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I.  Introduction

Matthew 20:25-28ff
25Jesus called them together and said, "You know that the rulers of the Gentiles lord it over them, and their high officials exercise authority over them. 26Not so with you. Instead, whoever wants to become great among you must be your servant, 
27and whoever wants to be first must be your slave— 28just as the Son of Man did not come to be served, but to serve..."

Only in the last 70 years has the study of leadership as a discipline come into vogue.  It is now widely studied in many management and social science classrooms.  Servant leadership, as a sub-discipline of leadership theory, has come to the forefront over the last 30 years.  The following documents are designed to help implement the basic ideas of Servant Leadership in the Missouri Union Presbytery.  

The concept of Servant Leadership has become so ubiquitous that a Google search of the topic yields about one million one hundred and ninety thousand references.  The glut of material available is overwhelming and often repetitive, sometimes contradictory, with potential applications for virtually every aspect of human life, including the spiritual.  This training outline is an attempt to pull many of these disparate perspectives together, massage them into a cohesive form, and create a program that might be used by people in our Presbytery for instruction on appropriate leadership in today's quickly changing world.

You may have heard someone say, "There are 3 kinds of people in the world -- people who make things happen, people who watch things happen, and people who wonder what just happened."  This is an oversimplified viewpoint, obviously, but it does make a valid point.  Good leaders in today's world must be agents of change, not merely adapters to change or analysts of the changes taking place.  It is not enough to figure out which way the parade is marching, hop in front, and yell, "Follow me!"  

While many different perspectives of leadership will be examined in this training literature, there are two very basic ways of determining whether an organization is being well-led.  One involves the leader (or ostensible leader), and the other involves followers.  First, good leaders are people who can step into difficult situations and make a noticeable difference, or in other words, create positive change.  Conversely, good leadership can be seen in the characteristics of followers -- do they have the competence and willingness to complete the tasks that best enable the organization to move forward in accomplishing their goals?  

Additional training is available on many topics mentioned in these materials, such as the bases and appropriate use of power, the importance of emotional intelligence, and managing change.  Servant Leadership is based on many significant behavioral topics which can be explored in more depth through subsequent educational seminars.

II.  The Basics of Servant Leadership

In 1970, John Greenleaf coined the term "Servant Leadership," and offered this description of what it means to be a Servant Leader:

It begins with the natural feeling that one wants to serve, to serve first. Then conscious choice brings one to aspire to lead. This is different from the person who is the leader first, perhaps because of the need to assuage a power drive or to acquire material possessions. The difference manifests itself in the care taken by the servant--first to make sure that other people's highest priority needs are being met. 

The best test is:  do those served grow as persons? Do they while being served, become healthier, wiser, freer, more autonomous, more likely themselves to become servants?  And, what is the effect on the least privileged in society; will they benefit, or at least, not be further deprived?

According to John Greenleaf, Servant Leadership might best be characterized by the following traits:

1. Listening:  Engage in active listening to discern the needs and desires of the group. 

2. Empathy:  Connect with the feeling and emotions of others – good intentions are assumed, even if performance is substandard. 

3. Healing:  Strive to make others whole in the face of failure or suffering. 

4. Awareness:  Work toward awareness of self, others, and our surroundings. 

5. Persuasion:  Rely more on guiding people toward productive ends, rather than exercising positional authority. 

6. Conceptualization:  Develop broad-based yet crystallized thinking, striking a balance between short-term focus and strategic direction. 

7. Foresight:  Make choices that are most likely to lead to desired outcomes, while developing contingency plans to cope with unintended consequences. 

8. Stewardship:  Manage people and resources responsibly, while establishing a solid foundation for passing the torch to future generations. 

9. Commitment to growth:  Foster an environment of spiritual growth and learning, rather than engaging in false certainty – do not act like we have all the answers, and only our answers are the correct ones. 

10. Building community:  Support those within our faith community, while embracing the disenfranchised and disaffected insofar as possible – engage in 360 degree connectionalism. 

 

A good illustration of servant leadership is an upside down pyramid, with the leader at the bottom.  A Servant Leader would be more inclined to ask, “How can I help you do your job?” rather than asking, “What have you done for me today?”

The concepts and philosophies associated with servant-leadership can play an important role in defining who we are as Presbyterians.  The highest behavioral demonstration of our faith is how we treat one another.  As such, the core concepts and the core characteristics of Servant Leadership help articulate our desire to be other-centered, and to be a part of something larger than ourselves. 

Core Concepts of Servant Leadership 
· It is a privilege to serve others. 

· Helping others to grow provides a sense of meaning to everyone involved. 

· Each of us has a personal responsibility to create positive change

Core Characteristics of Servant Leadership 
· Things are managed, people are led -- but nothing happens without leaders

· Positional power is costly, requiring renunciation of privilege and entitlement 

· Good communication skills (empathy and active listening) 

· Unleashing creative potential 

· Demonstrating integrity, intelligence and energy

From these core ideas, seven behavioral steps can be taken to put the theories of Servant Leadership into practice.

Servant Leadership Behaviors
1. Choose to be a servant first, and out of that desire to serve, choose to lead. 

2. Lead as first among equals, honoring the ideas, viewpoints and concerns of others. 

3. Be fully servant, fully leader—leading as an act of serving and following as an act of leading.

4. While serving, be served by others, humbling accepting help when needed.

5. Maintain the integrity of self, safeguarding your autonomy, integrity, and freedom while serving.

6. Use power appropriately and beneficially, leading by modeling, example, and persuasion.

7. Create a more caring and just society, helping others to fulfill their potential.

Using the principles of Servant Leadership, the MUP Presbytery can engender an atmosphere of trust, commitment, and intrinsic motivation that will help propel us into a glorious future.

III.  Leadership as Opposed to Servant Leadership

Luke 22:24-27

24...a dispute arose among them as to which of them was considered to be greatest. 25Jesus said to them, "The kings of the Gentiles lord it over them; and those who exercise authority over them call themselves Benefactors. 26 But you are not to be like that. Instead, the greatest among you should be like the youngest, and the one who rules like the one who serves. 27For who is greater, the one who is at the table or the one who serves? Is it not the one who is at the table? But I am among you as one who serves."

Consider this definition of leadership from a collegiate-level business management textbook:  "leadership is a social process in which the leader seeks the voluntary participation of subordinates in an effort to reach organizational goals."  Like many textbook definitions, this sounds great in theory.

But look at what is missing from the definition.  Two major components of Servant Leadership are not mentioned here.  First, there is no overriding moral imperative in the general definition of leadership, and second there is no mention of follower behaviors.  Leadership in an of itself is not a moral concept.  Hitler may be considered a "great" leader (depending on how one defines "great").  Many leaders throughout history have been thieves, deceivers, killers, despots and genocidal maniacs.  Good leaders are not necessarily good people.  Servant Leadership, by contrast, is, by definition, moral leadership.  Servant Leaders act with the best interests of their followers in mind.

Moreover, the signs of good Servant Leadership may be found more in the behaviors of followers than in the traits of leaders.  Are followers reaching their potential?  Are they learning and growing?  Do they have a compelling desire to serve others?  Do they put people and relationships in front of processes and procedures?  Do they manage conflict in a gentle and productive fashion?  In general, Servant Leaders should create the following emotions in their followers:


*Feelings of Significance (that their work is meaningful and gives them purpose)


*Feelings of Community (a sense of unity and a desire to treat others 



with respect and dignity)


*Feelings of Excitement (that they are energized and engaged)

Standard leadership practices usually include some level of empowerment, that is, giving subordinates the power to take certain actions or make certain decisions.  Servant Leadership moves beyond empowerment to liberation.  Allowing followers to exercise some level of power is merely another exercise of power.  As Peter Hammerschmidt, a professor of Economics, puts it, "The servant leader says human beings have value in

their own right."  Valuing people this way entails an ethic that is consistent with the teachings of Jesus regarding service:  serving others defines the person as much as the person defines the services to be performed.  In other words, the church exists to provide people an opportunity to serve as much as it exists to provide services for people.  Treating individuals as an end rather than a means is central to Servant Leadership.

IV.  Contrasting Servant Leadership with Power Leadership

One characteristic of good Servant Leaders is that they have a firm control on their ego.  They are not interested in acquiring status or positional power.  They are centered on the problems at hand, and how people might best be served through the change process.  Change is difficult for people, whether it is economic set-backs, the loss of a loved one, letting go of children as they grow up, or any number of other life-changing situations.  As the old saying goes, "It's amazing how much gets done when nobody cares who gets the credit."  

Although there are many Servant Leaders in the world, quietly going about the business of taking care of their families and others, unfortunately there are not enough Servant Leaders.  Approximately half the world is starving while the other half is dieting, and this in itself indicates a need for more Servant Leadership.  One reason the concepts of Servant Leadership have not gotten enough traction is perhaps due to the entrenched use of the power model of leadership.  

There are severe drawbacks to the power model of leadership.  First, it is based on warfare strategies, where the objective is to attack and win.  It is more concerned with the acquisition of power rather than an other-centered use of power.  The emphasis of the power model is conquering rather than empowering.

Another problem with the power model is that it increases conflict, as rival cliques align themselves against the existing power structure.  Power struggles begat greater power struggles, leading groups to be so focused on grabbing power that real problems go unaddressed.  It should be noted here that conflict is not always negative.  There are situations where opposing opinions are expressed in a respective and civil fashion, and the diversity of thought can lead to more creative outcomes than would have otherwise been realized.  However, power conflicts rarely fall into this category.  When the power model is at work, success is defined in terms of who can climb to the top of the hierarchy, instead of by who is accomplishing the most for their communities.

The power model often has a negative effect on the people who wield it.  The more power they have, the more they want.  It can become an obsession, much like an addictive drug.  This can lead to a power-mongering life of discontent, disconnection, and distrust.  They focus exclusively on what they want, not on what their constituents want or what is good for them.

Contrast that with the motivations of Servant Leaders, who do not waste time asking, "How I get more power?" and "Who do I need to crush to eliminate opposition?"  Instead, Servant Leaders ask questions like, "What do people need and how can I help them fulfill those needs?" and "How can I help my church become stronger and better at meeting the needs of the congregation?"  It is not a matter of "How can I acquire personal power?" but "How can I show people the power within themselves?"  Power leaders are focused on making people do things, whereas Servant Leaders are concerned with helping people do things.

The power model of leadership assumes a traditional, pyramidal hierarchy, with the few people at the pinnacle exercising power on behalf of the organization.  With Servant Leadership anyone can serve, anywhere help might be needed, at any time the opportunity to serve arises.  Anyone can take action to meet the needs of others.  Anyone can accept the call of Servant Leadership -- no hierarchy is necessary.

In order to be realistic, we have to recognize that power, like nature, abhors a vacuum.  Someone will step into positions of leadership.  The people who comprise the organization would be best served (no pun intended) to insure that leaders are not concerned about power as a goal, and end unto itself.  Rather, leaders should view power as a tool, one tool among many, as a means of caring for others.  Power is not an end for Servant Leaders, it is a means.  One way to recognize this is to see how individuals react to being treated harshly -- Servant Leaders do not care how they are treated, but will respond adamantly to the  harsh treatment of others.

When confronted with a difficult situation, Servant Leaders go into problem-solving mode rather than power acquisition mode.  They view the problem, and then think, is there some gap that needs to be bridged here, or some obstacle that is preventing people from carrying out their objectives?  Can I help them bridge the gap or eliminate the obstacle?  If I can't help, can I find someone who can?  Servant Leadership is about building bridges instead of walls, it is about lighting candles of understanding rather than brandishing swords of power.

How can we get more Servant Leaders?  Through training, education, support, and encouragement.  Those presently in power need to set good examples by foregoing power tactics, giving budding Servant Leaders good role models to emulate, good values to live by, and the willpower to serve others with compassion and courage.    

 V.  Misconceptions About Servant Leadership by Dr. Hamilton Beazley

Several misconceptions about Servant Leadership make its understanding and acceptance more difficult. They are:

1. Servant leadership is a weak form of leadership. Quite the opposite. It is a strong leadership style that requires discipline, strength, and character. This misconception arises from the notion of servant-hood as weak rather than fundamentally strong. The person who aspires to lead as an act of service rather than an indulgence of the ego must be willing to listen, to be wrong, and to follow when more effective leaders emerge. Servant leadership is not a form of servitude; it does not require us to be doormats. Instead, it requires us to act on strong principles that may make certain people uncomfortable. 

2. Only powerful people can be servant leaders. Servant leadership is not a form of leadership that only works from the top-down. By its very nature, servant leadership is meant to infuse an organization with enthusiasm. Transformation can begin at the lowest levels of an organization as well as at its highest, although, of course, the implementation of any form of leadership is facilitated by buy-in from top management. 

3. Servant leadership is not the same as service leadership which is based in service rather than serving. The nuance is important. One can be of service without being a servant. One cannot, on the other hand, be a servant without being of service. Servant-leadership requires a commitment to helping other people achieve their highest potential, which is a more complex goal than merely being of service to them. 

4. Servant leadership sounds good in theory, but it’s not practical. Servant leadership is practicality itself because of its profound effect on organizations and those who work for them. Servant leadership is based on pragmatic principles that have been judged valid for centuries and that are consonant with both religious traditions and secular philosophies that describe the way in which people are to interact with one another. Servant leadership has been tested in for-profit and non-profit organizations and has proven superior to obsolete, autocratic styles of management, particularly in an area of rapid change. To suggest that servant leadership is impractical is the same as to say that honesty is nice in theory, but it’s impractical in the real world. 

VI.  Teaching Servant Leadership in Churches

Jesus understood and implemented Servant Leadership throughout His ministry on earth, long before the specifics of Servant Leadership were articulated by John Greenleaf.  As Jesus showed, the concept of servant leadership begins by being a servant first. 

Servant leaders serve because they are motivated by love and humility. Jesus is the epitome of servant leadership. Jesus humbled himself and became a servant of all.

Perhaps the story of Jesus washing the feet of His disciples provides the most complete picture of the way Jesus views servant leadership.

John, Chapter 13:

3 Jesus knew that the Father had given him authority over everything and that he had come from God and would return to God. 4 So he got up from the table, took off his robe, wrapped a towel around his waist, 5 and poured water into a basin. Then he began to wash the disciples’ feet, drying them with the towel he had around him.

 6 When Jesus came to Simon Peter, Peter said to him, “Lord, are you going to wash my feet?”

 7 Jesus replied, “You don’t understand now what I am doing, but someday you will.”

 8 “No,” Peter protested, “you will never ever wash my feet!”

   Jesus replied, “Unless I wash you, you won’t belong to me.”

 9 Simon Peter exclaimed, “Then wash my hands and head as well, Lord, not just my feet!”

 10 Jesus replied, “A person who has bathed all over does not need to wash, except for the feet, to be entirely clean. And you disciples are clean, but not all of you.” 11 For Jesus knew who would betray him. That is what he meant when he said, “Not all of you are clean.”

 12 After washing their feet, he put on his robe again and sat down and asked, “Do you understand what I was doing? 13 You call me ‘Teacher’ and ‘Lord,’ and you are right, because that’s what I am. 14 And since I, your Lord and Teacher, have washed your feet, you ought to wash each other’s feet. 15 I have given you an example to follow. Do as I have done to you. 16 I tell you the truth, slaves are not greater than their master. Nor is the messenger more important than the one who sends the message. 17 Now that you know these things, God will bless you for doing them.

As Jesus demonstrates in this passage, Servant Leadership is about maximizing the potential of individuals, both those who are served and those who lead. For Presbytery participants, there are multiple ways of utilizing Servant Leadership concepts while working with pastors and congregations. Indeed, Greenleaf’s test of good Servant Leadership is embodied in the following questions, which are relevant to the role of anyone in positions of power within the Presbytery: “Do those served grow as persons? Do they, while being served, become healthier, wiser, freer, more autonomous, and more likely themselves to become servants?”

In his article, “Teacher as Servant Leader,” Richard F. Bowman notes that “...the developmental commitment of the teacher as serving leader is no longer that of controlling or managing energy in others but rather inspiring creative energy..."  Bowman goes on to state, “The teacher as servant-leader functions as a trailblazer for those served by removing obstacles that stand in their path. Part of unleashing another’s talents is helping individuals discover latent, unformed interests..."

For centuries, many church leaders demonstrated Servant Leadership but it wasn't called that.  When teaching Servant Leadership, the instructor should demonstrate the following skills:

· Active listening (the servant leader does not have answers, but tries to help formulate the right questions.  The people in the pews have the answers)

· Coaching and influencing (not controlling and directing)

· Using pastoral and congregational feedback to design and enhance learning activities

· Ensuring that pastors and congregants know about Presbytery support services and helping to link them to those in ways that make a difference 

· Taking the time to explain why some behaviors may be inappropriate or sabotage the overriding goals of the church (especially the personal growth and fulfillment)

VII.  Servant Leadership is Straight From the Heart

From now on if you listen obediently to the commandments that I am commanding you today, love God, your God, and serve him with everything you have within you, he'll take charge of sending the rain at the right time .... Deuteronomy 11:13-14

The Bible tells us to serve with everything we've got.  We should serve enthusiastically, not out of a sense of duty.  Serving out of duty is a chore, something we do because we have to, and rarely evokes a sense of passion.  Our natural inclinations and abilities indicate our intrinsic interests, and we should use our innate sensibilities in the service of God and other people.

Looking deeply within ourselves is essential to finding the cause we want to serve and what form that service should take.  If we are focused outward on lofty visions expressed by others we will probably not perform to the best of our abilities, because we are being motivated externally by duty rather than internally by passion.  We are merely emulating the goals and desires of others instead of following our heart.  

Passionate Servant Leadership comes from the heart more than from the head.  We know we are serving from the heart when we look forward to service, instead of viewing it as drudgery.  A primary characteristic of Servant Leadership, then, is enthusiasm.  When we are excited about the service we are offering, no one has to talk us into performing the service, no one has to stand over us to make sure we are accomplishing the task.  Serving from the heart is an enjoyable enterprise.  Rewards, recognition, and reciprocity are not necessary -- we serve purely for the love of serving.  

The opposite is also true.  When we are not serving from the heart, we can easily fall into despair.  The smallest set-back is discouraging and there is no imperative to work through obstacles.  It becomes easy to say, "No more of this," and just quit.  Yet, we never ultimately fail at anything until we stop trying.

Another aspect of serving from the heart is effectiveness.  When we are working on things we love, things we are called to do, intrinsic motivation drives us to do the very best we can.  Passion creates persistence, and persistence leads us toward finding the best solutions.  If we don't really care about service, it is unlikely we will do it well.

Many times people take jobs they hate just for the money.  They believe that someday they will be wealthy enough to devote themselves to things they really love.  This is a deflationary approach, which often leads to disappointment and under-performance.  Life is too short to spend time on tasks you don't enjoy.

The greatest things in life are not things, they are relationships.  We find meaning and purpose in relationships, not in objects or money.  When our time on earth ends, how will our lives be evaluated -- by the number of things we managed to accumulate, or the number of people we loved, and who loved us?  As Mark Twain said, "Live your life so that at your funeral even the undertaker will be sad."

Servant Leadership from the heart can lead to a lifetime of fulfillment and happiness.  When we bring forth the true inner desire to live a life of service, the energy required to give ourselves to others does not wear us out.  Intrinsic motivation creates and amazing, tireless vigor that renews itself through living the life you truly want.
VIII.  Heightening Self-Awareness Through Servant Leadership

Servant Leadership is more than a laundry list of behavioral techniques, it is a way to live.  When a person becomes truly invested in the principles of Servant Leadership, and begins to practice them at every available opportunity, they can offer purpose, meaning and direction to life.  By clarifying the way each of us views ourselves, we may also lead others to increased introspection and personal fulfillment.

We do not see the world as it actually is -- we see the world as we actually are.  Our thoughts and perceptions are mental projections of the things we see and sense.  When we think of a tree, it is obvious that our thoughts are not the tree itself.  We see bark and leaves, but we do not see the network inside the tree that draws nutrients and water from ground to make the tree thrive.  Perceptions structure the way we see reality, including ourselves.

The major contribution of Sigmund Freud was his articulation of the unconscious mind.  One aspect of increasing self-awareness is to bring our unconscious thoughts into consciousness, to make unreflexive thought reflexive.  How can we make the best decisions if we are not consciously aware of the mental states that are driving our behaviors?  Awareness helps us relinquish old modes of thinking and behaving, and recreate ourselves so that we have greater control over our own lives.
The motivational speaker Jim Rohn once said, "You are the average of the five people you spend the most time with."  This profound statement emphasizes that our selfhood is determined, at least in large part, through our relationships with others.  Servant leadership gives us opportunities to enhance and deepen our relationships, and through that process to increase our self-awareness.

Robert Greenleaf had the following to say about the importance of self-awareness for Servant Leaders:

The opening of awareness stocks both the conscious and unconscious minds with the richness of resources for future need. But it does more than that: it is value building and value clarifying and it armors one to meet the stress of life by helping build serenity in the face of stress and uncertainty. Awareness is not a giver of solace. It is just the opposite. It is a disturber and an awakener. Able leaders are usually sharply awake and reasonably disturbed. They are not seekers after solace. They have their own inner serenity.

This is especially true for Christians, because the teachings of Jesus can leave us emotionally exposed and susceptible to being hurt.  The love spoken of by Jesus makes us vulnerable -- you can never have a broken heart if you have never loved.  The vulnerability that can be found in loving one's enemies is even more evident.

The following framework can be used to examine ourselves so that we are better equipped to serve others.  

Self-concept:  Although we are the product of our relationships, we must be cautious in judging ourselves in comparison to others.  We can always pick out people who are more attractive than we are, stronger than we are, smarter than we are, more popular than we are, and so forth.  Such comparisons can lead to an inferiority complex.  Conversely, we can always find people who are not as fortunate as us, who are less attractive, not as powerful, not as intelligent, not as admired, and this can turn into a superiority complex if we are not careful.  Neither an inferiority complex or a superiority complex is helpful in personal growth and development.  Instead, we should work toward judging ourselves based on who we are -- today we are here, but tomorrow we can be a little bit better, a little smarter, a little more compassionate, a bit more other-centered.  Our self-concept can be improved by measuring ourselves based on who we are, instead of in comparison to others.

Self-esteem:  These are beliefs about our own self-worth.  We can build self-esteem by practicing these six principles:

*Live consciously -- Be fully engaged in what you do and with whom you interact.  Be fully present in the now.

*Be self-accepting --  Don't be overly judgmental or critical of yourself.

*Take personal responsibility -- Recognize that you can choose your choices in life, but you cannot choose your consequences.  Choose wisely.

*Be self-assertive, without being domineering -- Be authentically yourself, willing to defend your beliefs without succumbing to the lure of popularity.

*Live purposefully -- Crystallize your goals and make realistic plans for achieving them.

*Have personal integrity -- Be true to your word and your values.

Self-confidence:  Realistically assess your gifts and challenges, and emphasize the positive aspects of your personality.  Self-confidence can be enhanced by selecting the best alternatives, working your way around obstacles, persevering in the face of adversity, engaging in creative problem-solving, learning from setbacks, and visualizing success.

Self-monitoring:  Be aware of your thoughts and emotions, and the effect they may be having on others.  Moods are contagious.  Self-monitoring is not an either/or proposition -- it is a matter of balance.  If a person is too obsessive with self-monitoring, it can lead to negative judgmentalism and low self-esteem.  If a person is too low in self-monitoring, they may be insensitive to how they are impacting those around them.  Moderate self-monitoring is the best course, to avoid the extremes of being too harsh on the one hand, or oblivious on the other.

The importance of self-awareness as it relates to Servant Leadership is to engage in a process of self-discovery that helps us determine how we can make a positive difference in the lives of others.  The real test of Servant Leadership is whether people around us — those we serve — grow as persons. Do they become “healthier, wiser, freer, more autonomous, more likely themselves to become servants?” Servant Leaders must first find out who they are, so they can in turn help others achieve their own potential.

IX.  Servant Leadership Can Happen Anywhere, Anytime, with Anyone

Listening is usually the first attribute of Servant Leadership mentioned in literature on the subject.  Active listening, using good eye contact, appropriate body language, and reflecting understanding by repeating back in your own words what the communicator has expressed, implies that a crucial component of Servant Leadership is continuous, broadband learning.  

A person cannot learn by speaking.  We only learn by listening.  And we can listen, and thus learn, anywhere, anytime from anyone.  In some cases, what we learn is what we should NOT be doing, or how we should NOT act, but learning what not to do is still learning.  At other times, from people we respect and want to emulate, we may learn more positive lessons about how we should behave.

One pioneer of Servant Leadership research, Warren Bemis, articulated ten traits that are shared by the most charismatic and dynamic leaders, people who have good lessons to teach us if we are only open to learning.  The ten traits of dynamic leaders are:

· Self awareness — knowing one's talents, challenges, values and direction

· Willingness to accept feedback — listening, developing relationships of trust

· Eagerness to learn and improve — staying alert, learning from each situation

· Calculated risk-taking — seizing opportunities in ambiguous situations

· Determination — exercising an ability to focus, pursuing goals tenaciously

· Celebrating failure — mistakes are how we learn, and we celebrate learning

· Balancing tradition and change — learning from the past, projecting into the future

· Empowering others — allowing others opportunities to grow

· Recognizing when rules or procedures aren't working -- a willingness to change

· Accepting the privilege of being a role model -- realizing that others may look up to you, and acting accordingly

As the characteristics of Servant Leadership begin to be applied, the strength of the approach proves itself.  These are powerful concepts, which can be used to transform entire organizations once Servant Leader behaviors become the common practice within the organization.

X.  Using Servant Leadership to Seize the Moment
As noted by Robert Greenleaf, servant leadership creates a sense of urgency.  

“…there are moments that contain eternity. Try to see the moment “now” not as an instantaneous fraction of clock time but as a focus of intensity in which the bright intense center is this instant of clock time but which, as the intensity of the light recedes from the center, extends back into historic events and forward into the indefinite future . . .”

This aspect of Servant Leadership can be illustrated by examining what have been called “The Three Most Important Questions.”  

Question 1:  What is the most important time?  The most important time is NOW, because it is the only time we actually possess.  The past is gone – there is nothing we can do about the past, except, possibly, to learn from it.  Conversely, the future is uncertain.  The only time we can be absolutely sure of is the present, and we should do our best to squeeze the most out of each moment given us.

Question 2:  Who is the most important person?  Many people unthinkingly respond, “me” to this question, and that is understandable to some degree.  If we don’t take care of ourselves, there is no way we can take of others.  But this misses the importance of being other-centered.  Our selfhood is defined by and contingent on our relationships with others.  You are a parent only because you have children; you are an employee only because you have an employer; you are a friend only because of the relationships you have with your friends.  

Your selfhood, then, is exclusively determined by the relationships you have.  Considering the most important time, NOW, and the fact that we cannot know ourselves outside of others, the most important person must be whoever you are with right now.  This might be a loved one, or it might be the check-out person at the grocery store, someone you might not ever see again.  Nonetheless, since the only time we have is now, the most important person is whoever we are in contact with at that moment. 

Question 3:  What is the most important thing?  The answer to this question flows inevitably from the answers to the first two questions:  Since the only time we have is now, and the most important person is whoever we are with now, the most important thing must be doing something positive or productive for the person we are with right now.  

These three questions, perhaps the most important questions, emphasize some of the most critical aspects of Servant Leadership.  They encourage us to live in the moment; they help us recognize that our relationships define who we are; and they remind us to take life-affirming actions for whoever we are with at any given moment.  Using good Servant Leadership techniques in conjunction with the three most important questions, you might help change the lives of people you will never meet again. 

XI.  The Collective Power of Servant Leadership
Many times we focus myopically on the people in power -- in our churches, we look to the pastors and elders, and in society we home in on politicians, movie stars and CEOs of large corporations, those with prominent positions in the various hierarchical power structures.  This may be partially due to exposure in the media.  We are constantly bombarded with images of celebrities.  

Another factor may be that humans are naturally hierarchical creatures.  On the National Geographic channel, we can observe how apes in the wild establish hierarchies, recognizing the Alpha Ape as the leader of the troop.  If you take time to watch small children on a sandlot baseball field, it is instructive that before playing, often team captains are identified, who then "choose sides."  There is ample anthropological evidence that in organizing virtually any group, humans first arrange themselves into a hierarchical structure.

In this context, the lesson of Albert Schweitzer is instructive.  Schweitzer spent his life helping disadvantaged people, working as a doctor in central Africa until his death at the age of 90.  He was awarded the Nobel Prize in 1952 for his work as a medical emissary.  In his autobiography, he had this to say about servant leaders (although he did not use that term):

Of all the will toward the ideal of mankind only a small part can manifest itself in public action.  All the rest of this force must be content with small and obscure deeds.  The sum of these, however, is a thousand times stronger than the acts of those who receive wide public recognition.  The latter, compared with the former, are like the foam on the waves of a deep ocean.

Servant leaders are often not prominent people, who hold official positions of power.  Joseph Badaracco, a Harvard Business School professor, thought Schweitzer's view was exceptional, and in his book Leading Quietly: An Unorthodox Guide to Doing the Right Thing, he encourages us to rethink our perspectives of what constitutes good leadership.  In one passage he writes:

[We should look] away from great figures, extreme situations, and moments of high historical drama and [pay] closer attention to people around us.  If we look at leadership with a wide-angle lens, we can see men and women who are far from heroes and yet are successfully solving important problems and contributing to a better world.

Echoing the views of Schweitzer, Badaracco believes that the aggregated efforts of many quiet, unassuming individuals consistently doing the right thing have a greater impact than high-profile celebrities.  These people do not seek fame or recognition.  They do not raise their hands first when a question is asked.  They are humble and low-key, and often do not view themselves as leaders.  Yet they go about their business quietly, scooping snow from the church steps, mowing the church yard, baking the bread for a communion celebration.  Rarely do they receive thanks or praise, but this does not stop them from performing duties that other people might feel is "beneath them."  These are the people who, in emulation of Jesus, are washing the feet of their fellow congregants.

Where can we find good examples of Servant Leadership in our communities?  We can look to the local politicos or prominent citizens or business owners, those who normally get their pictures in the local newspapers.  But if you put down the newspaper and just take a look around, there are copious examples of quiet people working for the common good in innumerable ways.  If we take the time to add our efforts to theirs, performing obscure, random acts of kindness, the accumulation of good will can make a positive and lasting change in those that surround us, and for the world in which we live.

Helen Keller, born deaf and blind, grew up in a bewildering world that was difficult to understand because of her disabilities.  Yet her lack of sensory perception did not stop her from understanding the importance of having a generous spirit:

I long to accomplish a great and noble task, but it is my chief duty to accomplish humble tasks as though they are great and noble.  The world is moved along not only by the mighty shoves of its heroes, but also by the aggregate of the tiny pushes of each honest worker.

Humble deeds exemplify the foundation of Servant Leadership.  Watch for those who act selflessly and with sincerity, those who open the door for someone with their arms full, those who help someone who has fallen, those who give assistance to people down on their luck, those who expect nothing in return for acts of compassion, and there you will find good Servant Leaders.  They are all around you.

XII.  Servant Leaders Create Heroes

Leaders are often thought of as heroes.  Yet, in his book The Power of Follewership, Robert Kelley says, "Be less of a hero and more of a hero-maker."  In this powerful concept we find the essence of servant leadership.

Using the Gospels, one example of a quiet servant leader, one who does not appear often, and when he does appear it is usually not at center stage, is the disciple Andrew, Peter's brother.  Andrew is only mentioned a few times in the Gospel accounts, but almost every time he appears, he is doing the same thing:  bringing someone to Jesus.  As we read in John 1:40-42:

 40One of the two who heard John speak and followed Him, was Andrew, Simon Peter's brother.   41He found first his own brother Simon and said to him, "We have found the Messiah" (which translated means Christ).  42He brought him to Jesus. Jesus looked at him and said, "You are Simon the son of John; you shall be called Cephas" (which is translated Peter).

Here is one of the simplest, most powerful passages in all the Scriptures:  "He brought him to Jesus."  Andrew is not normally thought of as a leader among the disciples.  Peter was the dominant figure.  Peter was first among the disciples, the rock on which Jesus founded the continuation of his ministry on earth.  Yet it is critical to remember that without the humble Andrew, Peter might never have met Jesus.  Andrew, in his gentle and low-key way, displayed good servant leadership by laying the groundwork to make heroes of others.

As Jim Kouzes and Barry Posner have noted, leadership “choice is not based on authority, but upon the leader’s perceived capacity to serve a need.”   Like Andrew, if you are successful at sharing the stage and seek always to help others become better at what they are doing, you are exhibiting good servant leadership skills.  Kent Keith in The Case for Servant Leadership has listed some key principles of creating heroes through servant leadership:

· Self awareness — taking time to delve into your selfhood, knowing one’s emotional responses and remembering that moods are contagious

· Listening — identify needs

· Reversing the Pyramid — turn the traditional organizational pyramid upside down, so that bosses are at the bottom tip of the pyramid, serving all those who are above them -- flip the hierarchy

· Developing colleagues — as Robert Greenleaf wrote, “Do those served grow as persons?  Do they, while being served, become healthier, wiser, freer, more autonomous, more likely themselves to become servants?” 

· Coaching, not controlling — control to achieve compliance does not create passion -- be a vehicle of enablement rather than impediment

· Nurturing and liberating the energy and intelligence of others

· Foresight — remember that the greatest oak tree was once just a little nut that held its ground -- envision how the past and present connect to create a positive future 

These practices make new heroes by instilling confidence, competence and capability in others.  Servant Leadership is not a one-size-fits-all, quick-fix approach.  Instead, it is a long-term, transformational process of creating an organization that seeks to serve first.  If things go well, give the credit to others.  If things go poorly, take the blame on yourself.

XIII.  Servant Leadership in Other Faith Traditions
Servant Leadership is not exclusive to Christianity.  It is evident cross-culturally in virtually all religious systems.  

In the Hindu tradition, for example, Krishna is portrayed as displaying good Servant Leadership when he tries to avert the Mahabarata war by serving as a mediator and diplomat, functions normally associated with an underling.  According to Dr. Harsh K. Luthar:

Here we see Krishna in his characteristic role of the servant-leader, not exercising his authority and power which he had in abundance, but instead trying to broker a peace by listening to both sides, empathizing with their suffering, attempting to persuade them to peace, offering them consolation and healing for the past wrongs that they may have suffered.

When all peacemaking efforts have failed, and civil war becomes inevitable, Krishna again takes on the role of a servant by serving as the chariot driver for his friend Arjuna.  As Dr. Luthar explains:

...Krishna offers to serve Arjuna and be his charioteer in the battles of the Mahabharata war. Normally, it would not be common for a great King like Krishna to play a support role for another in battle. However, by becoming Arjuna’s charioteer in the war, Krishna actively takes on and embraces the support role and demonstrates that an act of service for a just cause is, in fact, an act of leadership.

Islam is another faith tradition where Servant Leadership is emphasized.  In his article entitled “Stepping Outside the Culture: The Islamic Way of Leadership,” Rohaniza M. Sumndad summarizes good leadership in Muslim communities in this way:

A Leader, may it be in different strokes or folks, from North to South, Black or White, Muslim or Christian, or how different one seems to be, it just says one thing – SERVICE FOR HUMANITY. A True Leader does not seek for his own interest but for the best welfare of others. He does not serve for himself but for what God made him to do. It is only God, Allah, Bathala or may it be other different names that you call HIM that tells our purpose and mission in this world.  This… shows our commonality.  YOU and ME are different, but that’s just a part of life. The fact is our humanness connects us.

On the website www.dharmadoctors.org, a Buddhist inspired resource for physicians, there is an abstract for a seminar entitled: "CHARNEL GROUND PRACTICE: Training in Socially-Engaged Buddhism and Servant-Leadership," in which this description of the seminar is given.

Servant leadership focuses on the role of the leader as steward of all resources, human and otherwise, associated with an organization, be it a family, community, corporation or government. Servant Leadership emphasizes collaboration, trust, empathy, and the ethical use of power. The objective of Servant Leadership is to enhance the growth of individuals and increase teamwork and personal involvement in actualizing integrity, as the Servant Leader is a servant first, and leads in order to better serve others, not to increase their own power.  Using an array of mindfulness and awareness practices, we learn how to track the relational field, to recognize what is occurring energetically and emotionally with others, and to recognize what is needed to facilitate engagement, compassionate service and change.

Servant Leadership may be found in Judaism as well, as shown in this excerpt of an article by Dr. Hal M. Lewis:

In asserting qualifications for office, it is popular for would-be leaders to emphasize their strength and toughness, above all else. Attention is focused repeatedly on heroism, militarism, and boldness. Much of what passes for leadership throughout the world is a form of machismo, the leader-as-alpha-male, dominant and overbearing. Instead of embracing this top-down, command-and-control style, classical Jewish sources insist that successful leaders function not as rulers, but as servants. “One who is appointed over a community becomes the servant of the community,” insists the Talmud (Horayot 10a). In this view, leadership is not about superimposing personal will, or coercing others to “follow the leader.” Neither is it about amassing power in the name of ego or cause. Rather, leaders must see themselves as serving the needs of their followers by enhancing their capacity, by motivating and empowering them, and by developing leadership in others.

Does this all sound familiar?  As shown in the above examples, Servant Leadership is a cross-cultural endeavor.  Although the term “Servant Leadership” seems paradoxical on its face, the widespread use of its core concepts demonstrates its usefulness in virtually all cultures and situations.  

XIV.  A Holistic Approach to Practicing Servant Leadership
In a world of six billion humans and countless other beings, how can we create circumstances wherein each can flourish, without limiting the life expression of others? In short, how can we create a world that truly works for all?







John Greenleaf

In order to make Servant Leadership a reality in your churches and communities, there must be a way to move from knowledge to intention to implementation.  A framework for putting Servant Leadership into action is necessary.  The first step is to develop a plan for applying the principles of Servant Leadership, and in that light, the following sequence may be helpful.

1) 1)  Integrate the generic principles of Servant Leadership that are most important for your church.  Customize knowledge of Servant Leadership for your circumstances.

2) 2)  Identify the commonalities of various perspectives of Servant Leadership into a holistic viewpoint.

3) 3)  Train people from your congregation in the basics of Servant Leadership.

4) 4)  Support the expansion and awareness of Servant Leadership in your church, your community and the world at large.

In order to monitor the progress of implementing Servant Leadership, have people in positions of power check themselves using the following two questions:  “Who am I serving?”, and “What purpose am I accomplishing through this service?”  This helps participants insure that they stay on track – that they are serving their intended population, and that they are serving them for altruistic reasons, not out of a wish to exercise egoistic power.  The title of John Greenleaf’s initial essay was “The Servant as Leader,” not “The Leader as Servant.”  In general, it is easier to train a natural servant as a leader, rather than the other way around.

A chart showing the multi-dimensional nature of Servant Leadership was developed by George SanFacon and Larry C. Spears, and is shown below:

The Dimensions of Servant Leadership

Dimension
Core Concept or Goal

Servant Leader Behavior


*“It begins with the natural feeling

*Develop and grow the personal capacity

“The Why”
that one wants to serve.”


(depth and range) to care.



*Personal aspirations for leadership

*Develop an expanded embrace that 

Motives &
come from a basic desire to enlarge

extends to everyone affected by the

Intentions
the lives of others, rather than a desire
enterprise.



and drive for more power, recognition



or material gain.

I. The Servant-Leader—Ways of Being, Capacities & Roles



*A better world can be built by better
*Increase personal capacities for: aware-



people.




ness, presence, availability, reflection, 



*There are ways of being, capacities and
empathy, listening and receptivity,

roles that embody servant leadership, both
acceptance of others, intuition, generosity,



representing its expression and furthering
foresight, simplicity and transparency.



its realization in the world.  These can be
*Fulfill organizational roles of steward,

“The How”
learned and deepened through practice.
role model, healer, change agent and








community builder.

II. The System – Organization and Governance

Means &

Methods
*Institutional and organizational systems
*Transition to a shared governance model



are people building and life giving, rather 
that incorporates the “first among equals”



than people using and spirit killing.

concept.



*Power is shared.  Leaders are “first  
*Use participatory approaches to church



among equals” on teams of equals,

issues and practices.



rather than “lone chiefs” atop hierarch-
*Implement new-paradigm approaches, such



ical pyramids.



as “open book” management and self-








directed teams.

 

*Those affected have the experience of
*Transition to ways of serving that are 



being served in a way that builds a soci-
valued more highly by the general public.

“The What”
ety “that is more just and loving…with
* Embrace a triple-pronged desired outcome



greater opportunities for all.”

strategy, promoting social equity, main-

Ends &
*Systems are socially, organization-
taining the church as a viable entity, and

Outcomes
ally, and environmentally sustainable.
sustaining the planet.



*The world works for all.  Every person
*Practice moral symmetry – balancing the



has the opportunity to discover and live
legitimate needs of all those affected by the



out who they are and what they can be.
enterprise.

The divisions created by breaking Servant Leadership down into its component parts can be useful during analysis, but in practice it must operate as a seamless whole – there is an underlying unity when behaving as a Servant Leader in real situations.  In reality, the separate dimensions, motive, means and ends, must be behaviorally fused into an integrated whole.  This can be done by recognizing that the drawbacks or weaknesses in one dimension can impede or limit the effectiveness of Servant Leadership as a cohesive system.  It is a diverse and complex concept, containing many variables.  But in the final analysis, Servant Leadership as a whole is more powerful than the sum of all its components.

The ultimate test for Servant Leadership is, can we effectively use it to make a difference in the lives of our parishioners, our communities and our world?  It may look great on paper, but can we make it work?  How do we make ourselves and our churches accountable for what we are trying to accomplish?

First, we need to develop a greater capacity for honest, self-critical assessment, listening most closely to those affected by Servant Leadership programs.  Sincere and candid feedback is essential to determining where it is working and where it is not, and then taking steps to buttress weak areas.  Good listening skills are vital to this stage of the process.

Second, we must look for opportunities to practice the principles of Servant Leadership in each moment, courageously addressing the problems that confront people right now, by living in the moment.  Virtually every situation is potentially an opportunity to serve.  We can do this in small, perhaps seemingly insignificant ways.  Servant Leadership is not a magic bullet.  Instead, it is an incremental process, which, over time, can create huge transformations.  Servant Leadership is a journey, taken one small step at a time, and the journey is the reward.

High moral values and excellence must dominate the twenty-first

century if progress is to have positive meaning. Through

ideas like those of Robert Greenleaf ’s servant leadership, such a

way of life is now well within our reach.






Bill Bottum

 XV.  Using Servant Leadership to Manage Change

A.  The Pace of Change

The pace of change keeps increasing at an increasingly fast rate.  If one were to graph the pace of change, it would be an exponential function, with the line representing change becoming more vertical over time.  Donal O'Shaughnessy captured the essential question about change in this way:

We are the music makers,

And we are the dreamers of dreams,

Wandering by lone sea breakers,

And sitting by desolate streams,

World losers and world forsakers,

On whom the pale moon gleams;

Yet we are the movers and shakers

Of the world for ever it seems.

We, in the ages lying

In the buried past of earth,

Built Nineveh with our sighing,

And Babel itself with our mirth;

And o'threw them with prophesying

To the old of the new world's worth;

For each age is a dream that is dying,

Or one that is coming to birth.

This is a fundamental question for church leaders:  Are we part of a dream that is dying, or one that is coming to birth?  God does not change, that is true, but the world does change, and in order to stay relevant the church must change with it.  Change creates ambiguity, and uncertainty creates opportunities to serve others by helping them structure the ambiguity in their lives in productive and meaningful ways.  Servant Leadership may help the church not only adapt to the changing world -- it offers the possibility of creating positive change in the lives of congregants and those they serve.  New realities demand new ways of leading.


B.  Thinking like a Servant Leader

What type of leaders work best in times of rapid change?  Servant Leaders, because they are not focused on using change to build a power base, they do not want to leverage power to control people.  Instead, they use their influence to serve both the church and more broadly, everyone with whom they come into contact.  

Servant Leaders gather and process information to first determine the situation they are facing.  They take a close look at the facts, recognizing that "facts" are subject to modification based on new knowledge, and continuous learning is a never-ending process.  Tough decision may have to be made, but those decisions will be made through a prism of serving people first.  Traditional, power-based models of leadership will no longer work in this rapidly changing world.

To a great extent, Servant Leadership is a life-change.  It requires new ways of thinking about our world and the church's place within it.  When one truly embraces the principles of Servant Leadership there is a shift in the psychological landscape, and this entails several challenges in moving from old-world, power-based thinking to new world, servant-based thinking.



i.  Challenge Dichotomous Thinking

One challenge is to develop subtlety and nuance in the way one views problem situations.  Many dilemmas cannot be solved by thinking dichotomously, in terms of pure dualities, on/off, up/down, black/white.  True, some problems should be addressed in these terms, such as "Are you pregnant?", "Did you turn off the lights?" or "Is the car out of gas?"  But these are relatively simple yes/no questions, and not the kind the church usually needs to help people address.  

People problems are often more multi-faceted and complex, requiring us to think in terms of continuums, where the end points may be black and white, but there is every shade of gray in between.  This is not a form of moral relativism.  It is a recognition that each problem is different, and Servant Leaders must adapt potential solutions to the situation and the people involved.



ii.  Challenge Cause and Effect Thinking

Another challenge is the problem of cause and effect thinking.  Often we do not really know what the root cause of a problem might be, and the relationship between the perceived cause and its ostensible effect may be uncertain.  As often shown in the actions of our government, changing what we think is the root cause may have unintended consequences.  

Suppose you were looking through a slit in a board fence (our perceptions are limited) and you saw a cat walk by.  First you see its head, then its torso, then the tail.  After watching it walk back and forth several times, you might conclude that the appearance of the head also causes the tail to appear.  In this case, you have failed to perceive the whole, that it is all one cat, and you are just seeing different parts of it at different moments.  Good Servant Leaders work at seeing the whole picture, rather than trying to fix problems through an analysis of its bits and pieces.



iii.  Challenge the Imposition of Order

Next, we must challenge our thinking that order must be imposed on anything deemed chaotic.  This is particularly difficult for Presbyterians, who sometimes see order as more important than problem resolution.  What we perceive as chaos may have an underlying pattern that is hard to discern.  

Imagine you are put in charge of running the New York Stock Exchange, but know absolutely nothing about it.  When you walk in your first day of work, what do you see?  Absolute pandemonium, people running about, throwing small slips of paper in the air, shouting at each other, and so forth.  What is your first inclination?  To impose order.  We have to get these people to quiet down, get them in queues, organize them like they are standing in line at an airport ticket counter.  And in the process, you would be destroying the entire stock exchange system, eliminating the underlying process by which it naturally operates.  When confronted with situations that look chaotic, Servant Leaders should listen and learn before assuming the problem needs to be controlled through the imposition of order.



iv.  Challenge Logical Decision-Making

Good Servant Leader decisions must often be made with the heart instead of the head.  There is an integral emotional component to decisions involving people.  Optimal decisions in Servant Leadership often involve intuitive leaps or "gut feelings," that do not involve linear thinking toward a desired end state.  Many problems of Servant Leaders do not fit any blueprint or flowchart, where the problem is plugged in at the top and the answer pops out at the bottom.

It is reminiscent of pastors who speak on the topic of having more faith, "You must have more faith!"  In this case, pastors are exhorting us to use cognitive thoughts to control our cognitive thoughts.  It is like asking us to bite our own teeth, or a parent telling a child, "I demand that you love me, but only if you do so voluntarily."  Servant Leader decisions often cannot be made using logic, a deliberate set of cognitions that lead progressively toward a desired end state.

Jesus often used paradoxes, such as "Let the dead bury the dead."  Paradoxes cannot usually be solved in a logical sequence of ideas.  Yet, paradoxes need not be considered a confused end state.  As was the case with Jesus, paradoxes may simply be a teaching tool, a step on the path of learning.  When faced with a seemingly insoluble problems, often the answer is to be found in our hearts, rather than our heads.

Servant Leaders are called to be agents of change, yet moving from old-world thinking to new-world thinking is not only difficult, it can be disturbing.  It can be upsetting to people entrenched in old-world thinking, who may take steps to squash attempts by Servant Leaders to move to new modes of looking at the world.  Servant Leadership involves knowledge that entirely shifts existing paradigms, and this may be viewed as dangerous by the establishment.  

One need only think of Luther or Knox or Calvin to imagine how the new thinking of Servant Leadership might be viewed by those in power.  It is important to remember that some of the most innovative theologians were often viewed as heretics or sheer lunatics by their contemporaries.  Yet these people often took religious thought to a whole new plateau, offering different platforms for the advancement of serving human spirituality.  


C. The Importance of Emotional Intelligence in Handling Change

A key element in providing Servant Leadership is emotional intelligence, that is, the ability to monitor and control one's own emotions, while staying aware of how those emotions may be impacting others.  Emotions are contagious.  It is easier to keep people positive and up-beat when the Servant Leader shows enthusiasm and optimism.  

Monitoring one's emotions is especially important when confronted with difficult people or conflicted situations.  If you do not control your emotions, you cannot control the situation.  In addition, be especially cautious of negative emotions, such as anger.  Negative emotions indicate that we are closing ourselves off, and we cannot learn if we are closed to perspectives or opinions that are new or contradictory to what we think we already know.  

Emotional Intelligence may be developed or enhanced using the following framework, as articulated by Daniel Goleman:


*Self-Awareness



-Emotional Monitoring:  Deciphering one's own mental state, and 



recognizing how it might impact others; use "gut instinct" to guide 



behaviors.



-Accurate Self-Assessment:  Knowing one's gifts and limitations.



-Self-Confidence:  Having a sound sense of one's own self-worth.


*Self-Management



-Emotional Self-Control:  Keeping disruptive impulses under control.



-Transparency:  Displaying honesty, integrity and trustworthiness.



-Flexibility:  Adapting to diverse situations or overcoming obstacles.



-Achievement:  Improving performance to meet internal expectations.



-Initiative:  Readiness to seize opportunities.



-Optimism:  Seeing the silver lining in every dark cloud.


*Social Competence:  Managing relationships with compassion and effectiveness.


*Social Awareness



-Empathy:  Sensing the emotions of others, seeking to understand their 


perspective (not necessarily agreeing with it), and staying engaged.



-Organizational Awareness:  Aligning personal goals with those of the 


organization.



-Serving:  Exercising Servant Leadership principles in the service of 


others.


*Relationship Management



-Inspirational Leadership:  Guiding and motivating through a compelling 


vision.



-Influence:  Using persuasion to make others passionate about Servant 


Leadership.



-Developing Others:  Empowering and supporting others in becoming 


good Servant Leaders.



-Change Catalyst:  Initiating change, and structuring the ambiguity created 

to the advantage of others, not oneself.



-Managing Conflict:  Resolving disagreements to create positive 



outcomes.



-Building Bonds:  Cultivating and nurturing a web of relationships.



-Teamwork and Collaboration:  Cooperating through building and 



empowering teams.

The emotional intelligence necessary for Servant Leaders to initiate and manage change can hardly be overstated.  As King Whitney, Jr. put it:

"Change has a considerable psychological impact on the human mind. To the fearful it is threatening because it means that things may get worse. To the hopeful it is encouraging because things may bet better. To the confident it is inspiring because the challenge now exists to make things better." 


D.  The Necessary Process of Unlearning

The process of unlearning what we thought we knew is essential to the process of acquiring new knowledge.  We must be as adept at discarding old knowledge as we are at adding the new.  Mark Twain captured the concept well over a century ago in his book “Life on the Mississippi,” when he spoke about being a riverboat pilot:

Two things seemed pretty apparent to me. One was that in order to be a pilot a man had to learn more than any one man ought to learn; and the other was that he must learn it all over again in a different way every 24 hours.
Twain recognized that the river changed constantly, and in order to be an effective pilot he needed to engage in a continual process of unlearning and relearning in the context of the changes he faced as a riverboat captain.  Unlearning is a difficult feat.  We are conditioned to capitalize on our existing knowledge, and keep adding to it.  It is not easy to let go of what we thought we knew.

Unlearning thoughts about God may one of the first and most difficult steps in remaking ourselves in light of new perspectives.  We all have our own thoughts about God, what God wants, what God does, and so on.  But we must recognize these are merely our thoughts about God.  God is always more than we could ever conceive, and any words we try to use to describe God, to explain the essence of the divine, only boxes God in with limited human concepts.  It is like a finger pointing at the moon – we should not confuse the pointer with the object.  It is like going into a restaurant and eating the menu.  As we read in the Bible:

For my thoughts are not your thoughts, nor are your ways my ways.  This is the word of the Lord.  But as the heavens are high above the earth, so are my ways high above your ways, and my thoughts above your thoughts.  Isa. 55:8-9

Lord, you have examined me and know me.  You know me at rest and in action:  you discern my thoughts from afar.  You trace my journeying and my resting-places, and are familiar with all the paths I take.  For there is not a word I speak but you, Lord, know all about it.  You keep close guard behind and before me, and place your hand upon me.  Knowledge so wonderful is beyond my grasp; it is so lofty I can’t reach it.  Ps. 139:1-6

The peace of God which surpasses all comprehension shall guard your hearts and your minds in Christ Jesus. (Phil. 4:7)

But there are a lot of people out there who assure us THEY know what God wants, what God thinks, what God is planning to do, and most of all, what God wants US to do.  At best, these people are theologically misguided, and at worst they are trying to use a certain concept of God to control others.  It seems like the height of conceited arrogance, to think that a person can know the mind of God.  They have merely reduced God to their own level, and no matter how smart they might be that is a tiny God indeed.

We all want to feel certain in our faith.  It is part of our make-up, and Servant Leaders must take this into account.  We crave certainty.  But human ideas about God are merely symbols of indescribable transcendence, and those symbols have been interpreted and articulated in many different ways over the centuries by many different cultures, including the Christian movement.  Contemporary images of God include a powerful creator, the first cause, a supernatural personality who lives out there somewhere, and periodically intervenes in human affairs to change outcomes.  

But this rationalist concept of God is a recent phenomenon, and reflects a scientific mindset rather than a theological one.  The scientific perception of God stems from the post-Enlightenment idea that empiricism, objective proof, can be used to explain everything, including God, and unless something can be defined scientifically, it does not exist.  This is one-dimensional thinking, and assumes there is only one valid path to truth – empirically provable phenomenon.

Many people seem to forget that uncertainty is lodged at the center of science.  All scientific truths, by their very nature, are provisional and subject to change based on future learning.  Science can not offer 100% certainty.  So those who would try to prove God using scientific techniques are gravely misguided.  When speaking of God, it is a mistake to “lay out evidence,” or “make our case.”  This treats God as an external object, which might be verified through a data set or logical progression.  We cannot prove God, no matter how much we might want to.  If there was certainty, then faith would become irrelevant.

Science often deals with problem solving, that is, coming up with a solution to eliminate an obstacle.  Once science clears that obstacle, it can move on to the next problem.  But Servant Leaders often cannot work that way, because they are concerned with things like suffering, grief, moral direction, or the nature of happiness, and these are not subject to once-and-for-all solutions.  Religion tends to deal with mystery rather than problems.  A problem is something out there that is blocking my path.  A mystery is something we participate in, something we fling ourselves into.  Mysteries are internalized – sometimes to the point where the distinction between the self and mystery evaporates, and the mystery becomes part of our being.

Religious language, as used by Servant Leaders, is symbolic language, and is only given meaning through interpretation.  Scientific language is factual language, that is, the best knowledge we have right now.  So, for example, science can tell us we have cancer.  But science cannot help us psychologically cope with having cancer, it cannot make us comfortable with our own mortality.  Science can tell us, within some margin of error, that death is near, but it cannot help us die nobly or courageously.  That is the job of religious Servant Leaders.  With all the benefits science has given us, it cannot capture the essence of the human spirit, much less the spirit of God.

Virtually all religions, though, act as if we can simply suck in air and define – a word that literally means “to set limits upon” -- a transcendent reality that exceeds all words and concepts.  Servant Leaders must take a different approach, especially when talking to young people.  One of the most often asked questions today is, “Does God exist?”  Just asking the question means the symbols for God are no longer working.  Asking if God exists portrays God as an object in time and space, something “out there,” which may or may not exist.  And this is not God.  God is not an object like the plants or animals or others objects that surround us.  We have to see through our ideas about God to the divine essence that lies behind it.   Like a sculptor creating great art, we should look for the God that appears when all our concepts about God have been chiseled away.

How do we avoid the pitfalls associated with thinking we know all about God, that we can tell others what God thinks, what God wants, what God plans to do?  Perhaps we should reconsider the role of behavior as the true core of belief.  A commitment to Servant Leadership, to other-centeredness, rather than intellectual assent to a dogmatic set of beliefs, may be the best measure of our faith.  

So rather then viewing God as a noun, a being, an object, it might be helpful to symbolize God as a verb, an event, a happening.  We might learn to distinguish a name, such as God, or Democracy, or Justice from the actions that take place under those nouns.  When we use the word Democracy, we are not just talking about a theoretical construct.  We are talking about freedom, equal rights, the rule of law, proper representation -- all the events that take place under the term Democracy.  The actions that occur in the name of Democracy are much more important than the label. 

The same is true for God.  Whatever we say or think about God, God is more.  We have hope for what is to come, not for what already exists.  The events that happen under the label God do not require unquestioning belief in a static, external, supernatural deity that we can never understand.  Instead we can use our ideas about God to incite action, to take us in the right direction, to inspire us to make events happening in the name of God, beauty, peace, justice, compassion, and selfless love, a reality in the world.  Servant Leadership is an excellent way to show God as an event, a happening, instead of an object or a set of human ideas.

E.  New Perspectives of Knowledge and Servant Leadership

“The search for security is misguided…The fact is…security can only be achieved through constant change, through discarding old ideas that have outlived their usefulness and adapting to current facts.”








William Orville Douglas








Supreme Court Justice
One paradox of the modern age is how the rapid increase in information and access to that information has led to greater complexity, and in turn can create confusion and greater uncertainty.  Take the JFK assassination for example.  There are still many questions surrounding that event.  Do we not have enough information to accurately say what happened?  No, we have way too much information about the shooting in Dallas, so much that it is confusing.  We have information, but we do not have knowledge.  And we are not even close to acquiring wisdom about JFK’s death, which is combining different areas of knowledge to create a holistic perspective.  The information overload in our society can be extremely challenging for Servant Leaders, who should help people sort through information until it can be massaged into useful knowledge, and perhaps given meaning through wisdom.

For religious Servant Leaders who view the Bible as the infallible and inerrant word of God, without cultural distortion or translation interpretation, new perspectives of knowledge may be uncomfortable.  For others, who view the Bible as a book of wisdom, a tool for guidance and direction, a device for making sense of the world, new views of knowledge will probably not be as bothersome.  At any rate, it should be understood that this section is not meant to offend anyone or disturb their faith.  In terms of this discussion, the Bible is viewed as a book of wisdom, not a book of information.

In distinguishing old-world perspectives of knowledge with new-world viewpoints, the following chart may be helpful.


Old-world knowledge is:


New-world knowledge is:


* based on “facts,” which are proven,
*contextual and conditional, based


static and objectively verifiable.

on what we know right now


*learned, not discovered or created.

* provisional, and must be adapt-







able, based on future learning.


*transmitted from the teacher and 

*dynamic, and may be created or


memorized by the student.


discovered.


*historical, that is, was generated

*uncertain and may change at any


sometime in the past.



time.

Servant Leadership is about empowering people.  Educational efforts by Servant Leaders do not consist of teaching people a series of “facts,” but in helping people learn how to learn.  As conditions change, so must the knowledge base of people trying to assess those changes.  Interpreting contemporary change through a prism of old-world knowledge is, as the Bible puts it, “seeing through a glass darkly.”  

New-world knowledge, then, can be viewed as a series of arguments, rather than a static set of established “facts.”  Arguments, unlike opinions, are based on solid data, and so are not subject to fallacies of wishful thinking or pure emotionalism.  Through this process, Servant Leaders and the people they work with can become more comfortable with the uncertainty and ambiguity inherent in new-world knowledge.  In the words of Paul Tillich:  “Doubt is not the opposite of faith; it is an element of faith.”

In order to help people engage in the process of continual, life-long learning, Servant Leaders can encourage the following behaviors:

*Engage in broadband learning – one can learn anytime, any place, from anyone, even if the lesson is what one should not be doing.

*Suspend judgment – do not jump to conclusions; skepticism is healthy, whereas cynicism is another word for closed-mindedness; check the veracity of ideas before accepting or rejecting them.

*Be cautious of negative emotions – this signals you are closing yourself off, and shutting down the potential for learning; the more you think you know, the less open you will be to new knowledge.

*Stay curious – Inquire, investigate, be alert.

Becoming comfortable with uncertainty is a difficult and often disquieting process.  It can be emotionally destabilizing and potentially lead to a sense of disorientation.  Yet it is an essential aspect of continuous learning.  Martha Nussbaum summed it up this way:

To be a good human being is to have a kind of openness to the world, an ability to trust uncertain things beyond your own control, that can lead you to be shattered in very extreme circumstances for which you were not to blame. That says something very important about the condition of the ethical life: that it is based on a trust in the uncertain and on a willingness to be exposed; it's based on being more like a plant than like a jewel, something rather fragile, but whose very particular beauty is inseparable from that fragility.


F.  Becoming an Agent of Change -- The Lesson of Abraham

History is replete with examples of good Servant Leaders.  One does not need to look very far to find leaders who completely transformed their cultures, their organizations, and their followers.  Perhaps one of the greatest Servant Leaders of all time was the Biblical Abraham.  Organizations that wish to foment change need Servant Leaders, people who are willing to sublimate their own desires for the good of their group, and to engender those same non-egoistic attitudes in their followers, just as Abraham did

The story of Abraham began when he left Ur of the Chaldees, a simple tribal chief.  By the time his story is through, he had created pervasive change, change that shifted religious views from polytheism to monotheism, that made him the patriarch of three major religions, and made him "the father of many nations" (Gen. 17:5).  It is instructive to examine the traits displayed by Abraham in creating such widespread, all-encompassing, and enduring changes in the way many people view themselves and the world around them -- perceptual changes that still influence us today.


i.  Vision

Abraham possessed a startlingly clear vision of the future.  He wanted to found a new nation, one based on monotheism, compassion and social justice -- in short, he wanted to establish the Promised Land.  A love of the Promised Land was handed down by Abraham, through Isaac, and then to Jacob, who, although he had moved to Egypt, wished to be buried in the cave at Machpelah, the resting place of his father and grandfather. This vision was so powerful, it has been passed down through millennia, and culminated in the last century with the formation of the state of Israel after World War II.  The Jewish people made Abraham's vision a reality almost 4,000 years after he had originally articulated it.

In order to proliferate his idea of fusing the pagan gods into one, Abraham spoke of the one God throughout his travels, eventually planting a oasis in Beer Sheba, "and there he proclaimed the name of God, Lord of the Universe" (Gen. 21:33).  The grove at Beer Sheba provided a resting place for travelers, where Abraham and Sarah offered hospitality while encouraging strangers to embrace the idea of monotheism.  Abraham used service to others as a means of conveying his vision and spreading it throughout neighboring lands.  He possessed both a powerful vision and the ability to communicate it convincingly.



ii.  Other-Centeredness

When Jesus washed the feet of his disciples at the Last Supper, he was engaging in a hospitality ritual first performed in the Bible by Abraham, as depicted in Genesis chapter 18.  Three strangers approached Abraham's tent, and he invited them in so he could "wash their feet" and offer them "a morsel of bread."  Although he was elderly, Abraham "hastened to the tent," where he acted as a waiter during their meal.  When it was time for them to leave, he "went with them to send them on their way," taking on the role of gracious host.  

Abraham's other-centeredness was perhaps most poignantly illustrated when God was planning to destroy Sodom and Gomorrah.  While most of us would never think of negotiating with God, that is precisely what Abraham did, when he asked God, "What if there are 50 innocent people in the city?  Will you destroy it?"  God responded, "If I find 50 innocent people in Sodom, I will spare the entire area."  When that did not come to pass, Abraham continued haggling.  How about 40 innocents, or 30, or 20?  Eventually, when 10 good people could not be found in Sodom and Gomorrah, God went ahead with the destruction of the evil cities.  

This story demonstrates Abraham's compassion and optimism.  He tried to convince God not to engage in destruction, and found it hard to imagine there were not 10 good people in the entire area.  Servant Leaders care for all people, not just their in-group, and always think the best of people until proven wrong.



iii.  Courage

The 14th chapter of Genesis tells the story of how Abraham assembled his forces (318 people) to rescue his nephew Lot, who had been taken by four powerful kings after they routed the troops of Sodom and Gomorrah.  Pursuing the kings as far as Dan, Abraham performed the risky military maneuver of dividing his forces in the face of superior numbers.  His fearlessness won the day, and he liberated Lot along with many other people, allowing them to return to their homes.  In order to be a Servant Leader, one must be willing to engage in risk-taking, and have the bravery to act in the face of overwhelming odds.



iv.  Self-Sacrifice

God tested the limits of Abraham's selflessness, when asking him to sacrifice his son Isaac as a show of faith.  At the crucial moment, with the knife poised over Isaac's heart, an angel stayed Abraham's hand, telling him, "Do not lay a hand on the boy...Do not do anything to him.  Now I know that you fear God, because you have not withheld from me your son, your only son."  

This story shows Abraham's total dedication to God, his willingness to sacrifice the most precious things in his life for what he believed.  Why would God have made such an extreme test of Abraham's faith?  God may have been showing Abraham the level of sacrifice that sometimes must be made in order to serve the greater good, in this case to spread the knowledge of monotheism.  In the Christian faith, Jesus was the ultimate example of self-sacrifice, pouring himself out for others, to the point of death, thus showing people what may be required of them in the service of others.  These examples illustrate the inspirational power of self-sacrifice in Servant Leaders.



v.  Charisma

Abraham's ability to attract and influence a large group of people confirms his charismatic personality.  The term "charisma" is derived from the Greek word "kharisma," which has been translated as "divine gift."  Individuals who possess this gift have the ability to inspire followers through heroism and selfless behaviors.  It should be noted, however, that the word "charisma," as it is used today, has no moral dimension.  Adolph Hitler and Muammar Gaddafi might be considered "charismatic," but  their power was leveraged to benefit themselves, rather than to serve others.  In terms of Servant Leadership, charisma must be used to achieve benevolent and altruistic ends.  The use of charisma, like any other form of power, must be based in other-centeredness.

It is evident that Abraham had the divine gift of charisma.  King Abimelech told Abraham, "God is with you in all you do" (Gen. 21:22) and proposed an alliance which led to the treaty at Beer Sheba.  It was not common for kings to enter into agreements with tribal chieftains.  Yet Abraham's reputation and powerful personality persuaded Abimelech to live peacefully alongside the Jews.

Charismatic people, such as Abraham, are passionate about what they do, and that passion is contagious, inspiring others to perform at higher levels than they might have otherwise.  The enthusiasm of Abraham attracted many people to his way of thinking, to the point where monotheism became the dominant framework of religious thought in the West.  Few people will ever achieve the charisma of Abraham, but anyone can increase their charisma levels by showing passion for their ideals, and by serving others in an honest and loving way.



vi.  Humility

Abraham was a humble person, as shown by his reference to himself as "but dust and ash" (Gen. 18:27).  When looking for a burial plot for his wife, Sarah, Abraham went to the Hittites, who referred to him as a "prince of God" (Gen. 23:4).  In spite of such platitudes, Abraham show utmost respect for the Hittites, bowing to them several times, and paying the shocking amount of 400 silver shekels for his acreage.  Jeremiah paid only 17 shekels for a similar parcel (Jer. 32:9).

When leaving Egypt, both Abraham and his nephew Lot had substantial herds of cattle.  Their helpers began to argue because there was not enough grazing land to sustain the combined herds.  To quell the bickering, Abraham, acting in the humble manner of a peace-maker, said to Lot, "Please let there be no strife between me and you and between my herdsmen and your herdsmen...If you will go left, I will go right, and if you will go the right, I will go to the left."  As the family patriarch, Abraham could have had his choice of grazing land, but instead deferred to Lot, allowing him to choose first.

Pretentious and overbearing leaders often have difficulty with followers, because of their insensitivity.  Abraham showed the humility of good Servant Leaders, putting the needs of others ahead of his own.  Although he was the patriarch and chief of the Jewish people, he did not display the haughtiness and sense of self-importance that often characterizes poor leadership.



vii.  Using Servant Leadership to Create Change

Through a combination of personality traits that characterize Servant Leadership, Abraham became a change agent, transforming the world in ways that still affect us today.  This was only possible by daring to be different, by being a monotheist in a polytheistic society, by exercising power of the spirit in a culture dominated by the power of the sword, by showing courage in the face of overwhelming opposition, and by acting humbly when he might have been domineering.  In other words, Abraham created change by living the changes he wanted to see in the world.

Like Abraham, Servant Leaders act differently than most people.  They are often viewed as "misfits," "oddballs" or "loose cannons," since they do not feel constrained by conventional wisdom or societal mores.  Abraham's behavior must have seemed chaotic to pagan traditionalists.  Instead of adapting to change, using a reactive approach, Servant Leaders proactively incite change, in the best traditions of Abraham, and then leverage it for the benefit of those they serve.

XVI.  Conclusion

A new moral principle may be emerging which holds that the only authority deserving of one’s allegiance is that which is freely and knowingly granted by the led to the leader in response to, and in proportion to, the clearly evident servant stature of the leader. Those who choose to follow this principle will not casually accept the authority of existing institutions. Rather, they will freely respond only to individuals who are chosen as leaders because they are proven and trusted servants. To the extent that this principle prevails, the only truly viable institutions will be those that are predominantly servant led.
Robert Greenleaf

The Servant Leadership training documents which comprise this presentation were written as a series of vignettes, so pastors or elders can mix and match training materials to meet the needs of their specific congregations or circumstances.  The training materials are completely customizable.  Additional training materials can be generated upon request, and presenters are available through the Presbytery’s Servant Leadership committee.

This material may be looked upon as lecture notes, and a Power Point presentation is available for Servant Leadership training sessions.  Presenters are encouraged to expand on the material using their own examples and stories.  Several studies have shown that students tend to remember stories much better than general concepts or data.  Good stories to illustrate points can make the principles of Servant Leadership more “sticky” for students.

If there are any questions or problems with the training materials, please contact Brad Buchanan at:  geotelcorporation@hotmail.com.  The Servant Leadership committee is dedicated to providing support to anyone interested in implementing Servant Leadership.  After all, we are here to serve God through service to all people within our Presbytery.

XVII.  Links to Additional Servant Leadership Resources

http://www.greenleaf.org/whatissl/

http://www.byfaith.co.uk/pauljesus3.htm 

http://www.religion-online.org/showarticle.asp?title=316 

http://jmm.aaa.net.au/articles/15279.htm 

http://www.associatedcontent.com/article/726891/jesus_as_a_servant_the_gospel_according.html?cat=9 

http://enrichmentjournal.ag.org/200202/200202_032_serv_leader.cfm 

http://www.teal.org.uk/dl/servant.htm 

http://www.twu.ca/about/values/servant-leadership-life.html 

http://www.csec.org/csec/sermon/bernardin_2920.htm 

http://www.sojo.net/index.cfm?action=magazine.article&issue=soj1102&article=on-becoming-a-servant-leader 

http://www.liveintentionally.org/2011/03/31/new-research-validates-effectiveness-of-servant-leadership/ 
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