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Servant Leadership Profile-Revised (SLP-R) Assessment 
I Strongly Agree I Agree I Somewhat Agree I Undecided I Somewhat Disagree Disagree Strongly Disagree 

100% 
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25% 

0%--
1 seek to serve rather than be I am willing to share my power My leadership effectiveness is My leadership contributes to 

served and authority with others in the improved through empowering my employees/colleagues' 
decision-making process others personal growth 



Servant Leadership Profile-Revised (SLP-R) Assessment 
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100% 
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I have a heart to serve others I listen actively and receptively I set an example of placing 
to what others have to say, group interests above 

even when they disagree with self-interests 
me 

50150% 

I don't want to share power 
with others because they may 

use it against me 
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Participants' Gender, Number of Years in Higher Ed, and Institution Type 
Participants' Pseudonym Gender Number of Years in Institution Type/ State 

Higher Education 
Leader 1 Male 0-5 Large 4-year Public {CA) 

Leader 2 Male Over 20 Large 4-year Public (CA) 

Leader 3 Male Over 20 Large 4-year Public (CA) 

Leader 4 Male Over 20 Large 4-year Public (CA) 

Leader 5 Female Over 20 Large 4-year Public {CA) 

Leader 6 Female 10-20 Large 4-year Public {CA) 

Leader 7 Female 5-10 Large 4-yea r Public {CA) 

Leader 8 Female 10-20 Large 4-yea r Public {CA) 

Leader 9 Female 10-20 Large 4-year Public (CA) 

Leader 10 Male 10-20 Large 4-year Public {CA) 



Gender & Race 

Gender Race 
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Self-Awareness 

Self-Reg ulat ion 

Motivation 

Empathy 

Social Skill 

Definition 
the ability to recognize and understand your 
moods, emotions, and drives, as well as their 
effect on others 

the ability tO control or redirect disruptive impulses 
and moods 
the propensity to suspend judgment- to think 
before acting 

a passion to work for reasons that go beyond 
money or status 
a propensity to pursue goals with energy and 
persistence 

the ability to understand the emotional makeup 
of other people 
skill in treating people according tO their emotional 
reactions 

proficiency in managing relationships and bui lding 
networks 
an ability to find common ground and build rapport 

Hallmarks 

self-confidence 

realistic self-assessment 
self-deprecating sense of humor 

trustworthiness and integrity 
comfort with ambiguity 

openness to change 

strong drive to achieve 
optimism, even in the face of failure 

organizational commitment 

expertise in build ing and retaining talent 
cross-cultural sensitivity 
service to clients and customers 

effectiveness in leading change 

persuasiveness 
expertise in building and leading teams 
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Servant Leadership Profile-Revised (SLP-R) 

© Paul T. P. Wong & Don Page, 2003 

Leadership matters a great deal in the success or failure of any organization. This instrument was 
designed to measure both positive and negative leadership characteristics. 

Please use the following scale to indicate your agreement or disagreement with each of the 
statements in describing your own attitudes and practices as a leader. If you have not held any 
leadership position in an organization, then answer the questions as if you were in a position of 
authority and responsibility. There are no right or wrong answers. Simply rate each question in 
terms of what you really believe or normally do in leadership situations. 

1 

Strongly 
Disagree 

(SD) 

2 3 4 

Undecided 

5 6 7 

Strongly 
Agree (SA) 

For example, if you strongly agree, you may circle 7, if you mildly disagree, you may circle 3. If 
you are undecided, circle 4, but use this category sparingly. 

1. To inspire team spirit, I communicate enthusiasm and confidence. 2 3 4 5 6 7 

2. I listen actively and receptively to what others have to say, even when 2 3 4 5 6 7 
they disagree with me. 

3. I practice plain talking-I mean what I say and say what I mean. 1 2 3 4 5 6 7 

4. I always keep my promises and commitments to others. 2 3 4 5 6 7 

5. I grant all my workers a fair amount of responsibility and latitude in 2 3 4 5 6 7 
carrying out their tasks. 

6. I am genuine and honest with people, even when such transparency is 1 2 3 4 5 6 7 
politically unwise. 

7. I am willing to accept other people's ideas, whenever they are better 1 2 3 4 5 6 7 
than mine. 

8. I promote tolerance, kindness, and honesty in the workplace. 1 2 3 4 5 6 7 



9. To be a leader, I should be front and centre in every function in which 1 2 3 4 5 6 7 
I am involved. 

10. I create a climate of trust and openness to facilitate participation in 1 2 3 4 5 6 7 
decision-making. 

11. My leadership effectiveness is improved through empowering others. 2 3 4 5 6 7 

12. I want to build trust through honesty and empathy. 2 3 4 5 6 7 

13. I am able to bring out the best in others. 2 3 4 5 6 7 

14. I want to make sure that everyone follows orders without questioning 2 3 4 5 6 7 
my authority. 

15. As a leader, my name must be associated with every initiative. 2 3 4 5 6 7 

16. I consistently delegate responsibility to others and empower them to 2 3 4 5 6 7 
do their job. 

17. I seek to serve rather than be served. 2 3 4 5 6 7 

18. To be a strong leader, I need to have the power to do whatever I want 2 3 4 5 6 7 
without being questioned. 

19. I am able to inspire others with my enthusiasm and confidence in 1 2 3 4 5 6 7 
what can be accomplished. 

20. I am able to transform an ordinary group of individuals into a 1 2 3 4 5 6 7 
winning team. 

21. I try to remove all organizational barriers so that others can freely 1 2 3 4 5 6 7 
participate in decision-making. 

22. I devote a lot of energy to promoting trust, mutual understanding, and 1 2 3 4 5 6 7 
team spirit. 

23. I derive a great deal of satisfaction in helping others succeed. 

24. I have the moral courage to do the right thing, even when it hurts me 
politically. 

25. I am able to rally people around me and inspire them to achieve a 
common goal. 

26. I am able to present a vision that is readily and enthusiastically 
embraced by others. 

2 

2 3 4 5 6 7 

2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 



27. I invest considerable time and energy in helping others overcome 
their weaknesses and develop their potential. 

28. I want to have the final say on everything, even areas where I don't 
have the competence. 

29. I don't want to share power with others, because they may use it 
against me. 

30. I practice what I preach. 

31. I am willing to risk mistakes by empowering others to "carry the 
ball." 

32. I have the courage to assume full responsibility for my mistakes and 
acknowledge my own limitations. 

33. I have the courage and determination to do what is right in spite of 
difficulty or opposition. 

34. Whenever possible, I give credits to others. 

35. I am willing to share my power and authority with others in the 
decision-making process. 

36. I genuinely care about the welfare of people working with me. 

37. I invest considerable time and energy equipping others. 

38. I make it a high priority to cultivate good relationships among group 
members. 

39. I am always looking for hidden talents in my workers. 

40. My leadership is based on a strong sense of mission. 

41. I am able to articulate a clear sense of purpose and direction for my 
organization's future. 

42. My leadership contributes to my employees/colleagues' personal 
growth. 

43. I have a good understanding of what is happening inside the 
organization. 

44. I set an example of placing group interests above self-interests. 

45. I work for the best interests of others rather than self. 
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I 2 3 4 5 6 7 

I 2 3 4 5 6 7 

I 2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

I 2 3 4 5 6 7 

I 2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

I 2 3 4 5 6 7 

I 2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 



46. I consistently appreciate, recognize, and encourage the work of 
others. 

47. I always place team success above personal success. 

48. I willingly share my power with others, but I do not abdicate my 
authority and responsibility. 

49. I consistently appreciate and validate others for their contributions. 

50. When I serve others, I do not expect any return. 

51. I am willing to make personal sacrifices in serving others. 

52. I regularly celebrate special occasions and events to foster a group 
spirit. 

1 2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

53. I consistently encourage others to take initiative. 2 3 4 5 6 7 

54. I am usually dissatisfied with the status quo and know how things can 2 3 4 5 6 7 
be improved. 

55. I take proactive actions rather than waiting for events to happen to 1 2 3 4 5 6 7 
me. 

56. To be a strong leader, I need to keep all my subordinates under 
control. 

57. I find enjoyment in serving others in whatever role or capacity. 

58. I have a heart to serve others. 

59. I have great satisfaction in bringing out the best in others. 

60. It is important that I am seen as superior to my subordinates in 
everything. 

61. I often identify talented people and give them opportunities to grow 
and shine. 

62. My ambition focuses on finding better ways of serving others and 
making them successful. 

4 

1 2 3 4 5 6 7 

2 3 4 5 6 7 

1 2 3 4 5 6 7 

2 3 4 5 6 7 

2 3 4 5 6 7 

1 2 3 4 5 6 7 

1 2 3 4 5 6 7 



Servant Leadership Prome-Revised: Coding Key 

1: Developing and Empowering Others (16 items): 

16, 21, 23, 27, 31, 37, 38, 39, 42, 46, 48, 49, 53, 59, 61, 62 

2. Power and Pride (Vulnerability and Humility) (8 items): 

9, 14, 15, 18, 28, 29, 56, 60 

3. Authentic Leadership (11 items): 

4. Open, Participatory Leadership (10 items): 

5. Inspiring Leadership (7 items): 

6. Visionary Leadership (5 items): 

7. Courageous Leadership (5 items): 

6, 17, 30, 44, 45, 47, 50, 51, 52, 57, 58 

2, 5, 7, 8, 10, 11, 12, 34, 35, 36 

1, 13, 19, 20, 22, 25, 26 

40, 41, 43, 54, 55 

3,4, 24,32, 33 

Note: Factor 2 is a negative trait that can be converted to a positive one by scoring in reverse 
(i.e., 1 to 7, 2 to 6, etc.). 

Debriefing 

Servant leadership is defined by both the presence of certain positive qualities, and the absence 
of certain negative qualities. 

The positive qualities include: ( a) servanthood, (b) leadership, ( c) visioning, ( d) developing 
others, (e) empowering others, (f) team-building, (g) shared decision-making, and (h) integrity. 

The negative qualities include: (a) abuse of power and control, and (b) pride and narcissism. 
These negatively-worded statements can also be scored in the positive direction; by reversing the 
scoring, Abuse of Power becomes Vulnerability, and Pride becomes Humility. 

A simple way to determine whether one is a servant leader is to see whether one scores high on 
Servanthood and Leadership, but low on Abuse of Power and Pride. Thus, scoring high on Abuse 
of Power and Pride automatically disqualifies one as a servant leader, regardless of high scores 
on the other subscales. That is why the inclusion of these two negative subscales is important in 
the revised Servant Leadership Profile. 
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Servant leadership is a humanistic practice that extends beyond 

a philosophy into a set of regular practices with specific behaviors. 

Servant leaders build relationships with staff through active listening 

while asking incisive and insightful questions (Lumpkin and Achen, 

2018). The servant leadership model is the antithesis of the traditional 

leadership approach, inverting the top-down approach to management 

by diffusing the leader-driven power base. Instead, servant leaders "use 

their power as a personal responsibility to serve and influence others" (Stahel et al., 2022). 

There is no better time to examine compassion-based leadership models in university settings 

given the cataclysmic events of a Triple Pandemic (COVID 19, systemic racism, and economic 

distress) compounded by the Great Resignation in Higher Education. As Visvizi et al., (2023) 

emphasizes "the enduring legacy of humanistic leadership is pivotal in this new era of global and 

individual humanistic transformation amid change." (p. 8). 

As a countermeasure to authoritarian and other leadership models lacking in compassion that 

are practiced at colleges and universities, Wheeler (2012) exalts servant leadership as a model that 

aligns with the goals, mission, and purpose of higher education. 

While not a perfect fit, based on the interviews of the 10 university servant leaders in my study 

Examining Servant Leader Behaviors (Johansen, 2023), this model of compassion based leadership 

is complementary with the mission, vision, and practices inherent in higher education. 

The information gathered in this study was used to create the Servant Leadership Training 

Guide, a Toolkit to support in the training and development of current and future leaders in higher 

education. 

This instructional guide is intended to demystify the construct of servant leadership. By 

transforming research into action, this guide provides step-by-step guidelines to increase servant 

leadership related practices in higher education settings and create work cultures rooted in trust and 

compassion where the primary focus is the well-being of staff. 

Karol Johansen, EdD 

Morehead State University, Adult and Higher Education 
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' ' Corporate attitudes and practices, 

many ill-fitting, have encroached 

on colleges and universities. 

Calls for greater accountability, 

efficiency, and productivity in higher 

education have never been greater. 

- Dean, 2014 '' 

From Genetic Literacy Project, July 16, 
2020, https://geneticliteracyproject. 
org/2020/07 /16/who-is-most-vulnerable­
by-age-and-race- to-dying-from-covid-19 

From Institute for Human Rights and 
Business - IHRB, June 15, 2020, By Scott 
Jerbi, Senior Advisor, Policy & Outreach, 
https:/ /www.ihrb.org/focus-areas/ non­
discri mination/commentary-black- I ives­
matter-a-moral-moment 

From Arkansas Times, March 4 2021 , 
https://arktimes.com/columns/ernest­
d umas/2021 / 03/04/ the-origins-of-the­
jan-6-insurrection 
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' ' In the United States. we are currently 

confronting three crises: Pandemic. 

Racial Reckoning. and Political Violence. ' ' 

- Brubaker, 2021 

In esrnblishing The comexT for creaTing a Servam Leadership Training program iT 

is imponam TO view The currem srnTe of higher educaTion. In The second decade of 

The 21 ST cemury, we are fully ennenched in The era of accoumabiliTy wiThin higher 

educaTion in The UniTed SrnTes. WiTh The decrease of public suppon coupled wiTh a 

push for heighTened accoumabiliTy, There has been a growing nend known as The 

corporaTizarion of higher educaTion. A global pandemic pUT unprecedemed pressure 

on an already sneTched higher educaTional sysTem. In The UniTed SrnTes. we have 

been cunemly confroming Three crises: Pandemic. Racial Reckoning. and PoliTical 

Violence (Brubaker, 2021). 

According TO Friga (2021). pandemic relaTed CUTS and losses for higher educarion 

are esTimaTed as follows : "$85 billion in losT revenues. $24 billion for COVID-relaTed 

expenses, and $74 billion in amicipaTed furnre decreases in srnTe funding. Thar adds 

up TO a whopping $183 billion" (Friga. 2021. para. 4). Many colleges and universiTies 

are responding (even prior TO COVID) by 

implememing privaTe secTOr leadership models 

along wiTh mher cosT cuning and revenue 

generaTing measures. As Dean (201 4) assens. 

"CorporaTe anirndes and pracTices, many 

ill-fining. have encroached on colleges and 

universiTies. Calls for greaTer accoumabiliTy, 

efficiency, and producTiviTy in higher educaTion have never been greaTer" (P· 274). 





THE FUTURE OF COLLEGE AND 
UNIVERSITY LEADERSHIP 

MASS EXODUS: HIGHER EDUCATION 

As the COVID crisis is winding down, this is a critically important time rn examine 

leadership models for future leaders in higher education. I-or a myriad of reasons, there 

has been a wide scale departure (often referred rn as a Mass Exodus) in higher education. 

According rn Ralsrnn (2022), "Relatively successful faculty and staff are leaving higher 

education institutions in droves, seeking employment opportunities in other seetors of the 

economy" (para. 1). 

I he reasons behind the wide scale deparrnre in higher education include (bm are nm 

limited rn): 

• Search for higher compensation 

• Desire for greater flexibility in remme work arrangements 

• Seeking instirntional policies that promote greater work - life balance 

• Reaction rn reduced or reimagined college/university benefit packages 

(Ralsrnn, 2022). 



TOXIC LEADERSHIP BEHAVIORS 

In recent years, the work force (in the private sector and 

higher education) has had high profile leaders who did 

considerable damage by employing leadership behaviors that 

diverted sharply from the principles of servant leadership. In 

higher education in 2021 , a jury convicted former Fox School of 

Business Dean Moshe Porat of blatant dishonesty to US News 

and World Report in order to inflate the performance of the 

Temple University business school in its online and part-time 

MBA rankings. In the first business school rankings scandal 

From Poets and Quants, May 3, 2022, https:// 
poetsandquants.com/2022/05/ 03/moshe-po­
rat -denied-bail-will-beg in-prison-sentence­
on-may-9/ 

to be prosecuted in a criminal court, Porat was sentenced by 

a judge to 14 months in federal prison. (Roebuck and Snyder, 

2022) . 

In the private sector, Elizabeth Holmes, the ex-founder 

and chief executive of the now defunct health technology 

company Theranos (once worth 1 0 billion dollars) was exalted 

as the next Steve Jobs. In 2021, Theranos was valued at zero 

and Holmes was staring point blank at a dozen federal fraud 

charges over allegations that she knowingly misled investors. 

(Hartmans et al., 2021 , para.3). 

In 2022, former Theranos CEO Elizabeth Holmes was 

convicted on four counts of fraud, Holmes was sentenced 

to more than 11 years in prison for misleading investors 

who funded her start -up focusing on blood testing . (Lerman, 

2023). 

From The Telegraph, August 20, 2021, https:// 
www.telegraph.co .u k/technology / 2021 / 08/ 20/ 
theranos-founder-elizabeth-holmes-right­
hand-man-brace-court/ 
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FALL OUT FOR WORKERS IN FALL OUT FOR 

WORKERS IN TOXIC WORKPLACES 

' ' A toxic work environment with harassment, bullying, ostracism, and 

incivility has severe emotional consequences for employees. 

- Rasool, 2019 '' 
As a result of unfit leadership, employees have suffered greatly, and the result is the diminishing 

trust in leaders, decreasing loyalty, and high rates of staff turnover. The following are symptomatic 

of toxic leadership: 

• Erosion of Trust and Respect 

• Disempowering Employees 

• Operating in a Vacuum, Isolation from Campus and Community Partners 

• Lack of Integrity and Transparency 

• Constantly Shifting Goals and Priorities 

• Favoritism, Disparate Treatment, Invalidation, Gossiping, and Bullying 

• Not Recognizing and/or Taking Credit for Others Work 

(Rasooletal.,2019). 

A toxic work environment with harassment, 

bullying, ostracism, and incivility has severe 

emotional consequences for employees. The fall out 

for workers in toxic workplaces with poor leadership 

is often anxiety and depression which can negatively 

impact productivity. (Rasool et al., 2019). 

plO 

From MIT Management Sloan School, April 29, 2019, 
https:/ /m itsloan.m it.edu/ideas-made-to-matter/fixing-a­
toxic-work-cu lture-guarding-against-dark-triad 



Persistent exposure to toxic leaders, both daily and longitudinally had '' a negative effect on the psychological we/I-being of subordinates. ' ' 

- Hobman, 2009 

According to Hobman et al., (2009) persistent exposure to toxic leaders, both daily and 

longitudinally had a negative effect on the psychological 

well-being of subordinates. Kusy and Holloway (2009) 

also reported decreased self-efficacy and reduced self­

worth among staff 

who reported to toxic 

leaders for long periods 

of time. Toxic leaders 

erode the self-confidence of staff through actions such as 

criticizing, marginalizing, ridiculing, and yelling. (Harvey et al., 

2014). According to Richman et al., (1992), the perceptions that 

subordinates have of mistreatment from toxic leaders can lead 

to negative psychological effects such as anxiety, depression, 

and hostility. 
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SERVANT LEADERSHIP: 
A REMEDY FOR THE TOXIC WORK CULTURE 

'' At the heart of servant leadership is putting employee well­

being as a priority while focusing on the personal 

and professional growth of followers. 

- Laub, 2018; Mayer, 2010 '' 
Servant leadership studies show that this leadership style has a positive impact 

on followers and organizations, on areas such as overall job satisfaction (Guillaume, 

Honeycutt & Savage-Austin, 2013), collaboration and team effectiveness (Mahembe et 

al., 2013), and reduction of employee turnover (Ng et al., 2016). At the heart of servant 

leadership is putting employee well-being as a priority while focusing on the personal and 

professional growth of followers. (Laub, 2018; Mayer, 2010). 

m It®, ~~ 
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LEAD WITH VISION 
MAKE THE RECOGNIZE GIVE AUTONOMY ENCOURAGE 

GOALS CLEAR GREAT WORK TO THE TEAM TEAMWORK 



MASTER PLAN FOR 
SERVANT LEADERSHIP TRAINING PROGRAM 

Using the framework provided by the 

Greenleaf Center and other sources, the 

following historical, conceptual, and applied 

content supports a comprehensive servant 

leadership training program. The following is 

an outline for the core sections for the Servant 

Leadership Training Program. 

Defining Servant-Leadership 

a) History, Ancient Leadership Style, Connection to 

Christianity 

b) The Nature, Mission and Purpose of Servant 

Leadership 
PART 1 

Understanding 
Servant 

Leadership 
c) Robert K Greenleaf Modernizes the Notion of Servant 

Leadership 

d) Myths, Misconceptions, and Critical Assessments 

about Servant Leadership 

Characteristics and Historical Profiles of a Servant-Leader 

a) Spears (2002) identified ten characteristics from Green leaf's writing 

b) Spotlight on leaders of historical importance who embody servant leadership 

c) Showcasing current thought leaders who embrace Servant Leadership (Brene Brown and Simon 

Sinek). 

pl3 



Assessing Servant-Leadership characteristics 

already present in the leaders' own practice 

of leadership along with areas of potential 

development 

a) Presenting the Benefits of the Servant 

Leadership Profile Instrument (SLP-R) 

b) The Connection Between Emotional 

Intelligence and Servant Leadership 

c) Addressing the Challenges of the Servant 

Leadership Model and Implementation of this 

Leadership Style. 

Beginning the Practice of Servant-Leadership 

a) Developing a Psychological Safety Playbook 

b) Presenting the Case Study of Starbucks: 

Building and Instilling a Servant Led Culture 

Quotes from University Leaders about the Practice 

of Servant Leadership 

Featured Commentary from 1 O Servant Leaders in 

Higher Education 



EXPANDED DETAILED CURRICULUM: MASTER PLAN FOR 

SERVANT LEADERSHIP 

'' 

TRAINING PROGRAM 

Leadership 

a) History, Ancient Leadership Style, Connection to Christianity 

b) The Nature, Mission, and Purpose of Servant Leadership 

c) Robert K. Greenleaf Modernizes the Notion of Servant 

Leadership 

d) Myths, Misconceptions, and Critical Assessments about 

Servant Leadership 

The constructs and teachings of Servant Leadership can be 

traced back to the Zhou dynasty and align with the teachings of 

Confucius and the leadership of ancient Arabic cultures. 

- Sendjaya, 2002 

~ -... . 
~ ..... . 

- - - - - -

'' 



From China Highlights, November 2, 2021, https://www.chinahighlights.com/map/ancient-china-map/eastern-zhou-dynasty-map. 
htm 

PART lA: DEFINING SERVANT-LEADERSHIP 

The concept of servant leadership dates back to ancient history. Ancient monarchies practiced 

leadership which was in service of their people and country. The constructs and teachings of 

servant leadership can be traced back to the Zhou dynasty and align with the teachings of Confucius 

and the leadership of ancient Arabic cultures. (Sendjaya & Sarros, 2002; Winston and Ryan, 2008; 

Hirschy, Gomez, Patterson, & Winston, 2012). The term "servant leader" has been used for centuries 

and is accredited to the ancient teachings of Christianity. (Gandolfi and Stone, 2017). 
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PART 1B 

THE NATURE, MISSION AND PURPOSE OF SERVANT LEADERSHIP 

' ' For our own success to be real, it must 

contribute to the success of others. '' - Roosevelt, n.d. 

Former First Lady Eleanor Roosevelt is a photograph by Everett 
which was uploaded on December 8th, 2011. From Fine Art 
America, https://fineartamerica.com/featured/1-former-first-lady­
eleanor-roosevelt-everett.html 

The core of servant-leadership is the 

notion of caring as a genuine concern for 

people. (Greenleaf, 1970; 2003; Spears, 

2002). Eleanor Roosevelt once famously 

proclaimed, "For our own success to be 

real, it must contribute to the success of 

others" ( Roosevelt, n.d.). In keeping with 

Roosevelt's philosophy of empowering 

others, servant leadership focuses on the 

concept of "lifting people up" within an 

organization. Servant leaders place the 

needs of others within the organization at a 

higher priority above their own. By leading 

by example, servant leaders unlock the 

potential for others to thrive. They realize 

that the happiness of employees has a 

direct impact on developing a positive work culture. As Flood (2019) contends, servant leaders not 

only lead by example, but also "are careful listeners, are encouraging, remove barriers for others, and 

equip others with the tools necessary for success" (para. 1 ). 
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PART lC 

ROBERT K. GREENLEAF MODERNIZES 

THE NOTION OF SERVANT LEADERSHIP 

By Robert K. Greenleaf 

Greenleaf Coins the Term Servant Leadership 

For Greenleaf, servant leadership was the 

antithesis of autocratic leadership and 

instead focused on the individual and 

how they can flourish and meet their full 

potential. (Greenleaf, 1970). 

CEN'ER FOR 
SERVANT LEADERSHIP While servant leadership has been in existence 

since ancient times, the modern version of the phrase 

"servant leadership" was coined by Robert K. Greenleaf in The Servant as Leader, an essay that 

Greenleaf first published in 1970. In that seminal essay, Greenleaf (1970) said: 

The servant-leader is servant first... It begins with the natural feeling that one wants to serve, to 

serve first. Then conscious choice brings one to aspire to lead. That person is sharply different from 

one who is leader first, perhaps because of the need to assuage an unusual power drive or to acquire 

material possessions (p. 6). 

For Greenleaf, servant leadership was the antithesis of autocratic leadership and instead focused 

on the individual and how they can flourish and meet their full potential. 
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PART lD 

MYTHS, MISCONCEPTIONS, AND CRITICAL ASSESSMENTS 

ABOUT SERVANT LEADERSHIP 

e COMPETENT MANACER 

The term servant leadership is subject to a number 

of myths and misconceptions. When implementing 

this leadership practice, Jim Collins, retired 

President/COO of a major food services company 

opted not to use the term Servant Leader and instead 

uses the term "Level 5 Leader" because of concerns 

about misinterpretations surrounding the term 

Servant Leader. (Lichtenwalner, 2021 ). 

e CONTRIBUTINC TEAM MEMBER 

• HICHLY CAPABLE INDIVIDUAL 

The Myth of Unquestioning Subservience to Followers 

Many leaders believe that servant leadership involves blindly validating whatever subordinates 

wish to do without question. In truth, servant leaders must make hard decisions and often go 

against the wishes of followers for the greater good of the organization. (Lichtenwalner, 2021 ). 

The Myth of Hyper-Focusing Exclusively on Followers 

Many dissenters of Servant Leadership believe that servant leaders think only of being of service 

to followers. In truth, those practicing servant leadership must focus on serving all stakeholders 

(staff, partners, constituents, and the community). (Lichtenwalner, 2021 ). 

The Myth of Contemporary Servant Leadership Being Religious in Nature 

Examples of Servant Leadership are present throughout the Bible and in the majority of religions. 

The singular concept of Servant Leadership is actually secular in nature. A similar perspective exists 

across most major religions. However, the concept of Servant Leadership alone, is secular in nature. 

(Lichtenwalner, 2021 ). 
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Servant Leadership Under a Critical Lens 

Hawkins (2009) and Spears (1995) offer criticisms based on the work of leadership theorists. In 

terms of servant leadership, for example, Spears (1995) asserts that servant-leaders are dreamers 

who need to refine their conceptualizing lens "to address problems that arise from a more global 

perspective rather than just from within their work environment" (Spears, 1995, p. 6). Further, 

they need to focus on employee needs but not at the expense of the stakeholder or the community. 

(Hawkins, 2009). 
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PART2A 

PRESENTING THE TEN CHARACTERISTICS OF A SERVANT LEADER 

Spears (2002) identified 1 0 characteristics from Greenleaf's writing that are core to the 

development of servant leadership. 

Servant Leadership Characteristics 

1. Listening-acknowledging the viewpoint of followers and validating these perspectives. 

2. Empathy-"standing in the shoes" of another person and attempting to see the world from that 

person's point of view. 

3. Healing-in helping followers become whole, 

servant leaders are themselves healed. 

4. Awareness-understanding oneself and the 

impact one has on others. 

s. Persuasion-creates change through gentle, 

non-judgmental argument. 

6. Conceptualization-the ability to be a 

visionary for an organization. 

7. Foresight-the ability to predict what is 

coming based on what is occurring in 

the present and what has happened in the past. 

8. Stewardship-carefully managing the people and 

organization one has been given to lead. Holding the 

organization in trust for the greater good of society. 

9. Commitment to the Growth of People-treating each 

follower as a unique person with intrinsic value 

beyond what her/she contributes to the organization. 

10. Building Community-allowing followers to identify 

with something greater than themselves that they 

value. (Spears, 201 0, p. 27). 

p2l 



p22 

PART2B 

FEATURED SERVANT LEADERS OF HISTORICAL IMPORTANCE 

In more recent history, Mother Teresa and Martin Luther King Jr. 

serve as examples of historical figures demonstrating servant leadership. 

From https://www.invajy.com/mother-teresa-quotes 

From https://www.flofalayi.com/25-dr-martin-king-jr-quotes 



PART 2C 

SHOWCASING CURRENT THOUGHT LEADERS WHO 

EMBRACE SERVANT LEADERSHIP 

'' 

From UT News, February 4, 
2020, https://news.utexas. 

edu/2020/02/04/brene-brown­
bri ngs-da re-to-lead-program-to­
ut-as-new-visiting-professor-of-

ma nagement 

Servant leadership is unable to thrive 

in a culture of shame or fear. 

- Brown as cited by Fox, 2018 '' 
Many of the foremost contemporary thought leaders promote servant 

leadership-leaders such as Simon Sinek, Patrick Lencioni, and Brene 

Brown-they speak tirelessly about the power of servant leadership in 

building a healthy, productive and thriving workplace. 

Brene Brown, a thought leader, contributor to Servant Leadership in 

Action, and research professor at the University of Houston, asserts 

that servant leadership is unable to thrive in culture of shame or fear. 

(Fox, 2018) "Courage is the foundation of servant leadership; shame, 

meanwhile, ,=f-

breeds fear," 

(Brown as cited 

by Fox, 2018). 

From https://www.military.com/veteran-jobs/career-advice/5-ted­
ta lks-wi II- help-you-transition. htm I 
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Assigned Texts for Servant Leadership Training Program 

1) Coyle, D. (2018). The culture code: The secrets 

of highly successful groups. Bantam. 

2) Greenleaf, R. K. (1970; 2003). The servant 

as leader. In H. Beazley, J. Beggs, & L. C. 

Spears (Eds.), The servant-leader within: A 

transformative path. (pp. 31-74). Mahwah, 

NJ: Paulist Press 

3) Sinek, Simon. 2017. Leaders Eat Last. 

London, England: Portfolio Penguin. 

4) Spears, L. C. (2010). Character and Servant 

Leadership Ten Characteristics of Effective, 

Caring Leaders. The Journal of Virtues & 

Leadership, 1, 25-30. 

5) Wheeler, D. W. (2012). Servant leadership for higher education: Principles and practices. San 

Francisco, CA: Jossey-Bass. 
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Assigned Questions for Written Responses 

(Minimum 10 sentences for each question) 

1. In what ways is servant leadership a paradox? Is servant leadership more of a trait or a 

behavior? 

2. Is it always possible to build consensus in groups? If not, what is a servant leader to do? 

3. Some of the measures used to assess servant leadership have a spiritual dimension to 

them (covenantal relationship, transcendental spirituality). How are spirituality and ethical 

behavior related? 

4. How can organizations, and not just individual leaders, become models of servanthood? Is it 

possible to practice servant leadership in a competitive corporate climate? 

5. How does servant leadership foster self-actualization in followers? 



6. What is the distinction between persuasion and influence? 

7. How is servant leadership different from authentic leadership? 

8. Is it possible to be a servant leader and not be very humble? 

9. Why is it important to develop a theoretical basis for servant leadership? (Chegg, 2022, p. 1). 

Discussion Questions for Break Out Groups 

1. When have you had "the natural desire to want to serve, to serve "first" in a situation? 

How does this flt with your aspirations to lead? 

2. Have you known people who are natural servant leaders? 

3. Which of Spears leadership characteristics do you feel are most important? 

Which do you implement of a daily basis as a leader? 

4. How might a servant leader's gender, age, or ethnicity influence how he or she is perceived by 

followers? 

s. How would you compare the historical servant leaders (Mother Teresa, MLK) with the modern 

servant leaders (Simon Sinek, Brene Brown)? 

6. Is it possible to practice servant leadership in a computer-mediated environment (e.g., in a 

virtual team)? 

7. An empirical study by Hunter et al., (2013) concluded that "leaders scoring high in 

agreeableness and low in extraversion were more likely to be perceived as servant leaders 

by their followers." How might one's degree of extraversion lead to (not) being perceived as a 

servant leader? 

8. Why is healing a central characteristic of a servant leader? Can you think of any examples 

where a leader was equipped to help a 

follower overcome a problem? How does 

helping someone become whole, in turn 

heal the servant leader? 

9. In your mind, are there any risks associated 

with servant leadership? (Chegg, 2022, p. 1) 
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PART 2: BUILDING THE PRACTICE OF SERVANT LEADERSHIP 
Assessing Servant-Leadership characteristics already present in the leader's own practice of 

leadership and areas of potential development: 

a) The Benefits of the Servant Leadership Profile Instrument (SLP-R) (Wong and Page, 2003). 

b) The Connection between Emotional Intelligence and Servant Leadership 

c) Addressing the Challenges of the Servant Leadership Model and Implementation of this 

Leadership Style. 

PART 2A: THE BENEFITS OF THE 

SERVANT LEADERSHIP PROFILE REVISED INSTRUMENT (SLP-R) 

The Servant Leadership Profile Revised 

Instrument (SLP-R) can provide leaders 

with a self-assessment of their level of 

servant leadership competencies and 

areas of potential development. 

The Servant Leadership Profile Revised Instrument (SLP-R) was developed from the research of 

(Wong and Page, 2003). Researchers Page and Wong (2003) extended Green leaf's work by creating 

a multidimensional model that recognizes 12 servant leadership attributes. These attributes are 

both a result of conducting a literature review and based on their own experiences in leadership. The 

SLP-R can provide leaders with a self-assessment of their level of servant leadership competencies 

and areas of potential development. The (Wong and Page, 2003) assessment can be found by 

visiting the following link: 

h tip:/ /www. d r pa LI I won g. co m/w p-content/ LI p loads/ 2018/03/ Servant- Lead er ship- P rofi I e- Revised-SL P- R-Wo n g- Page- 2003. pd f 
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Strongly 
Disagree 

(SD) 

2 3 4 

Undecided 

5 6 7 

Strongly 
Agree (SA) 

For example, if you strongly agree, you may circle 7, if you mildly disagree, you may circle 3. If 
you are undecided, circle 4, but use this category sparingly. 

I. To inspire team spirit, I communicate enthusiasm and confidence. I 2 3 4 5 6 7 

2. I listen actively and receptively to what others have to say, even when 1 2 3 4 5 6 7 
they disagree with me. 

3. I practice plain talking- I mean what I say and say what I mean. 2 3 4 5 6 7 

4. I always keep my promises and commitments to others. 1 2 3 4 5 6 7 

5. I grant all my workers a fair amount of responsibility and latitude in I 2 3 4 5 6 7 
carrying out their tasks. 

6. I am genuine and honest with people, even when such transparency is 1 2 3 4 5 6 7 
politically unwise. 

Information on Servant Leadership Assessment and Scoring 

The SLP-R is a 62-item survey that uses a 7-point Likert-type scale that ranges from 1, 

representing strongly disagree, to 7, representing strongly agree. (Wong and Page, 2003). 

The SLP-R has specifically measured a set of identified categories of the best practices of 

servant leaders. The assessment "has been used by more than one hundred organizations and 

universities for research and evaluation purposes" (Wong and Davey, 2007, p. 5). 

EMOTIONAL 
INTELLIGENCE 

The SLP-R instrument measures an 

overall dimension of SL by summing the 

responses to each of the items on the 

SLP-R. The SLP-R comprises a total of 

1 0 subscales. Eight of the subscales 

are used to represent the presence of 

SL characteristics; the remaining two 

Emotional Intelligence Model, 
Goleman, Daniel, 1995 
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subscales are intended to measure characteristics antithetic to servant leadership. (Wong and Page, 

2003). 

This instrument considers the barriers to servant leadership performance and includes both 

positive and negative leadership attributes, particularly those that encourage (e.g., empathy and 

integrity) and hinder (e.g., pride and egotism) a servant's heart. According to Wong (2003), this 

instrument "explains and predicts the absence and presence of SL" (p. 13). 

PART 2B: THE CONNECTION BETWEEN 

EMOTIONAL INTELLIGENCE AND SERVANT LEADERSHIP 

' ' A high level of emotional intelligence is 

a predictor of effective leadership. 

- George, 2000 and Goleman, 2004 '' 
Barbuto et al., (2014) established a connection between emotional intelligence and servant 

leadership believing that emotional intelligence is "both theoretically and practically relevant to 

servant leadership." (p. 315). Both constructs, servant leadership and emotional intelligence, could 

have impact on the effectiveness of leadership. For followers, these constructs foster a sense of 

trust in leaders. Other researchers, including Goleman (2004) and George (2000) attest that a high 

level of emotional intelligence is a predictor of effective leadership. 

Leaders who are emotionally intelligent are better equipped to navigate complex dynamics that 

can occur in the workplace. As Roark and Beuthin (2014) contend, leaders who analyze how their 

own perceptions of servant leadership behaviors compare to the assessments of their followers can 
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have an enhanced relationship with those they supervise. Awareness of followers' perceptions is not 

just for consolation of a job well done, or good interpersonal relationships, but as Greenleaf (1977) 

offers, awareness leads to "an awakening of an individual" with the goal of working towards a highly 

developed "moral, interpersonal relationship" with followers. (p. 250). 

PART 2C: ADDRESSING THE CHALLENGES OF THE 

SERVANT LEADERSHIP MODEL AND IMPLEMENTATION 

OF THIS MANAGEMENT STYLE 

Potential Top 5 Servant Leadership Challenges 

' ' Basically, focusing on the relationship aspect 

of the organization may take time away from 

the functional aspects of the organization. ' ' 

- Siekert, 2019, para. 1 
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According to Siekert (2019), here are the top five servant leadership challenges: 

#1 - Fatigue 

Servant leadership draws on empathy to the extreme. As a servant leader, one's own needs 

become secondary to those of employees. This philosophy of over giving to staff can lead to fatigue. 

(Siekert, 2019). 

#2 - Undermined Authority 

In the majority of leadership scenarios, servant leadership can be effective. Yet, there are times 

when a leader will need to exert authority. Servant leadership does not adjust for leaders needing to 

take a firm position and doesn't allow for this level of increased authority. (Siekert, 2019). 

For example, as Siekert (2019) asserts, "when a leader has to be more authoritative, followers 

aren't going to believe that the leader means business. This is because followers may have seen 

the leader waiver on other issues previously while being empathetic to team members. Thus, the 

authority of the leader is undermined" (para. 1 ). 

#3 - Decreased Motivation 

As Siekert (2019) submits, in addition to undermined authority, "servant leadership can result in 

diminished motivation. With leadership lending a helping hand, workers are tempted to ease off their 

current level. If the leader is going to shoulder some of the weight, then team members don't have to 

shoulder as much" (Siekert, 2019, para. 1 ). 

Eventually, this can diminish motivation. "Why work diligently if the leader will step in and lend a 

hand or finish the project?" (Siekert, 2019, para. 1 ). 

#4 - The Organization Becomes Less of a Priority 

The needs of the organization itself can be diminished because the leader is hyperfocused on 

team members. Leaders do need to consider the needs of the team members but it should not 

supersede the overarching mission of the organization. (Siekert, 2019). 

"Basically, focusing on the relationship aspect of the organization may take time away from the 

functional aspects of the organization," (Siekert, 2019, para. 1 ). 

#5 - It Doesn't Fit Every Situation 

"Each organization is like a person with individual characteristics all its own. Ultimately, there's 

no leadership model that works in every business or in every situation. Organizations are fluid and 

require a fluid leadership style" (Siekert, 2019, para. 1 ). 
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SUMMATION OF CHALLENGES 

Many leaders find it difficult to transition from the power and authority that comes with their 

role in a hierarchical, command-and-control organization. They cannot yet see themselves as 

servant leaders, or indeed trust their staff enough to devolve responsibility and support them as they 

grow into their own new roles. Traditional leaders have nothing to fear and everything to gain from 

adopting a value-creation, trust-based servant leadership approach. (Whiteside, 2021, para. 3). 

There are criticisms that need to be addressed in terms of the Servant Leadership model. 

For example, Spears (1995) asserts that servant-leaders are dreamers who need to refine 

their conceptualizing lens "to address problems that arise from a more global perspective 

rather than just from within their work environment" (Spears, 1995, p. 6). Echoing Spears (1995), 

Siekert (2019) asserts that servant leaders need to focus on employee needs but not at the expense 

of stakeholder or the community. (Siekert, 2019; Hawkins, 2009). The Servant Leadership Program 

focuses on celebrating the positive characteristics while analyzing the shadow side of Servant 

Leadership, developing strategic goals of the organization while fostering a compassion-based 

servant-led culture. 

EXERCISE FOR PARTICIPANTS 

Take the SLP-R assessment and answer the following questions in writing. A paragraph for each 

question is sufficient. 

1) What was the experience like taking the SLP-R? Did you find you were hesitant or decisive in 

answering the questions? 

2) Do you think your scores relating to the Servanthood and Leadership, 

and Abuse of Power and Pride sections are indicative of your 

leadership? If not, why? How does your overall score coincide with your 

leadership style? 

3) Do you think having all team members in your workplace take this 

assessment would be valuable? Why or why not? 
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Break Out Group Questions 

1. How do you define having a high level of psychological safety in your work environment? How 

can psychological safety be increased in your work setting? 

2. Do you feel comfortable making mistakes and feeling supported in your work setting? Why or 

why not? 

3. Can you share a time when a leader you have had has shown vulnerability? What did that 

experience (seeing a leader showing vulnerability) mean to you? 

4. How do you define emotional intelligence and what importance do you think it has in the 

workplace? 

s. Do you agree with the criticisms of servant leadership? In reviewing the downside of servant 

leadership, what challenges do you think would occur if this model was implemented in your 

work setting? Do you think your leader/team could overcome these challenges? 

PART 3: THE ACTUAL PRACTICE OF SERVANT LEADERSHIP 

BEGINNING THE PRACTICE OF SERVANT-LEADERSHIP 

a) Developing a Psychological Safety Playbook 

b) Case Studies on the U of M Call Center and Starbuck's: Building and Instilling a Servant Led Culture 

p32 

TURN 
KN0"_-_7LEIGE 

INTO 
ACTION 



PART 3A: DEVELOPING A PSYCHOLOGICAL SAFETY PLAYBOOK 

The foundation of a servant leadership culture is rooted in psychological safety. 

Promoting a psychologically safe "speak up" environment, where people feel comfortable 

asserting independent opinions and providing honest feedback, can not only promote innovation and 

creative risk-taking but also keep ethical behavior in check (Bastian, 2019). 

In The Culture Code: The Secrets of Highly Successful Groups, Coyle (2018) examines high 

performing groups and the dynamics of results oriented teams. Coyle (2018) uses Edmonson's work 

on psychological safety as a platform to further uncover the secret of developing successful teams. 

From TechNadu, January 8, 2021, https://www. 
technadu.co m/watch-pixa r- movies- in-order­

chronologica I-or- pixar-theory /238553/ 

5AN ANTONIO 

SPJIRS 
From https://upload.wikimedia.org/wikipedia/en/a/ 

a2/San_Antonio_Spurs.svg 

IDEO 
DESIGNTHIN K ING 

From https://designthinking.ideo.com 

Coyle (2018) visits some of the world's most productive groups--including Pixar, Navy SEALs, 

Zappos, IDEO, and the San Antonio Spurs in an attempt to cast the spotlight on great teamwork and 

develop a psychological safety playbook (Coyle, 2018). 
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Coyle (2018) explores productive and achievement oriented groups and how members interact in 

a positive manner with one another. Coyle's (2018) research identifies three tenants that help teams 

flourish: 

1) Build an environment rich in psychological safety. 

2) Create a setting where team members feel comfortable being vulnerable. 

3) Reinforce a sense of mission and purpose within the organization and the team. 

Coyle (2018) provides a solid foundation for leaders to build psychological safety and thereby 

hone successful teams. 

Oear safety rules 
and procedures 

BUILD SAFETY 

WHAT IS SAFETY CULTURE? 

Safety Culture is ... 

I i I 
Employee participation 

and empowerment 
Management 

commitment/buy•in 
Rigorous reporting 

practices 
Commitment to 

improvement 

From Alert Media, April 22, 2022., https://www.alertmedia.com/blog/safety-culture-examples 

Coyle (2018) recommends that leaders continually look for belonging cues that illustrate a team's 

operating principles. These cues provide a window into the values of the group and how leadership 

can align with those values. Building safety is not synonymous with creating happiness although 

that may be an end result. Instead, the best teams can handle and embrace raw feedback even if it 

comes with discomfort but nonetheless safety is an absolute prerequisite. 
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SHARE VULNERABILITY 

' ' When we share our vulnerable stories and 

breakthroughs, they can help create a bridge 

for another person to cross. 

- Megan Febuary 

https://www.meganfebuary.com '' 
Just as pilots give "cockpit notifications" teams need to demonstrate vulnerability in addressing 

challenges. They need to give informal messaging to one another that is candid yet supportive. 

Cooperation stems from shared vulnerability. Coyle (2018) shares examples of leaders who are 

open and vulnerable with their teams about errors, doubts and mistakes, even in autocratic, chain 

of command environments such as the Navy Seals. When people are openly vulnerable (including 

leaders), this gives the entire team the notion that 'we are in this together.' 

ESTABLISH PURPOSE 

Highly successful teams are purpose 

driven and able to connect their daily work 

to their overall purpose. Organizations 

need to be able to tell their story and every 

team member needs to be tuned into that 

narrative. 
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CASE STUDY 

Adam Grant, Author and 
Organizational Psychologist 

From https://review.firstround.com/adam­
grant-on-interviewing-to-hire-trailblazers­

nonconformists-and-originals 

I/; . .,, k __)"" 
f 'I'' 

" 

From Crusader News https://crusadernews.com/21032/ 
lifestyles/sc-life/writing-a-thank-you-to-donors 

From https://blaze.today/blog/best-tools-for-support­
professionals 

Adam Grant, author and organizational 

psychologist, researched University of Michigan's 

call centers and the low performance with regard 

to soliciting alumni donations. The rejection rate 

was abysmal and morale at the call center was 

low. Grant focused on connecting the team to 

the impact of the donations they were trying to 

raise. For example, Grant shared a letter (with 

the call center employees) from a student who 

had received a scholarship through alumni donations, the monetary award was life changing in 

his educational journey. Once the call center workers became connected to the greater purpose of 

soliciting money from alumni, the donations started to pour into the call center. (Coyle, 2018). 
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PART 3B: CASE STUDY, STARBUCKS, 
BUILDING AND INSTILLING A SERVANT LED CULTURE 

The Importance of a Servant Leadership Culture at Starbucks 

From Bloomberg, October 16, 2014, https://www.bloomberg.com/ 
news/articles/2014-10-16/starbucks-ceo-readies-thousands-of­

workers-for-a-tough-year-ahead?leadSource=uverify%20wall 

Howard Schultz's leadership style at Starbucks is admired and 

analyzed by many scholars. As the corporation's chief executive 

officer (CEO), he applied servant leadership efficiently in order to 

empower his followers. This practice resulted in a positive culture 

that continues to drive the company's performance 

- StudyCorgi, 2021, para. 1 

The largest coffee chain in the world, has a reputation for creating a culture of openness and 

putting employees as a top priority. Serving as company president from 1995 until his retirement in 

2003, Howard Behar partnered with CEO Howard Schultz to revolutionize Starbucks from a regional 

Pacific Northwest coffee chain (with just 28 stores across) to a brand with a strong global identity. 

One of Behar's primary goals was to integrate a compassion-based servant leadership model into 

the growing coffee chain. (Greenleaf, 2015). 
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In 2022, Schultz served as interim CEO and his servant leadership approach has stood the test of 

time. Howard Schultz's leadership style at Starbucks is admired and analyzed by many scholars. As 

the corporation's chief executive officer (CEO), he applied servant leadership efficiently in order to 

empower his followers. This practice resulted in a positive culture that continues to drive the 

company's performance. 

Senior Leadership Meets with Store and District Managers, From 
Business Today, November 9, 2022, https://www.businesstoday.in/ 
latest/trends/story/starbucks-new-ceo-laxman-narasimhan-has­

a-new-talent-he-is-now-barista-certified-352322-2022-1 1 -09 

Once psychological safety was established 

and managers had confidence that they could 

speak up without fear of reprisal, the following 

questions were asked: 

• What do you like about Starbucks? 

• What do you want to keep doing? 

• What do you want to change? 

(Greenleaf, 2015). 

OPEN FORUMS WITH BARISTAS "ASK LEADERSHIP ANYTHING" 

Behar (Retired President of Starbucks) proclaims that he provided 

complete transparency to baristas at Open Forums. Even when 

asked about his own annual 1 .3 million Plus salary (Greenleaf, 2015). 
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Baristas were invited to come to ask questions and raise any concerns to help open up the 

organization and build trust. Behar shared that he provided complete transparency even when 

asked about his own annual salary. (Greenleaf, 2015). In 2003, for example, Behar exercised options 

worth $5.4 million last year. Behar earned about $1.3 million in salary and bonus in fiscal 2002 and 

received $250,000 new stock options. 

SOCIAL JUSTICE FORUMS 

~ ~ ECONOMIC JUSTIChEUUALITY: SAFETY NET CIVIL RIGHTS 

i! SOCIAEIBUSTICE,,JGEIS~ 
;; lf:6!!~!! CISGENDER ADULTISM HATE CRIMEi lll Y ~ 
IDOMINANf;CUUIUREI 
;;! ARSTN11111SPllll!UN~u.,m,1M111•cuum, 2:i!!i I Z: ACCESSIOEDUCATION~ a!LGBTIQOCl:::E 

iSEXISMi~1RRIVIUEGEil~i 
HETEROSEXISM :=I I SOCIAL OPPRESSION 

From Jolt News, May 14, 2021, Image by Arloo, https://www.thejoltnews.com/ 
stories/city-of-olympia-invites-residents-to-virtual-discussion-about-new-social­

justice-and-equity, 1992 

'' We at Starbucks should be willing to 

talk about these issues in America. 

Not to point fingers or to place blame, 

and not because we have answers, but 

because staying silent is not who we are. ' ' 

- Starbucks CEO Howard Schultz 
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After the fatal shooting of Michael Brown by a police officer, a series of protests and riots 

occurred in Ferguson Missouri in 2014. During this time of raw emotional upheaval, Starbucks 

launched forums centered on social justice issues. Starbucks chairman and CEO Howard Schultz 

said, "We at Starbucks should be willing to talk about these issues in America. Not to point fingers 

or to place blame, and not because we have answers, but because staying silent is not who we are." 

(Bogado, 2015, para. 3). 

As a result of discussions at forums with Starbucks partners (employees) in St. Louis, and other 

cities across the country, Starbucks made a pledge to hire a minimum of 10,000 opportunity youth, 

those young people who were not in school or did not hold employment. (Starbucks, 2017). 

EXAMPLE OF A VALUES STATEMENT 

MEMORIAL UNIVERSITY VALUES STATEMENT (2022) 

' ' The most important thing leaders 

can do is live, eat and breathe 

whatever culture they want 

and then constantly reinforce 

and communicate their key 

values with employees. ' ' 

- Greenleaf, 2015, para. 4 

Behar recommends capturing ideas in writing and developing a values statement to reinforce 

and communicate the key components which will build a thriving culture. As Behar explains, "the 

most important thing leaders can do is live, eat and breathe whatever culture they want and then 

constantly reinforce and communicate their key values with employees" (Behar as cited in Greenleaf, 

2015, para.4). 
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Our Values 

Excellence: We encourage and 
promote excellence through 
innovation and creativity, critical 
thinking, and p roblem solving. 

8 
Accountability: We accept 
responsibi lity for achieving 
common goals and objectives. 

• Integrity: We are honest and 
ethical in all our interactions, 
maintaining the highest ethical/ 
mora l standards in teaching and 
learning, research, and public 
engagement. 

Leade rship: We embrace and 
foste r leadership in education, 
practice, and research, engaging 
with others to contribute to 
knowledge and skills that improve 
people's health and well-being. 

* Collaboration: We engage in 
respectful collaborations that 
promote success in education, 
research, practice, and public 
engagement. 

Sust ainability: We act in a 
manner that is en\/ironmenta lly, 
economically, and socially 
sustainable in administration, 
academic, and research programs. 

From Memorial University, School of Pharmacy https://www.mun.ca/pharmacy/about-us/ 

POINTS OF REFLECTION AND ACTION 

Submit a minimum of 1 O sentences (maximum of 20) to answer the following questions: 

• What would the psychological playbook look like to ensure psychological safety in your work 

setting? 

• Can you describe a time when you showed vulnerability to your colleagues? 

• Once psychological safety was established without the fear of reprisal, what direct questions 

would you ask your staff in order to uncover how they really feel about the work setting? 

• Draft a values statement for your current work setting. 
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BREAK OUT ROOMS 

• If you were to design a social justice forum for your workplace, what issues would you address 

and why? 

• What are six core values of your organization and why? 

• Can you describe a time when you were able to connect mission to an initiative and share with 

your staff? 

• Can you think of a time when the mission regarding an initiative was not communicated? What 

were these experiences like for you as a leader? 

PART 4: SERVANT LEADERSHIP STUDY: 
STRAIGHT TALK FROM UNIVERSITY SERVANT LEADERS 

EXAMINING SERVANT LEADERSHIP BEHAVIORS IN HIGHER EDUCATION: 

EXPLORATION OF A COMPASSION-BASED LEADERSHIP MODEL 

THROUGH THE LENS OF UNIVERSITY LEADERS 

This qualitative research study examined the potential of "servant leadership" in a university 

setting by focusing on specific enumerated behaviors of 1 0 leaders who practice servant leadership 

within a specific university. In direct contrast to the growing trends of increased accountability 

and cost-cutting measures, many of which are incongruous with the mission and values of higher 

education, servant leadership seeks to unlock team members' potential to thrive by cultivating 

empowerment through empathetic leadership. The underlying theory is that compassion-based 

leaders in higher education contribute to fulfilled staff members. A positive work culture, in a 

university setting, directly impacts employee well-being, psychological safety, productivity, retention, 

service delivery, and programming. (Wheeler, 2012). 

The study (Johansen, 2023) took an expansive look at servant leader behaviors, along with the 

rewards and challenges of the model, as well as external factors affecting the university and its 
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leadership. This qualitative study specifically examined how servant leaders (of staff) lead. The 

study identified and explored leader-specific behaviors that contribute to creating a compassion­

based, servant leadership culture, as well as those servant leader-oriented behaviors which may 

pose a challenge to exhibit in a leadership capacity. Through the words and direct experiences of 

ten university leaders, the research seeks to clarify how servant leaders act and interact with those 

they lead. Both the advantages and the disadvantages of the servant leadership model, and its 

application in higher education were explored. 

HIGHLIGHTS OF STUDY 

• Purely Qualitative Study Conducted at Rl Research Institution on the West Coast 

• Ten University Servant Leaders Interviewed with Five to 20 Plus Years of Experience 

• Validated Servant Leaders through Servant Leadership Profile Revised (SLP-R) Self­

Assessment 

• Leaders were referred to as Leader 1-Leader 1 O 

PURPOSE OF THE RESEARCH 

The research clarifies how servant leaders in higher education practice servant leadership with staff, 

specifically how they act and interact with those they lead. 

From ethical boardroom https:/ /ethicalboardroom.com/behavioural-auditing 
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BACKGROUND INFORMATION ON THE STUDY 

Corporate Attitudes and Datafication in Higher Education 

In the current environment, the most important measures in higher education are assessments, 

learning outcomes, metrics, data analysis, and key performance indicators (Hendry et al., 2023). 

Colleges and universities have responded by implementing private sector leadership models 

along with cost cutting and revenue generating measures (Hendry et al., 2023; Dean, 2014). As Dean 

""WIii ' ,,,, ,,,,, <•,,~,,, 

V~•,1,- Pl 

(2014) laments, "Corporate attitudes and 

practices, many ill-fitting, have 

encroached on colleges and universities" 

(p. 274). 

The intermingling of business 

and academic cultures brings both 

challenges and opportunities to explore. 

Triple Pandemic Affecting Higher Education 

The United States as a nation, and higher education as a system, has faced a Triple Pandemic 

Threat. The global pandemic resulted in a distressed economy compounded by both the Great 

Resignation and systemic racism (Harper-Anderson et al., 2023). 

It is a critical time to examine the positives and downside of the servant leadership model and 

inherent behaviors of leaders has faced a Triple Pandemic Threat (Egede et al., 2020). 
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INTERVIEW QUESTION FOR UNIVERSITY SERVANT LEADERS IN STUDY 

Interview I 

1) In your work as a servant leader at the university, what are three (3) specific practices that 

you implemented and what has been the impact? What training initiatives and/or professional 

development have you implemented that reinforce the practices of servant leadership? 

2) As a higher education leader, in looking at enacting servant leadership practices, which 

behaviors have you been able to implement with ease and which have presented the greatest 

challenges? As a servant leader, what are the advantages and disadvantages of this type of 

leadership? 

3) As a university leader, of the seven behaviors inherent in servant leadership (conceptualizing, 

emotional healing, putting followers first, helping followers grow and succeed, behaving 

ethically, empowering, and creating value for the community) (Northouse, 2016) which do you 

find to be the top three for leaders in higher education and what is your rationale? 

4) Goleman (2006) contends there are five components of emotional intelligence. Can you offer 

an example of how you have demonstrated each in a leadership capacity? 1) Self-awareness. 

2) Self-regulation 3) Motivation 4) Empathy 5) Social skills. 

Interview II 

5) To what extent is servant leadership a model that would be positively aligned with the goals, 

mission, values, and work culture inherent in your work setting? 

6) Tell me about a specific time when you provided support to a direct report. 

7) If I spoke with past and current direct reports, how would they describe your leadership style? 

8) Do you think the global pandemic has impacted your ability to practice servant leadership? If 

it has, please provide specific examples. 

Interview I: Question 1 (Part I) Asks Leaders 

In your work as a servant leader at the university, what are three (3) specific practices that you 

implemented and what has been the impact? 
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The majority of leaders cited the following three practices as impactful in practicing servant 

leadership in higher education and provided commentary (see Table 1 ): 

1) Investing time in Staff 

2) Mentoring and Modeling Integrity and Kindness 

3) Building a Strong Team through Collaboration, Providing Support, and Developing a Shared 

Vision 

Table 1: Findings: Three Shared Practices of Servant Leadership 

PRACTICE LEADER COMMENTARY 

1. Investing Time in Staff 1 a) Open Door Policy 

1 b) Making Formal Scheduled One-On-One Meetings with 
Staff a Priority 

1 c) Adding Meeting During Times of Challenge (i.e., COVID 
Enhanced Connectivity) 

1 d) Remaining Accessible to Staff 

1 e) Maintaining a Physical (On-Site) Precense 

1 f) Regular All Staff Meetings 

2. Mentoring and Modeling Integrity, 2a) Creating Psychological Safety in the Workplace 
Kindness, and Participation 

2b) Modeling Goodwill, Patience, and Being Participatory 

2c) Leading with Ethics and Integrity 

2d) Role Modeling the Concept of Involvement 

3. Building a Strong Team through 3a) Creating Opportunities for Collaboration 
Collaboration, Providing Support, 
and Developing a Shared Vision 3b) Providing Support in Goal Setting and Managing 

Workflow 

3c) Building and Communicating a Shared Organizational 
Vision 
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INVESTING TIME 

MENTORING AND MODELING INTEGRITY AND KINDNESS 

"-,1 
INTEGRITY ~ 

BUILDING A STRONG TEAM THROUGH COLLABORATION 

THROUGH PROVIDING SUPPORT AND DEVELOPING A SHARED VISION 

From https://www.seman­
ticscholar.org/pa per/ A-Re­
view-of-S ha red-Vision-and­
its-App lication-a n-Fischer / 
c2e 7 40a344c 7091 5d-
41 fad26d7fbcf4aa48e84c 7 p47 



SUMMARY OF SERVANT LEADER BEHAVIORS AND INSIGHTS OF STUDY PARTICIPANTS 

Top Three Behaviors 

In terms of behaviors that rise to the top for the servant leaders in this study they include: 

Investment of Time, Mentoring, and Modeling Behaviors while Leveraging Collaboration, Support and 

a Shared Vision to Build a Strong Team. 

Time 

The servant leaders in this study prioritize time and proactively plan out their schedules to 

provide support for their respective teams. It is important for these leaders to be consistently 

available for their staff and not let e-mails, meetings, projects, and other work obligations get in the 

way of meeting staff where they are. The leaders in this study make themselves available to meet 

one-on-one and also as a team. They have scheduled meetings but are also open to impromptu 

discussions. In one case, the leader interviewed makes attempts to physically connect with his team 

each day. Given these leaders consistently connect with their staff, they increase the level of 

connectivity to make their team members feel valued and supported. 

Quotes from Servant Leaders in 
Higher Education: Investing Time 

INVES TIN G Tl ME: 1:1 MEETINGS INVESTING TIME: ACCESSIBILITY 
' I forma lly w ill meet wi t h ind i v id ua ls on 

a regul;ir b;is is .. L c.1 n .is k ;ibo ut t he i r 

fam ily. I c;in ;isk ;ihout the ir p ets. Th ;it 

go<c>s a long with tr us t ,1 nd e stab li sh in g 
a positive wo rk env ir onment ." 

"I want to be a ccessible . I never want staff/student to 
think "O h she's too busy " . .J don 't eve r ca ncel {one-non­
oncs) unlcn it i s a family cmc,rgc ncy. I don't ever 

cance l those beca use I t hin k 1t is super impo rhn t to 

honor the space." 

-Leader# 1 -Leader#B 

INVES TI NG Tl ME: PHYSI CA L ON-S ITE PRESENC E 

"I visit the v.1 rious b uild ing s a nd w.i lk a rou nd the 

campus a ll the t ime, it builds relat io nships. My 
supe rviso r yea rs ago was a mazed tha t I d on't 

have sc hed ule d o ne-o n- ones w ith my st all. I 

stopped doing tha t a long time ago as I d id not 
f ind them t o be to be very product ive ;ind no t ;i 
good use of t heir timl'. I M tc ;i d, I h;ivc fre quent 

info rmal one-on-one s da ily." 

-Leader#S 

INVES TIN G Tl ME:O PEN DOO R POLICY 

" I d o spe nd t ime with e ve rybody when I 

have those opportunities to do so, I ha ve an 
ope n-doo r policy." 

-J.eader#1 

Mentoring and Modeling Behaviors 

I NVESTI NG Tl ME: 

ALL -STAFF MEE TINGS AND 

"I ma ke suretha t• . ..-e' re 
to uch ing base ind ividual ly in 
our week ly chec k in 
mcc tings;i nd then I J im 
c re a te s taff re tre a ts and a ll­
sulf p lann i ng meeti ngs as 
we ll : 

- J.eader#-4 

The servant leaders interviewed in this study follow an ethical approach to leadership whereby 

doing the right thing and being a role model to staff is of the highest priority and does not require 
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ample effort. With a values-driven approach, they aspire to create a psychologically safe workplace 

and lead by example. They show their staff by doing and thereby encourage greater participation 

and enhanced involvement. 

Quotes from Servant Leaders in Higher Education: 
Mentoring and Modeling Integrity, Kindness, 

and Participation. 

MENTOR I NG AND MODE LI NG 

PSYCHOLOGICAL SAFETY 

"When I started working with{oneof 

mydirectreports),I madesurethatshe 
knew right away that she was safe to 

be herself,shewas safe to make 

mistakes." 

MENTORING AND MODELING: KINDNESS 
"The staff recognize the power of being treated with 

kindness.Kindness really makes a difference when 
you're working with people." 

-Leader#4 

-Leader#B 

MENTOR I NG AND MODELING: PATIENCE 

"lfyouhavepeoplesittingthereandbeing 

negative .. l ask myself, How do we get this person 

to understand? lt'snottheirfaulttheydon't 

understand. They haven't been trained. It's up to 

us (leaders) to start bringing people along with us 

and showing them the way." 

-Leader#/ 

MENTOR I NG AND MODELING: INTEGRITY 

" I willtellthetruth, evenwhenit's 

uncomfortable .. ..andthe se niorleaderisnot 

happy w ith the survey results.I will step 
for ward inthatdiscomfort .. _evenifl am the 

lone voice .. _.l try to just lead by example.n 

-Leader#B 

Building a Strong Team 

MODEL I NG: INVOLVEMENT 
"I am on Staff Assembly,! 
teach CPR and Mental 
Health First Aid classes, I 
work helping to facilitate HR 
classes . .so my staff sees me 
getinvolvedandseesthat 
this benefits our 
organization and also 
benefitsthecampus.So,ifl 
want my staff to get 
involved on campus, I need 
to lead the way." 

-Leader#3 

The leaders actively build their teams through fostering a collaborative work environment, 

supporting with individual and group goal setting, and effectively managing workflow while 

developing a shared vision. 

Quotes from Servant Leaders in Higher 
Education: Building a Strong Team 

"Contribution amongst the team is key, 

I alwaysseeit(leadership)asa shared 

responsibility versus everything should 

just come from meas a Campus 

Director." 

-Leader#6 

BUILDING A STRONG TEAM: SUPPORT WITH GOAL 

"How can we work together? ... what can I do to support 

you so that you can better manage your time and how 

can 1 support you in setting priorities?" 

-Leader#S 

"I said to my Assistant 
Director, "This is my vision 
and where I would like to 
taketheorganization,What 
are your thoughts? What 
are your ideas? What's 
something you wanted todo 
in the past but we're told you 
couldn't do because there 
wasn't enough funding?" 

-Leader#B 
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Interview I: Question 1 (Part II) Asks Leaders 

What training initiatives and/or professional development have you implemented that reinforces 

the practices of servant leadership? 

Leader Responses: Servant Leadership Practices: Training and 

Development 

Using Strengths Related Assessments with Staff 

Giving Release Time for Professional Development and 

Training 

Encouraging Staff to Participate in University Sponsored Series Offered to Staff 

Inviting Guest Speakers who are Subject Matter Experts to Present to Staff 

Provide Training and Development around Diversity, Equity Inclusion and Belonging (DEIB) 

Issues in General and Specific to the Workplace 

Guest Speakers: Incorporating the Work of Paulo Freire 

One study participant (Leader #3) spoke of incorporating the 

philosophy of the Brazilian educator and philosopher Paulo Freire, 

(who was a leading advocate of critical pedagogy) into their 

department's staff training program. 

DEIB/lmplicit Bias 
From https://www.clacso.org/a-101-

1 n the aftermath of George Floyd's murder, Leader #5 shared that anos-del-nacimiento-de-paulo-freire 

the staff was engaged in training around Diversity, Equity, Inclusion 

From https://hr.berkeley.edu/grow/grow-your-deib 
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and Belonging (DEIB) issues, "We completed implicit bias 

training in 2020 (as a team) as a result of the George 

Floyd incident and the racial reckoning that occurred." 



Breaking Boundaries through Courageous Leadership Exercises 

Leader #6 launched a reflective exercise where staff presented on leaders who challenge the 

status quo and demonstrated courage in leadership. The staff were asked to bring in quotes or other 

content that exemplifies leading with courage and conviction. 

Based on the courageous leaders selected by staff members, 

this exercise can help university leaders identify passion 

areas for those they supervise (i.e., Social justice, leading with 

innovation). 

Courageous leadership is about 
using your influence to 
challenge the way things are 
and where we're headed 
because you know 
we need to do better. 

- Tanveer Naseer 

From https://tanveernaseer.com/why­
courageous-leadership-is-critical-for-today/ 

Quotes from Servant Leaders in 
Higher Education: Training 

TRAINING: DEIB ISSUES 
"We completed impli cit b ias training in 2020 (as a 

team) as a result of the George Floyd inc ident and the 
racial reckoning that occurred." 

-Leader#5 

TRA I NING: COURAGEOUS L EADERSHIP 

"A s a team, we've had courageou s leadership 
reflective sessions. Team member s are encouraged to 
share (on th is topic) whether it's an article, a book, or 

a quote or a story ..• a bout leaders with courage ." 

- Leader#3 

TRAINING: PAULO FREI RE 

uw e did training w ith an 
expert in Paulo Freire's work: 
NEveryone is a teacher and 
e veryone can learn · is what 
we base our work on. We try 
to be less hierarchical..more 
interactive using creative 
methods like a rt, dance , 
videos, journaling and 
discussion. It has been a 
huge success and resonates 
with a II of our sta ff." 

-Leader# 4 

Interview I: Question 2 Asks Leaders 

As a higher education leader, in looking at enacting servant leadership practices, which behaviors 

have you been able to implement with ease and which have presented the greatest challenges? As a 

servant leader, what are the advantages and disadvantages of this type of leadership? 
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Effortless and Challenging Servant Leader Behaviors 

Leading Ethically (Effortless) 

In prioritizing the well-being of others and serving as positive role models for staff, the leaders in 

this study are dedicated to fostering ethical work climates. Leading ethically comes naturally for the 

leaders interviewed. 

Putting Others First (Important yet Challenging) 

Being a selfless leader and putting the priorities of others first can lead to compassion burnout. 

The leaders reported side effects including exhaustion and, at the extreme, for one senior executive 

level leader, feeling devalued and dehumanized. 

Quotes from Servant Leaders in 
Higher Education: Behaviors 

IMPLEMENTED WI TH EASE: 

OPERA Tl NG ETHICALLY 

"I think I amateasewithbeing 
ethical..hutforsome,it's not easy, 

wanttobeabletosleepat 
want to be a good role model 

for my children and my staff." 

-Leader#9 

IMPLEMENTED W I TH EASE: 
VA L UES-DR I VEN LEADERSH I P 

" I believe I haveverystrongvaluesystem .. J 

be lievethatmy Catholic education has 

contributed to my strong value system .. ~it's 

something that has been fairly easy and has 

beenhelpfulformeas a servan t leader" 

-Leader#2 

IMPLEMENTED WITH EASE: ETHICAL BEHAVIOR 
"Of the behaviors that are listed in the question,oneof 

theeas iestforme isprobably behaving ethically." 

-Leader#S 

POSING A CHALLENGE : SELF - SACRI Fl CE 

"Theonebehaviorthatismostdifficu ltis 

gi ving of yourself and sacrific ing to make 
otherssucceed.lfinditdifficultto " pour 

froman empty pitche r" and harder t o mak e 

th ose sa crificesforothers espec ially now 
I thinkwe allneedtobe mindfulof se lf-care 

and not always giv ing to othe rs but to 
yourself as we ll." 

-Leader#4 

POSING A CHALLENGE: 
CRISIS RESPONSE 
"After George Floyd's 
murder .. .Staff were really 
upsetthatwedidn'tsendout 
a message,anema·ltoshow 
support. And a student sent 
mea really long email about 
how disappointed she was in 
me .. _thisreally tragic thing 
happened,and I wasn't 
there.I said .. l'm so sorry 
that I disappointed you.I'm 
a lso suffering.I'm also trying 
to heal and trying to make 
sense of this . . -" 

-Leader#9 

Advantages and Disadvantages 

In terms of the advantages and disadvantages of servant leadership, the leaders shared a number 

of strengths and perceived lesser strengths of the model. 
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ADVANTAGES DISADVANTAGES 

Allows for Maximum Growth and 
Development of Others 

Leadership by Example 

Builds a Positive Work Environment 

Time Intensive 

Lack of Productivity and Longer Decision 
Making Processes 

Leader can be Perceived as Weak 

Trying to Please Everyone Encourages Others to be Leaders 

Creates a Culture of Belonging, Trust and 
Loyalty 

Sometimes does not Fit with Traditional 
HR Rules and Regulations Particularly with 
Progressive Discipline Issues 

Quotes from Servant Leaders in 
Higher Education: Advantages 

I\DV,\NTAGES: IN STILL I NG 

LEADERSH I P IN OTHERS 

ADV ANT AGES: GROWTI I AND DEVELOPMENT 

" I think servant leadership foste rs 

leadership in eve ryone," 

-Leader#4 

• You create an environment, whethe r 1n for your 
team or for you r students , where they're safe to show 

up ~nd do good work there, they feel nurtur,;,d , and 

they're ab le t o f lourish .' 

-LtJadtN#8 

ADVANTAGES, LE ADER SHIP BY EXAMP LE 

·1 th ink the one of the advantages is leader,hip 
by example. I can show how things work. I can 
offer my own efforts, my l.ibor, my knowledge, 
my experien«i to show why th ings can work. And 
that can sometimes overcome some of the 
uU,l,nle, ir,form<1l uru, '"' one, cl<1ily. • 

-Lead6r#3 

ADVANTAGES: POS I TI VE WORK CULTUR E 

" ln te rmsof theadvantages, I ce rta inly 

think it (Se rvant Leader1h ip) insti lls a ve ry 

po si ti ve> wo r k, culture and clima te if you do 

t he t hing s th3 t a servant leader would do." 

- leeder#2 

ADVANTAGES: TRUST, 
LOYAL TY, AND BELONGING 
"Leading with compassion 

ho11es1y.hard work, 
kindness, and praise J re 
advantageous as they 
promote trust. team•:•ork , 
understand ing. Job 
satis fHtion.andove ra ll 
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Quotes from Servant Leaders in 
Higher Education: Disadvantages 

DISADVANTAGES: TIME INTENSIVE 
" I enjoy spending t ime <1nd cociching our team <1nd 

getting the buy in as well. Yet, sometimes i t just takes a 
lot of t ime ilnd th.it could be cxha usting. It ta kes time 
try ing to assess ind ividua l needs a nd meet each 

i ndividua l where they a re in rega rd to how they like to 
work a nd their work ing sty le." 

- leader#6 

DISADVANTAGES: L EADERSHIP BY EXAMPLE 

"I th ink the defectors or the detractors feel as 

though Servant Leadership is a weak leadership 
style where things don't get done .... l would say 

no .. Jiold the phone a minute . Because I will pull 
the track record of sheer success for the la st four 

years that I have experienced wi th my team." 

-Leader#S 

D I SADVAN TAGE S: PL EAS I NG EV ERYON E 

• An inherent possible problem w ith servant 
leade rship is you're try ing t o list en to 
every bo dy. You're t ry ing to mee t 

every bo dy's need s, and sometim es you 

meet no one's needs or you get st uck 

be caus e sometimes y ou do have t o be th e 
boss . And I th ink that 's where I st rugg le 

sometimes. ' 

-Leader#4 

Interview I: Question 3 Asks Leaders 

DISADVANTAGES: 
PERCEIVED WEAK 
LEADERSHIP 
"So sometimes those that 
don't have the experience or 
you rig leaders feel that 
servant leadership i~ a 
weakness. Sometimes they 
look at it as, Oh, you're being 
taken advantage of. .. And 
what they don't rea l ize is 
that there's a bigger overall 
strategy" 

-Leader# 1 

As a university leader, of the seven behaviors inherent in servant leadership ( conceptualizing, 

emotional healing, putting followers first, helping followers grow and succeed, behaving ethically, 

empowering, and creating value for the community) (Northouse, 2016) which do you find to be the 

top three for leaders in higher education and what is your rationale? 

After years of conducting research on Greenleaf's original writings, Spears (2010) identified a set 

of ten behaviors of the servant leader that he viewed as being core to the development and critical to 

the practice of servant-leadership. These ten behaviors include: 

Servant Leadership Behaviors 

1. Conceptualization. The servant leaders' ability (by understanding the organization including 

its purpose and mission) to anticipate problems and plan for optimal responses to future 

issues. 
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2. Emotional Healing. The servant leader is sensitive to and concerned with the well-being of 

others. 

3. Putting Followers First. The servant leader puts the welfare of his followers before his own. 

4. Helping Others Grow and Succeed. The servant leader, by understanding the goals of their 



followers, promotes the personal and professional development of the individual. 

5. Behaving Ethically. The servant leaders does the correct thing in the correct way and has a 

moral center. 

6. Empowering. The servant leader allows followers the freedom to make decisions and be self­

sufficient. 

7. Creating Value for the Community. By giving back to the community the servant leader 

creates values, purpose and goals for the community. (Northouse, 2016, p. 239). 

BEHAVIOR LEADER COMMENTARY 

1 . Empowerment 1 a) Spurring Innovation 

1 b) Providing Validation 

1 c) Instilling Confidence 

2. Helping Followers Grow and 2a) Creating a Culture of Psychological Safety 
Succeed 

2b) Mentorship 

2c) Identifying Growth Opportunities 

2d) Long Term Career Development Coaching to Set Staff Up 
for Success 

3. Conceptualizing 3a) Strategic Planning 

3b) Overarching Vision 

3c) Ease of Implementation 

Empowerment 

Empowerment is one of the most important 

characteristics of servant leadership. Greenleaf has 

often been revered as "the father of the empowerment 

movement" (Buchen, 1998; Russell & Stone, 2002). 



According to Northouse (2016) "empowerment is the process of enabling individuals to take control 

for themselves of the factors surrounding their circumstances" (p. 702). Servant leadership puts 

team members first, empowering them to become the best they can be (Northouse, 2016). 

Of the 1 0 leaders interviewed, empowerment was one of the top three behaviors and, in terms of 

the leaders, each had their own interpretation of the meaning behind empowering others. 

Helping Followers Grow and Succeed 

Helping followers grow and succeed calls upon a 

servant leader to support the professional and personal 

goals of those they lead (Northouse 2022). Northouse 

(2022) clarifies that "helping followers grow and 

___/ ' 

succeed is about aiding these individuals to become 

self-actualized, reaching their fullest human potential" (p. 262). 

The leaders in this study are committed to fostering the growth and development of staff in a 

number of ways from environmental to developmental. 

Conceptualizing 

Servant leaders are intent on manifesting, nurturing, and sustaining the ability to "dream great 

dreams" (Spears, 2010). Conceptualizing, through the lens of servant leadership, is explained as, 

"The ability to look at a problem (or an organization) from a conceptualizing perspective means 

that one must think beyond day-to-day realities. For many leaders this is a characteristic that 

requires discipline and practice (Spears, 2012, p. 15). Additionally, "The traditional leader is driven to 

accomplish short-term and immediate operational goals. The leader who subscribes to the servant 
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thinking" (Ross, 2006). 



Quotes from Servant Leaders in Higher Education: 
Top Three Behaviors: EMPOWERMENT 

SPURRING INNOVATION 
"I enjoy allowing my superviseesto 

haveclosetofullauthoritytoruntheir 

areas .. l lovetoseethemrunwiththeir 

expertise .. many times in ways I would 

nothavethoughtofmyself" 

- Leader#4 

EMPOWERMENT: PROVIDING VALIDATION 
"I thinkanimportantpartofa leader'sjobinhigher 

education,ingeneral,isempoweringright,I mean 

that'spartofthemotivating,tryingtodothingsthat 

individualswillrespondto,sothattheyfeelgood. That 

theydoworkthattheydowellsothattheygohome 
andtheyfeellikethey'veusedtheirstrengths." 

Quotes from Servant Leaders in Higher Education: Top 
Three Behaviors: HELPING FOLLOWERS 

GROW AND SUCCEED 

GROW AND SUCCEED: PSYCHOLOGICAL SAFETY 

"Creatinganenvironmentofsafety,trust,and 

transparencyiscriticaltopeoplefeelingsecure, 

enthusiastic.and motivated." 

-Leader#7 

GROW AND SUCCEED: MENTORSHI P 

"lthinkit'suptoustostartbringingpeoplealong 

with us .... showing themtheway .... belping 

followers grow and succeed. Developing staff is 

soimportant.Mentorshipthroughleadership." 

Leader#I 

GROW AND SUCCEED 

LONG - TERM CAREER PLAN NI NG 

"Soinsteadofthinkingaboutwhat'sthe 

nextjobyouwant .. thinkaboutthenextand 

thenextone,becausethentheycanalso 

starttalkingtothosepeople(inthose 

positions) nowtounderstand,isthis 

something I really want to do?" 

-Leader#9 

GROW AND SUCCEED· 
GROWTH OPPORTUNI Tl ES 
"Sothefirstconversationl 
hadwith"Elena" (my direct 
report)wasaround 
professional development 
where I said."Youare so 
talented and you're not 
goingtogetstuckhere" ... 
I saw a Director position 
come up in Oakland so,of 
course,1 forwarded itto 

-Leader#B 

Quotes from Servant Leaders in Higher Education: 
Top Three Behaviors: CONCEPTUALIZING _____ _ 
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Interview I: Question 4 Asks Leaders 

Goleman (2006) contends there are five components of emotional intelligence. Can you offer an 

example of how you have demonstrated each in a leadership capacity? 1) Self-awareness. 2) Self­

regulation 3) Motivation 4) Empathy 5) Social skills? 

Inspiring and effective leaders must not only be concerned with their technical and operational 

competencies but also the emotional component of the role. As Landry (2019) explains about the 

mechanics of emotional intelligence, "It's what helps you successfully coach teams, manage stress, 

deliver feedback, and collaborate with others" (para. 1 ). 

Emotional intelligence is defined as having the aptitude to comprehend and be in charge of your 

own emotions, as well as understand and have an impact on the emotions of those who are in 

your circle of influence (Landry, 2019). Psychologist Daniel Goleman popularized the concept and 

emphasized how critical it is to leadership. "The most effective leaders are all alike in one crucial 

way: They all have a high degree of what has come to be known as emotional intelligence" (Landry, 

2019, para. 4). 

As George (2000) submits, emotional intelligence and self-awareness are rudimentary to servant 

leadership. Emotional intelligence is deeply embedded in the framework of compassion-based 

leadership and is believed to be "both theoretically and practically relevant to servant leadership" 

Emotional intelligence is a predictor of servant leadership, so it is an integral dimension in 

addressing this topic (Roark & Beuthin, 2014). 

Leaders who are emotionally intelligent are better equipped to navigate complex dynamics that 

can occur in the workplace. As Roark and Beuthin (2014) contend, leaders who analyze how their 

own perceptions of servant leadership behaviors compare to the assessments of their followers can 

have an enhanced relationship with those they supervise. Awareness of followers perceptions is not 

just for consolation of a job well done, or good interpersonal relationships, but as Greenleaf (1977) 

offers, awareness leads to "an awakening of an individual" with the goal of working towards a highly 

developed "moral, interpersonal relationship" with those they lead (p. 250). 
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The Five Components of Emotional Intelligence at Work 

DEFINITION HALLMARKS 

Self-Awareness The ability to recognize and Self-confidence 
understand your moods, 
emotions, and drives, as well as Realistic self-assessment 
their effect on others 

Self-depracating sense of humor 

Self-Regulation The ability to control or redirect Trustworthiness and integrity 
disruptive impulses and moods 

Comfort with ambiguity 
The propensity to suspend 
judgment - to think before Openness to change 
acting 

Motivation A passion to work for reasons Strong drive to achieve 
that go beyond money or status 

Optimism, even in the face of failure 
A propensity to pursue goals 
with energy and persistence Organizational commitment 

Empathy The ability to understand the Expertise in building and retaining 
emotional makeup of other talent 
people 

Cross-cultural sensitivity 
Skill in treating people according 
to their emotional reactions Service to clients and customers 

Social Skill Proficiency in managing Effectiveness in leading change 
relationships and building 
networks Persuasiveness 

An ability to find common Expertise in building and leading 
ground and build rapport teams 

Goleman, D. (1998a) 

p59 



Emotional Intelligence Domains and Leader Commentary Themes 

1. SELF-AWARENESS 2. SELF-REGULATION 3. MOTIVATION 4. SOCIAL SKILLS 

1. Spending time in 
self-reflection 

2. Engaging the whole 
person approach 

3. Avoiding 
overstaying in a 
leadership role 

4. Soliciting feedback 
for growth 

1. Using one's voice 
strategically 

2. Thoughtful and 
discerning 
communication 

3. Being cognizant of 
workplace triggers 

1. Mission and 
purpose as a driving 
force 

2. Focus on 
manageable parts 

3. Democratizing 
access to 
opportunities 

Quotes from Servant Leaders in Higher 
Education, Emotional Intelligence 

EMOTIONAL INTELLIGENCE. SELF -AE GUL ATI ON 

•1 of lei, l<>l.e time tu ,e,. J • n email •nd re - re • d • 

re,µume \uuroe l u m• ke,u,e l •111c .e • r . conci>e . .i nd 
k111d. l •111 • l>ui.e . ,,. ,.,q \uµ , u,eUefur e> ~•kmq >u 
th a t I am ca rcfu l notto o,c rs ha dow,omcon<' 
miss;:,cak , o, taktoo much." 

hou<o on!lr~l tcan be re med ied YlhNC. rnrc.wo 

had one mi,la kc that ut imalclt c~,t u, $40.000 

J\nd it ',yc,, rt ',a big deal . bu,am I g oi~gto 
~rate,omebcdyo,erthl<' Nol ,mnol 

thcy'vcdonc ..• Evcnlthcrc',ahig h 
pcrlormcr.thc hig h pcrlormcr al,o ha,thc ir 
ownhiohcxpcct.t;onsandfocls likemaybc 
thcy~c not gc1' ing everything done bcca u,c 
the re ', Ju$! ,o much lo do .... .$◊ ii'< h~ lpln~ 

th~m lmy !¢~ml r¢a 1,zc you don 'l h~,c I◊ 
~ccompl ish cvcryihin~ ~II at once." 
-LtNJchK#5 

Interview II: Question 5 Asks Leaders 

1. Creating 
relationships 

2. Facilitating change 

3. Modeling the way to 
react 

To what extent is servant leadership a model that would be positively aligned with the goals, 

mission, values, and work culture inherent in your work setting. 

IN ALIGNMENT 
OUT OF ALIGNMENT 
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The leaders responded to this question covering the following areas: 

Overall Alignment with Higher Education 
Alignment with Compliance Based Units on Campus 
A View through the lens of the University's Strategic Plan 
Implementation with External Groups 

Servant Leadership: Overall Alignment with Higher Education. 

The majority of the leaders contend that servant leadership is a strong fit for a university setting. 

However, the responses to this question are quite layered and nuanced. This question is rooted in 

complexity as well as subjectivity in terms of the lens of the leaders and depending on the mission 

as well as the charge of the leader's immediate work group and overall unit. 

Interview II: Question 6 Asks Leaders 

To what extent is servant leadership a model that would be positively aligned with the goals, 

mission, values, and work culture inherent in your work setting? 

Leaders Providing Support to Direct Reports in a Multitude of Ways 

PROVIDING DAILY TROUBLESHOOTING, TRAINING AND DEVELOPMENT 
SUPPORT AND EMERGENCY PREVENTING BURNOUT AND OF STAFF 

INTERVENTIONS ADVOCATING FOR STAFF 
RESOURCES 

• Day to Day Support • Promoting Work Life Balance • New Employee Onboarding 
Support 

• Emergency Interventions • Preventing Burn Out 

• Support During Employee 
Health Crises 

• Advocating for Improved 
Resources 

• Identifying and Encouraging 
(DEi B) Professional 
Development Opportunities 

The literature and empirical studies show that servant leadership nurtures the emotional well­

being of employees due to the creation of a positive and psychologically safe work environment 

created (Jit et al., 2017; Black, 201 O; Jaramillo et al., 2009; Nuebert et al., 2008). 
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Each leader in this study was able to recall 

a specific instance where they provided 

emotional support to direct reports. The 

answers ranged from stepping in to provide 

day-to-day support to intervening in sensitive 

situations to mitigating emergencies to 

advocating for training and resources for staff. 

_-,k DISCUSSING 
~_HELP_ (D wr ~l~~~~~E -------- t ~· 

,suPPORT1 
' INFORMATION ~ ------- SO_LUJION : 
ENCOURAGE ADVICE C, 

Quotes from Servant Leaders in 
Higher Education: Providing Support 

SUPPORT:TRAI NI NG 
"Every time we have a new staff 

member .. l've really taken upon myself 

.... to introduce them to partners on 

campus, to show them where the 
information is on the computer, and to 

encourage them to make the job their 
own." 

Leader# 7 

SUPPORT: PREVEN T! NG BURN-OU T 

"I have an employee on my team who is part 

SUPPORT: D AY -TO -D AY 

"I do thi s eve ry da y, it's jus t w hat I do. Yeste rday, it 

wa s helping to set u p the b ig cla ssroom we had to turn 
over. .... we had t o take out the tables and p ut in all the 

cha irs . My sta ff w ould have done it wit hout me, but I 
believe t hat is wha t se rvant lea d ership is, to me, 
serva nt leadersh ip is t o be in there a nd he lp." 

-Leader#3 

tim e ... And I learned that the employee was kind 
of getting burned out because they had put in a 

lot of time be yond the hours for whic h the y were 
getting paid. The plan wa s to be able to increase 
the employee's time to make it more in al ignment 

with the amount of time that it takes for this kind 
of role. I a lso then put in a reque st for a Sta r 

Award to recognize that extra work ." 

SU PP OR T: PROFESSIONAL DEV ELOPMEN T 

"I asked the staff member if they wanted to 

part icipate in a number of system w ide and 
c.impus b.ised HS I init i.itives." 

-Leader#10 

-Leader#S 

SUPPOIH:HEALTH CRISIS 

"My Associate Director was 
having major health 
problems and she needed to 
t a ke an extended leave of 
ab sence for a n operation. 
And she was very worried 
about taking that time off. I 
sat her down and said, 
absolutely do not worry 
.i bout the w ork. The work 
will always be there. Your 
hea Ith is number one ." 

- Leader#4 

Interview II: Question 7 Asks 

Leaders 

If I spoke with past and current 

direct reports, how would they 

describe your leadership style? 

With its people centered focus, 

servant leadership fosters an 
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ethical workplace and a culture of trust (Burton et al., 2017). Each of the leaders were asked how 

they felt their team would describe their leadership style. 

With its people centered focus, servant leadership fosters an ethical workplace and a culture of 

trust (Burton et al., 2017). Each of the leaders were asked how they felt their team would describe 

their leadership style. 

The leaders shared insights regarding how they feel their staff would describe how they actually 

lead their respective teams, covering the following categories of leadership: 

Approachability 

Providing Support 

Producing Results 

Stepping in Too Much 

Not Matching the Stereotype of a Leader 

Follow Through 

Communication 

Building Positive Relationships 

Letting Staff Shine 

Interview II: Question 8 Asks Leaders 

Do you think the global pandemic has impacted 

your ability to practice servant leadership? If it has, 

please provide specific examples. 

Higher education will never be the same after the global pandemic. During this period of post­

COVID reflection and recovery, university leaders are facing many layers of ambiguity and scores 

of questions from university staff, many without concrete answers. They are grappling with how to 

pivot, adjust, and move forward, maintaining necessary institutional operations, while inspiring a 

movement towards future resilience (Thompson et al., 2023). 

For the leaders that participated in this study, navigating this post-lockdown world means facing 

many challenges and unprecedented areas of uncertainty along with opportunities for reimagining the 

future. The following are some of the issues the leaders in the study discussed: 

Wrestling with Remote versus In-person and/or Hybrid Work Models 
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Pandemic-Inspired Leadership Growth and Development. 

Assessing One's Own Leadership Style and Consider Ways to Improve. 

Pandemic and Hybrid Work-Induced Isolation. 

Forced Adaptability to Retain Staff 

Quotes from Servant Leaders in 
Higher Education: Global Pandemic 

PANDEMIC FORCED ADAPTABI L ITY 

"I don'tthinkit'sgoingtogobackto 

the way 1twasagain .. .because we can't 

recruit people who want to work 100% 

oncampus.Wealsocan'trecruitpeople 

with the salaries that they want....and 

pay for parking and al l that stuff. 

Right? 

-Leader#9 

PANDEMIC : ENHANCED SERVANT LEADERSHIP 

"I thinkthepandemichasenhanced my ability to 

practice servant leadership as there has never been a 

time to practice more empathy, to listen, to motivate, 

and to commit to the we llbeing of others." 

-Leader#7 

PANDEMIC: HYBRI D-1 NDUCED I SOLATI ON 

PANDEMIC: ASSESS I NG LEADERSHIP STYLE 

"Wedidn'texpecttolive t hrougha pandemic any 

morethansomeoneexpectsto live through a war 

or some other real ly traumatic event.I think that 

I could goanentire weekwithoutsee ing my 
sta ff inperson ... when I 'm here(atthe 

unive rsity ). ! don'tmindta lkingto a lot of 

peo p leand interacting,goingtolunch,doing 

all tha t stuff. Whenl don'tha vethatat w ork, 
an d I also don't have itat hom e, then I start 

to feel a little bit isolated . I think not doing 
one-on-one , in person, increases a sense of 

itactuallyjustaddeda 

-Leader#4 

SUMMARY OF STUDY FINDINGS 

PAN DEMI C:TENSI ONS AND 
Fl NDI NG BALANCE 
"It has exacerbated (my 
ability to practice servant 
leadershipl,withouta 
doubt...COVI D has just 
made it more pronounced 
because staff had been 
working from home,andfor 
a year and a half, we. 
required staff to work from 
home.They got very 
comfortable in that setting. 
And now we are returning to 

-Leader#3 

Examining Servant Leader Behaviors (Johansen, 2023) identifies specific servant leader 

behaviors practiced in a university setting. The study identified behaviors implemented with 

ease as well as those which pose a challenge. 

This study fills a gap in servant leadership scholarly literature as most studies focus on 

faculty as opposed to university leaders of staff. 

There is no better time to examine compassion-based leadership models in university 

settings given the cataclysmic events of a Triple Pandemic (COVID 19, systemic racism, and 

economic distress) compounded by the Great Resignation in Higher Education. 

While not a perfect flt, based on the interviews of the 1 O servant leaders in this study, this 

model of servant leadership is complementary with the mission, vision and practices inherent 

in higher education. 



REFLECTIVE QUESTIONS BASED ON THE QUESTIONS ASKED TO UNIVERSITY SERVANT LEADERS. 

01. Having learned about the servant leadership model which three practices of servant leaders do 

you think are most important? What are three practices you prioritize in your leadership? What are 

your thoughts about the practices cited by leaders? 

01. (Part 11). What training initiatives does your unit have that reinforces the practices of servant 

leadership? 

02. What do you think would be the easiest servant leader behaviors to implement and which 

would pose a challenge for you? What do you think are the advantages and disadvantages of the 

servant leadership model? 

03. Of the seven behaviors Northouse (2016) has identified, which do you think are the top three 

for servant leaders to focus on and why? (conceptualizing, emotional healing, putting followers 

first, helping followers grow and succeed, behaving ethically, empowering, and creating value for 

the community) (Northouse, 2016). 

04. Goleman (2006) contends there are five components of emotional intelligence. Can you offer 

an example of how you have demonstrated each in your current role or in a leadership capacity? 

1) Self-Awareness 2) Self-Regulation 3) Motivation 4) Empathy 5) Social Skills. 

05. Do you think the servant leadership model is positively aligned with the university as a whole? 

What about your direct work group? Is it aligned with your overall unit? Why or why not? 

Quotes from Servant Leaders in 
Higher Education: Alignment 

serv ice that we provide t o our students." 

-Leader#3 

ALIGNMENT: POSITIVE 
NI thinkitfitsverywellinmostcases.So,forinstance, 
our fourva lues·nhous·ngare·nc1us·on,learn·ng, 

inteqrity, and respect ..... ~And I think those four va lues 

in housing align pretty we ll with servant leadership. 
Our vision is to create places where people can thrive 

andconnece 
-Leader#4 

ALIGNMENT, MARGINAL 

"It's a compliancearea.Soinsomeways, 

yes,·nsomewaysno.lntermsof 

compliance,thatkindofdoesn'tnecessarily 

sound likeitlendsitselftokindofmoreofa 

-Leader#5 

persuas·veness,and 
empowering of others." 

-Leader# 7 
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06. Can you expand on a time when you offered support to a colleague or a direct report? Which of 

the leader responses resonated with you and why? 

Quotes from Servant Leaders in 
Higher Education: Providing Support 

SUPPORT DAY -TO-DAY 

own." 

Leader#7 

"I dothiseveryday , it 'sjust w hat l do.Yesterday , it 

was he lpingtosetupthebig classroom we had to turn 
over .. . .. wehadto takeoutthetablesand putinallthe 

cha irs . My staff w ould ha vedoneit w ithoutme, butl 

believethatis whatservantleadershipis,tome, 

servantleadershipistobe inthereandhe lp." 

-Leader#:S 

SUPPDRT, PREVENT! NG BURN -OUT 

"I haveanemployeeonmyteam who is part 

time ... And I learnedthattheemployeewas kind 

ofgettingburnedoutbecausetheyhadputina 
lotoftimebeyondthehoursforwhichthey were 

getting paid. The plan was to be able to increase 
the employee 's time to make it more in alignment 

withtheamountoftimethatittakesforthis kind 
ofrole.lalsothenputinarequestforaStar 

Award to recognize that extra work. " 
-Leader#5 

SUPPORT, PROFESS! ONAL DEVELOPMENT 

" I askedthestaffmemberifthey wanted to 

parti cipate ina numberofsystemwid e and 
campus based HSI initiatives." 

-Leader#IO 

-Leader#4 

07. How would you supervisor, co-workers and/or direct reports describe you? 

08. How do you think the global pandemic would impact the capacity to practice servant 

leadership? 
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Quotes from Servant Leaders in 
Higher Education: Global Pandemic 

PANDEMIC, FORCED ADAPTABILITY 

" I don't think it 's going to go back to 

the way itwasagain .. .because we can 't 

recruitpeoplewho wantto w ork 100% 

oncampus.Wealsocan'trecruitpeople 

w ith the salaries that they w ant. . .and 

payforparkingandal l thatstuff. 

Right? 

PANDEMIC : ENHANCED SERVANT LEADERSHIP 

" I think the pandemic has enhanced my abi lity to 

practice servant leadership a s the re has ne ver been a 

time to practice more empathy, to listen, to motivate , 

and to commi t to the we llbe ing of others." 

-Leader#7 

- Leader#9 

PANDEM I C, ASSESSING LEADERSHIP STYLE 

"Wedidn't expecttolivethrougha pand emi c any 

morethansomeoneexpectsto live through a war 

orsomeotherreallytraumaticevent. Sol think 

that it actually just added a bigger piece and I 

think it also made m e look more at my lead ership 

style ." 

-Leader#B 

PANDEMIC: HYBR I D- 1 NDUCED I SOLA Tl ON 

I could goanentire week w ithoutseeing my 

staff in person ... when I'm here(atthe 

university ), ! don'tmindtalkingtoa lot of 

people and inte racting, going to lunch, doing 

all that stuff.When I don 'thavethatatwork , 

and I a lsodon 'thaveitathome, then l start 

to feel a little bit iso lated. I think not doing 

one- on -one, in pe rson, increa ses a se nse of 

iso lation. 
-Leader#4 

PANDEMIC,TENSIONS AND 
Fl NDI NG BALANCE 
"It ha s e xa ce rbated {my 
ability to practice servant 
leadership), withouta 
doubt...COVI D ha s ju st 
made it more pronoun ced 
because staff had b een 
w orking from hom e.and for 
a y ear and a ha lf, we 
required staff to work from 
home. Sothey gotvery 
co mfortable in that se tting 
And now we are returning to 
campus. " 

-Leader#:S 



IMPLICATIONS FOR THE FUTURE IN HIGHER EDUCATION 

The implications of the study are important for two reasons. First, the qualitative interviews 

provided insights into specific behaviors that servant leaders exhibit to build servant-led cultures. 

The leaders are those who lead university staff members which is a topic that is underrepresented 

in academic literature. Most of the scholarly research regarding servant leadership in higher 

education focuses on faculty or students with leaders of staff being the missing link. 

Secondly, the information and leader insights gleaned from the qualitative interviews was used 

to assemble this Servant Leader Training Guide which is a resource manual for current and future 

leaders in higher education who wish to move towards a more compassion-based leadership 

style. 

CONCLUSION 

The servant leader, according to Greenleaf (2002) ensures that people's "highest priority needs 

are being served" (p. 151 ). This conscious choice to serve then guides a leader to aspire to lead 

(Greenleaf, 2008, p. 15). Greenleaf proclaims that team members reporting to a servant leader 

should "grow as persons ... become healthier, wiser, freer, and more autonomous" (p. 15). 

The findings of this study show that there are specific behaviors that contribute to servant 

leadership in a university setting. Many leaders interviewed were authentic servant leaders. For 

others, it was a longer journey which evolved into slowly adopting a more empathetic leadership 

style. 

The global pandemic has changed the way we look at and operate within higher education. It has 

demanded that the university, its staff, and its faculty undergo a complete transformation in terms 

of service delivery. "The pandemic forced higher education professionals to learn new technologies, 

to transform into remote teaching, and to adapt quickly to new realities by adapting pedagogical 

practices" (Lemon et al., 2023). 

Scholarly literature shows (more than 300 peer reviewed articles to date) that servant leadership 

has a positive effect in the workplace, from enhancing employee well-being to increasing 

productivity (Eva et al., 2019). The employee-centered behaviors of servant leadership that foster 

development of staff include emphasizing a culture of growth and empowerment while being 

sensitive to personal issues that may emerge. The net result is increased trust between leaders and 
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team members, providing bonding between the leader and staff as well as between colleagues. Team 

members converge with higher levels of trust, enhanced psychological safety which in turn increases the 

level of team bonding, communication, and ultimately results in higher productivity. The impact of servant 

leadership is shown in a rise in overall team morale and performance (Greenleaf, 2008). 

To come full circle, those being led by servant leaders will acquire the skill set for adopting a 

compassion-based servant leadership philosophy themselves should they themselves be in a 

position to lead others (Greenleaf, 2008) . 

.µ ~ . 1 
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Ii i§ ~refTectionrotfiers {~~~adcrshipq ,~ 
fr ;;; io rl'\ t personal create , grain d d' hfe V) b 

•;:: ,, . v..1 con mue earner carnersun erstan mg1many ii ~ 
• ~ ...... ·~, ii)"' Cl) .I,..) one " " 
JOUfney u·g 1-4 1-. k Fearmonths§ .,, S -u • C:: w -' c,j ma e d. corporate 

wantu ervant s ..D cunous ii) .... "' ,..., statements ,srovec 
~-..,- h EdtJ ie,r need ·c:iw ...... ~=~1 value, 

s ,!r~ :> i ~ environment ~ ~ i .... i ... t".., ; 
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From https:// chri sspanier.com/2019/07 /29/ servant-leadership-part-2/ 
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REFECTIONS ON SERVANT LEADERSHIP STUDY (JOHANSEN, 2023) 

To come full circle, those being led by servant leaders will acquire the skill set for adopting a 

compassion-basedservant leadership philosophy themselves should they themselves be in a 

position to lead others (Greenleaf, 2008). 

The leaders in this study identified many positive behavioral characteristics during their practice 

of servant leadership in higher education. Focusing on individual growth and diffusing the top-down 

power structure creates a more democratic workplace with bonded relationships between leadership 

and team members. The leaders interviewed also acknowledged the strong moral compass that 

servant leaders possess. According to the leaders, servant leadershipignites creativity, collaboration, 

enhanced communication, trust, and an overall positive workplace where staff have a strong sense 

of well-being. 

Servant leadership has its challenges and for the leaders in this study, although they touted 

the benefits they also were candid that it is time intensive and even isolating (at the extreme 

dehumanizing) being a selfless leader who gives and gives. 

Despite its downside, Leader #1 perfectly synthesized the purpose behind the most salient 

behaviors of theservant leadership model and its complementary alignment with higher education: 

Putting followers first is probably one of the largest things you can do as a leader. They always 

say leaders eat last... Others come before I do, period. Because leadership is a sacrifice. A lot 

of people don't realize that it is a life of service, and, not about you. And a lot of people that don't 

understand leadership think it's bossing people around. And it's so not that, it is an art form. It's 

something you constantly have to have to grow. But I would say that your people come before you 

and you know you're a decent leader when they come back to you and they tell you in front of 

others. I've been in front of a whole room (of leaders and subordinates) and I've had people I 

lead stand up and say, this is one of the best leaders I've ever dealt with, to each other. So you 

know it'sworking when people are positive, and things are getting done, and they want to follow. 

(Interview 11) 

SERVANT LEADERSHIP. AN AWAKENED CONSCIOUS LEADER 

It is essential that the servant leader is also an awakened holistic leader who strives to be a whole 

person and not self-sacrificing to the point where they lose their identity (Sisodia, 2018). According 
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to Sisodia (2018), "Servant leaders must also take time to celebrate and nurture their individuality 

and well-being." (Sisodia as cited in Fox, 2018, para. 20). In Servant Leadership in Action (2018), 

Sisodia details the qualities of a conscious servant leader (who is also attuned to self-care) using 

the easy to remember acronym S.E.L.F.L.E.S.S.: 

Strength 

Enthusiasm 

Love 

Flexibility 

Long-term Orientation 

Emotional Intelligence 

Systems Intelligence 

Spiritual Intelligence 

(Sisodia, 2018, p. 27). 

Selfless does not mean abandoning one's ego as that is an impossibility. Rather it is about 

"harnessing the ego in healthy ways" (Sisodia, 2018, p. 27). Servant leaders, as Sisodia (2018) 

proclaims, draw energy from the collective strength of their teams and "they tap into the moral 

power of the universe-which is available to anyone who engages in genuinely "right" action" (p. 28). 
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