.77 3.94 3.95 4.08

Parity               

Stakeholder and I are on the 
same level in the Organiza-
tional Structure 

3.25 3.00 3.50 4.27 4.27 4.18 4.27

I know that Stakeholder is 
treating me fairly 

2.25 2.45 2.50 3.18 3.82 3.82 3.82

I have respect for Stakeholder 1.75 1.82 1.83 1.86 2.00 2.00 2.00

The respect I have for Stake-
holder leads to increased par-
ticipation 

1.92 1.92 2.00 2.27 2.91 3.00 2.91
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Average on Parity 2.29 2.30 2.46 2.90 3.25 3.25 3.25

Commonality  

              

I have a lot in common with 
stakeholder 

2.67 2.50 3.25 3.67 4.00 4.00 4.08

Our commonality leads to 
alignment in work tasks 

2.50 2.08 2.58 2.83 3.42 3.42 3.50

I feel a shared identity with 
stakeholder 

2.33 2.33 2.50 3.17 3.50 3.50 3.58

There is synergy in the work 
that stakeholder and I do 

2.00 2.08 2.17 2.67 3.08 3.17 3.25

Average on Commonality 2.38 2.25 2.63 3.08 3.50 3.52 3.60

Overall Average for Support 
Staff 

2.11 2.04 2.44 2.97 3.83 3.80 3.74

 
Table 39. Perception regarding Relational Proximity for Field Staff 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staff 

M
iddle M

anagem
ent 

Senior M
anagem

ent 

External (G
C) 

External (RO
) 

External (SO
) 

Directness               

I have direct access to Stake-
holder 

1.15 1.78 2.25 3.30 4.40 4.40 4.26

I meet Stakeholder regularly 1.20 1.84 2.30 3.15 4.35 4.25 4.25

I feel connected to Stakeholder 1.10 1.75 2.35 3.37 4.18 4.20 3.95

 Stakeholder and I are able to 
communicate freely 

1.10 1.78 2.13 3.15 4.15 4.25 4.10

Average on Directness 1.14 1.79 2.26 3.24 4.27 4.28 4.14

Continuity               
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I meet Stakeholder on a regu-
lar basis 

1.20 1.95 2.35 3.37 4.30 4.25 4.20

The regular meeting between 
Stakeholder and I helps me to 
understand Stakeholder better 

1.25 1.95 2.25 2.95 3.95 4.05 4.00

I understand where I stand in 
my relationship with Stake-
holder through regular meet-
ings 

1.35 1.90 2.21 2.95 4.10 4.10 4.00

Stakeholder and I are able to 
progress in our relationship 

1.40 1.85 2.25 3.05 4.00 4.05 3.95

Average on Continuity 1.30 1.91 2.27 3.08 4.09 4.11 4.04

Multiplexity               

I meet stakeholder at different 
contexts (e.g. Personal, work 
etc.) 

1.75 2.25 2.60 3.65 4.30 4.30 4.35

I have a deeper knowledge of 
Stakeholder 

1.63 2.16 2.42 3.32 4.05 4.16 4.05

I understand stakeholder be-
cause of the knowledge I have  

1.70 2.10 2.58 3.47 4.00 4.16 4.11

The understanding of Stake-
holder leads to further trans-
parency in our relationship 

1.53 2.00 2.28 3.39 3.83 3.89 3.89

Average on Multiplexity 1.65 2.13 2.47 3.46 4.05 4.13 4.10

Parity               

Stakeholder and I are on the 
same level in the Organiza-
tional Structure 

2.20 2.70 3.25 3.95 4.35 4.45 4.35

I know that Stakeholder is 
treating me fairly 

1.70 2.10 2.65 3.26 3.80 3.85 3.85

I have respect for Stakeholder 1.55 1.60 2.00 2.35 2.85 2.85 2.80

The respect I have for Stake-
holder leads to increased par-
ticipation 

1.45 1.70 2.26 2.65 3.15 3.15 3.05
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Average on Parity 1.73 2.03 2.54 3.05 3.54 3.58 3.51

Commonality  

              

I have a lot in common with 
Stakeholder 

1.85 2.35 2.90 3.45 4.05 4.10 4.00

Our commonality leads to 
alignment in work tasks 

1.60 1.90 2.26 2.80 3.25 3.25 3.15

I feel a shared identity with 
Stakeholder 

1.90 2.10 2.75 3.30 3.70 3.70 3.65

There is synergy in the work 
that stakeholder and I do 

1.33 1.56 2.11 3.11 3.56 3.56 3.67

Average on Commonality 1.67 1.98 2.51 3.17 3.64 3.65 3.62

Overall Average for Field Staff 1.50 1.97 2.41 3.20 3.92 3.95 3.88

WV Papua New Guinea 
 

Table 74. Average Perception regarding Relational Proximity  
for Senior Management 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staff 

M
iddle M

anagem
ent 

Senior M
anagem

ent 

External (G
C) 

External (RO
) 

External (SO
) 

Directness               

I have direct access to Stake-
holder 

2 1.75 1.5 1 2.75 2.25 3 

I meet stakeholder regularly 2.25 2.00 1.75 1.00 3.75 3.25 3.00

I feel connected to Stakeholder 2.25 1.75 1.25 1.00 3.25 2.50 2.25

Stakeholder and I are able to 
communicate freely 

2.25 1.50 1.50 1.25 3.75 2.50 3.25

Average on Directness 2.19 1.75 1.50 1.06 3.38 2.63 2.88
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Continuity               

I meet stakeholder on a regular 
basis 

3.25 2.25 1.50 1.25 4.00 3.75 3.00

The regular meeting between 
Stakeholder and I helps me to 
understand Stakeholder better 

2.50 2.25 2.00 2.00 3.33 3.33 2.75

I understand where I stand in 
my relationship with Stake-
holder through regular meet-
ings 

2.25 1.75 1.75 1.50 3.00 3.00 2.50

Stakeholder and I are able to 
progress in our relationship 

2.75 1.75 2.00 1.75 3.00 3.00 2.50

Average on Continuity 2.69 2.00 1.81 1.63 3.33 3.27 2.69

Multiplexity               

I meet stakeholder at different 
contexts (e.g. Personal, work 
etc.) 

3.00 3.33 3.00 2.00 3.50 2.00 3.00

I have a deeper knowledge of 
Stakeholder 

2.50 2.00 1.75 1.50 3.00 3.00 2.75

I understand Stakeholder be-
cause of the knowledge I have  

2.25 2.00 2.00 2.00 3.00 3.00 2.75

The understanding of stake-
holder leads to further trans-
parency in our relationship 

2.00 2.25 2.00 2.00 3.00 3.00 2.50

Average on Multiplexity 2.44 2.40 2.19 1.88 3.13 2.75 2.75

Parity               

Stakeholder and I are on the 
same level in the Organiza-
tional Structure 

4.00 3.75 3.00 2.50 4.00 4.00 4.00

I know that Stakeholder is 
treating me fairly 

2.25 2.25 2.25 2.00 2.50 2.50 2.50

I have respect for stakeholder 1.25 1.25 1.25 1.25 1.50 1.50 1.75
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The respect I have for stake-
holder leads to increased par-
ticipation 

1.75 1.75 1.75 1.75 2.00 2.67 2.50

Average on Parity 2.19 2.18 2.18 1.76 2.55 2.42 2.32

Commonality                

I have a lot in common with 
stakeholder 

3.00 2.75 2.25 2.00 3.75 2.50 3.50

Our commonality leads to 
alignment in work tasks 

2.50 2.50 2.50 2.50 3.00 3.00 3.00

I feel a shared identity with 
stakeholder 

1.75 2.50 1.75 2.25 3.00 2.75 3.50

There is synergy in the work 
that stakeholder and I do 

2.25 2.25 2.00 1.75 2.75 2.75 3.00

Average on Commonality 2.14 2.03 2.15 1.69 2.88 2.35 2.46

Overall Average scores for Sen-
ior Management 

2.33 2.07 1.97 1.60 3.05 2.68 2.62

 
Table 75. Perception regarding Relational Proximity  

for Middle Management 
(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staff 

M
iddle M

anagem
ent 

Senior M
anagem

ent 

External (G
C) 

External (RO
) 

External (SO
) 

Directness               

I have direct access to Stake-
holder 1.62 1.62 1.62 2.38 4.23 4.00 3.54

I meet stakeholder regularly 1.67 1.62 1.77 2.54 4.38 4.23 3.69

I feel connected to stakeholder 1.69 1.69 1.54 2.23 4.08 3.83 3.42
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Stakeholder and I are able to 
communicate freely 1.54 1.62 1.31 2.08 4.42 4.17 3.75

Average on Directness 1.63 1.63 1.56 2.31 4.28 4.06 3.60

Continuity               

I meet stakeholder on a regular 
basis 1.77 1.69 1.54 2.46 4.25 4.25 3.67

The regular meeting between 
stakeholder and I helps me to 
understand Stakeholder better 1.69 1.69 1.62 2.25 3.91 4.00 3.55

I understand where I stand in 
my relationship with Stake-
holder through regular meet-
ings 1.54 1.62 1.54 2.23 4.00 4.17 3.75

Stakeholder and I are able to 
progress in our relationship 1.62 1.69 1.50 2.17 4.00 3.82 3.36

Average on Continuity 1.65 1.67 1.55 2.28 4.04 4.06 3.58

Multiplexity               

I meet stakeholder at different 
contexts (e.g. Personal, work 
etc.) 1.62 1.54 1.62 2.46 4.17 3.92 3.50

I have a deeper knowledge of 
Stakeholder 1.77 1.77 1.85 2.77 4.08 3.92 3.67

D3c I understand stakeholder 
because of the knowledge I 
have  1.62 1.62 1.77 2.31 3.25 3.42 2.83

The understanding of stake-
holder leads to further trans-
parency in our relationship 1.33 1.42 1.50 1.83 3.00 2.92 2.58

Average on Multiplexity 1.58 1.58 1.68 2.34 3.63 3.54 3.15

Parity               

Stakeholder and I are on the 
same level in the Organiza-
tional Structure 2.73 2.45 2.08 3.36 4.30 4.40 4.30
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I know that Stakeholder is 
treating me fairly 2.09 2.18 2.09 2.64 3.60 3.70 3.50

I have respect for stakeholder 1.08 1.17 1.17 1.25 1.64 1.64 1.55

The respect I have for stake-
holder leads to increased par-
ticipation 1.50 1.50 1.50 1.92 2.27 2.27 2.09

Average on Parity 1.85 1.83 1.71 2.29 2.95 3.00 2.86

Commonality  

              

I have a lot in common with 
stakeholder 1.75 1.92 1.83 2.50 3.91 3.82 3.55

Our commonality leads to 
alignment in work tasks 1.50 1.50 1.42 2.42 3.27 3.09 2.82

I feel a shared identity with 
stakeholder 1.50 1.67 1.58 2.25 3.27 3.18 3.09

There is synergy in the work 
that stakeholder and I do 1.50 1.58 1.50 2.25 3.00 2.91 3.09

Average on Commonality 1.56 1.67 1.58 2.35 3.36 3.25 3.14

Overall Average scores for Mid-
dle Management 1.66 1.68 1.62 2.31 3.65 3.58 3.26

 
Table 76. Perception regarding Relational Proximity for Support Staff 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staff 

M
iddle M

anagem
ent 

Senior M
anagem

ent 

External (G
C) 

External (RO
) 

External (SO
) 

Directness               

I have direct access to Stake-
holder 

2.14 1.86 2.05 2.62 3.85 3.95 3.75

I meet Stakeholder regularly 2.05 1.91 2.18 2.95 4.45 4.50 4.20
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I feel connected to Stakeholder 2.18 2.18 2.05 3.00 4.24 4.29 4.05

Stakeholder and I are able to 
communicate freely 

1.82 1.64 2.00 2.77 4.33 4.38 4.10

Average on Directness 2.05 1.90 2.07 2.84 4.22 4.28 4.02

Continuity               

I meet stakeholder on a regular 
basis 

2.14 2.14 2.24 2.76 4.40 4.35 4.20

The regular meeting between 
Stakeholder and I helps me to 
understand Stakeholder better 

1.90 2.00 2.35 2.80 4.16 4.21 4.00

I understand where I stand in 
my relationship with Stake-
holder through regular meet-
ings 

1.86 1.86 2.05 2.57 4.05 4.05 3.80

Stakeholder and I are able to 
progress in our relationship 

1.81 1.95 2.10 2.57 4.00 4.00 3.75

Average on Continuity 1.93 1.99 2.18 2.68 4.15 4.15 3.94

Multiplexity               

I meet stakeholder at different 
contexts (e.g. Personal, work 
etc.) 

2.20 2.20 2.60 2.95 4.26 4.26 4.16

I have a deeper knowledge of 
Stakeholder 

2.30 2.30 2.65 3.00 3.74 3.68 3.67

I understand Stakeholder be-
cause of the knowledge I have  

1.90 1.90 2.29 2.57 3.60 3.55 3.55

The understanding of Stake-
holder leads to further trans-
parency in our relationship 

1.71 1.81 1.95 2.29 3.53 3.47 3.35

Average on Multiplexity 2.03 2.05 2.37 2.70 3.78 3.74 3.68

Parity               

Stakeholder and I are on the 
same level in the Organiza-
tional Structure 

3.05 2.74 3.16 3.47 4.06 4.11 3.94
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I know that Stakeholder is 
treating me fairly 

2.25 2.30 2.55 2.90 3.17 3.22 3.00

I have respect for Stakeholder 1.70 1.65 1.70 1.80 2.11 2.11 1.95

The respect I have for Stake-
holder leads to increased par-
ticipation 

1.80 1.75 1.84 2.00 2.56 2.50 2.22

Average on Parity 2.20 2.11 2.31 2.54 2.97 2.98 2.78

Commonality  

              

I have a lot in common with 
stakeholder 

2.53 2.26 2.74 3.21 3.94 4.00 3.89

Our commonality leads to 
alignment in work tasks 

2.32 2.37 2.32 2.74 3.33 3.28 3.22

I feel a shared identity with 
stakeholder 

2.26 2.37 2.37 2.68 3.17 3.17 3.00

There is synergy in the work 
that stakeholder and I do 

2.32 2.42 2.32 2.78 3.12 3.06 3.00

Average on Commonality 2.36 2.36 2.43 2.85 3.39 3.38 3.28

Overall Average for Support 
Staff 

2.11 2.08 2.27 2.72 3.70 3.71 3.54

 
Table 77. Perception regarding Relational Proximity for Field Staff 

(1= Strongly Agree, 2= Agree, 3= Neutral, 4=Disagree, 5=Strongly Disagree) 

 

Field Staff 

Support Staff 

M
iddle M

anagem
ent 

Senior M
anagem

ent 

External (G
C) 

External (RO
) 

External (SO
) 

Directness               

I have direct access to Stake-
holder 1.50 1.65 2.00 2.81 4.19 4.19 4.13

I meet Stakeholder regularly 1.50 2.00 2.00 2.87 4.20 4.13 3.93
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I feel connected to Stake-
holder 1.50 2.00 2.07 2.73 3.93 3.87 3.73

Stakeholder and I are able to 
communicate freely 1.56 2.00 2.20 3.00 4.27 4.20 4.13

Average on Directness 1.51 1.91 2.07 2.85 4.15 4.10 3.98

Continuity               

I meet Stakeholder on a regu-
lar basis 1.72 1.93 2.20 3.20 4.53 4.47 4.33

The regular meeting between 
Stakeholder and I helps me to 
understand Stakeholder better 1.78 1.93 2.13 3.13 4.27 4.20 4.13

I understand where I stand in 
my relationship with Stake-
holder through regular meet-
ings 1.89 2.13 2.40 3.40 4.60 4.53 4.47

Stakeholder and I are able to 
progress in our relationship 1.72 2.00 2.33 3.13 4.40 4.27 4.27

Average on Continuity 1.78 2.00 2.27 3.22 4.45 4.37 4.30

Multiplexity               

I meet stakeholder at different 
contexts (e.g. Personal, work 
etc.) 1.83 2.07 2.40 3.07 4.13 4.13 4.27

I have a deeper knowledge of 
Stakeholder 2.06 2.27 2.53 3.27 4.47 4.47 4.36

I understand stakeholder be-
cause of the knowledge I have  1.94 2.00 2.47 3.13 4.00 4.00 4.00

The understanding of Stake-
holder leads to further trans-
parency in our relationship 1.72 2.00 2.27 2.86 3.80 3.80 3.73

Average on Multiplexity 1.89 2.08 2.42 3.08 4.10 4.10 4.09

Parity               

Stakeholder and I are on the 
same level in the Organiza-
tional Structure 3.17 3.60 3.60 3.80 4.64 4.64 4.64
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I know that Stakeholder is 
treating me fairly 2.39 2.36 2.71 3.23 4.00 4.00 3.93

I have respect for Stakeholder 1.33 1.60 1.67 2.07 2.67 2.67 2.60

The respect I have for Stake-
holder leads to increased par-
ticipation 1.56 1.73 2.00 2.60 3.47 3.47 3.47

Average on Parity 2.11 2.32 2.50 2.92 3.69 3.69 3.66

Commonality  

              

I have a lot in common with 
Stakeholder 2.11 2.47 2.60 3.40 4.13 4.07 4.07

Our commonality leads to 
alignment in work tasks 1.94 2.36 2.36 2.92 4.00 3.92 3.85

I feel a shared identity with 
Stakeholder 2.11 2.40 2.53 3.27 3.93 3.93 3.87

There is synergy in the work 
that stakeholder and I do 2.06 2.40 2.60 3.33 4.07 4.00 3.93

Average on Commonality 2.05 2.41 2.52 3.23 4.03 3.98 3.93

Overall Average for Field Staff 1.87 2.14 2.35 3.06 4.08 4.05 3.99



Appendix 4: Summary of Organizational 
Cultural Dimensions in Nepal and Papua 
New Guinea 

 
Organizational 
Cultural Dimen-
sions 

World Vision Values 

1. Basis of truth 
and rationality in 
the organization 

World Vision takes the Bible seriously as it provides 
the organization an increased understanding of 
Christ in his identification with the poor and the op-
pressed. 

World Vision  

Nepal 

 

Whilst there is an understanding that scriptures are 
key to the organization, members have questioned 
the explicit applicability of scriptures for their day to 
day work. In addition, staff have an assumption that 
the scriptures and the Christian worldview are being 
worked out at the global and regional levels, and as 
such, not necessary to be thought through at the 
country level. 

World Vision Pa-
pua New Guinea 

There is no clarity that scriptures are key to decision 
making in the organization. Instead, the use of Scrip-
tures is left to the discretion of individual leaders. 

2. Nature of time 
and time horizon 

World Vision seeks to be responsive to God’s direc-
tion in diverse context, as it seeks to bring God’s 
reign in the present. 

World Vision Ne-
pal 

While it was clear that goals are time bound, it is not 
clear that emergencies are planned for and that 
God’s direction was actively sought in the decision 
making of WV Nepal.  

World Vision Pa-
pua New Guinea 

It is not unanimous that God’s direction was inten-
tionally sought in decision making of WV PNG. As 
goals set by the organization were linked to project 
plans pre-agreed, they are not pre-planned for emer-
gencies. 
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3. Motivation World Vision is intrinsically motivated to do good 
work as the Love of God compels it. 

World Vision Ne-
pal 

 

The religious orientation of the organization is not 
seen to be the primary motivation for staff working 
in the organization or for them to continue in their 
jobs. 

World Vision Pa-
pua New Guinea 

The religious orientation of the organization is not 
the primary motivation for staff to work for World 
Vision. Other factors like needs in the community 
and employment terms were more influential at mo-
tivating/demotivating staff to do a good job. 

4. Stability vs 
change/innova-
tion/personal 
growth 

World Vision is open to change and innovation, un-
derstands the importance of intentionally discerning 
the Holy Spirit’ guidance as it understands it limita-
tions and its dependence on God. 

World Vision Ne-
pal 

Change is embraced in World Vision Nepal. However, 
its relationship to God’s dependence is not clearly ex-
pressed and embraced by members of the office. 

World Vision Pa-
pua New Guinea 

In general, respondents embraced change, with plan-
ning for changes discussed and prayed for during de-
votions. However, the extent to which God’s guid-
ance influences these changes is dependent on 
individual leaders. 

5. Orientation to 
work/task/ 
coworkers 

World Vision sees people as priority before money, 
structure, systems and other institutional machinery

World Vision Ne-
pal 

It is not clear for the respondents that World Vision 
values people as priority before money, structure, 
systems and other institutional machinery. 

World Vision Pa-
pua New Guinea 

Staff members do not believe that people were val-
ued above other constraints in the People and Cul-
ture policies. They do, however, experience inten-
tional time spent on organizational fellowship 
events 

6. Isolation vs 
collaboration/ 
cooperation 

World Vision considers relationships key to the suc-
cess of its work. It is through relationships formed 
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that World Vision will be able to succeed in their 
goals.  

World Vision Ne-
pal 

World Vision encourages a positive working envi-
ronment, where relationships are considered im-
portant for the success of the office. 

World Vision Pa-
pua New Guinea 

The leadership of World Vision encourages a positive 
working environment. However, it is not clear that 
the current state of relationships was strong enough 
or meant for witness. 

7. Control/Coor-
dination/Respon-
sibility 

World Vision makes decisions the different members 
of the organization as the organization corporately 
seeks to rely on the Holy Spirit for inspiration and 
guidance.  

World Vision Ne-
pal 

In general, respondents believed that decisions were 
made in consultation with at least some staff mem-
bers. However, it seems that the final decision made 
does not represent the views of all staff members as 
support to decisions were less forthcoming. 

World Vision Pa-
pua New Guinea 

In general, decisions were made in consultation with 
staff members. These decisions were made in re-
sponse to external realities or pressures that the of-
fice felt instead of representing staff members’ point 
of view. 

8. Orientation 
and Focus 

World Vision actively engages in external partner-
ships as it seeks to honor God and respond to God’s 
direction in diverse contexts 

World Vision Ne-
pal 

There is a clear strategy and openness to work with 
external partners, where partners are involved with 
the intention of sustainability and collaboration in 
their work. What is not as clear is how relationships 
with external partners honor God.  

World Vision Pa-
pua New Guinea 

External stakeholders are taken seriously in WV PNG 
with the main role for these relationships meant for 
networking purposes. It is not clear that these rela-
tionships were considered in light of World Vision’s 
‘ministry’.  
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