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Abstract
The concept of servant leadership has become increasingly recognized and utilized by many top organizations since its origin in 1970, when a retired AT&T executive by the name of Robert K. Greenleaf wrote Servant Leadership: A Journey into the Nature of Legitimate Power and Greatness (Spears, 1996). The ideas Greenleaf proposed on the principles of leadership has been so well embraced that Spears (2004) likens it to “a quiet revolution in workplaces around the world” (p.7).  While many of Greenleaf’s principles are congruent with biblical principles, however, his ideas seem to stem from more of a naturalistic and humanistic point of view. Therefore, this paper analyzed Greenleaf’s ideas of servant leadership from a biblical perspective and has developed a biblical foundation for servant leadership. For it is in looking to the holy scriptures and Jesus Christ, the ultimate servant leadership role model, that one can truly journey into the nature of legitimate power and greatness.
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Introduction
       	 According to Robert K. Greenleaf servant leadership is highly dependent on the principles that a leader should take the forefront as a servant first for them to lead their followers (Thacker, Sullivan & Self, 2019).  The traditional leadership styles is highly dependent on the implementation of authority and execution of power on the followers in order to ensure the activities of the organization are running. Servant leader believe in the share of power and authority among the leader and the followers, developing the employees who are the followers, ensuring the needs of the employees are met and serving the followers fully. Therefore, servant leadership works towards enhancing and enriching the lives of people, ensuring the advancement of the surrounding communities and meeting the goals of the organization through effective strategies and involvement of every employee within the organization. The paper explores the Servant Theory of Leadership as an effective model of leadership practice
 Servant Theory of Leadership
While there are many positive attributes to implementing Servant Leadership into an organization there are some drawbacks. The primary challenge is the time in which the servant leadership theory can take to implement into an organization. In order for servant leadership to really work effectively the model needs to be implemented across all levels of the organization. This takes a considerable amount of time for the process of change to occur and be recognized. 
Another drawback is that once implemented the leaders of the organization have to make the choice to personally believe in the outcomes of the Servant Leadership Theory. They, being the leaders, must be willing to take on the servant – leader mentality over the long-term. “Each leader must have the desire to influence those around them through motivation.” (Greenleaf et al., 1997, p.88) However, if the desire is not present within the leadership, then the success of the Servant Leadership model will not occur within the organization.  Therefore, it is crucial that leaders understand the value of the Servant Leader model, and strive to emulate the model’s standard for effective leadership to employees.




Biblical Analysis of Ideas Associated with Greenleaf’s Servant Leadership Perspective
Even though he is credited as the first person to coin the term servant leadership, Robert K. Greenleaf was not the first to believe in the concept that great leaders emerge from their desire to serve those around them (“The Servant Leader”, n.d.).  This concept stems from the teachings and examples established by the many leaders throughout the Bible (“The Servant Leader”, n.d.).  However, similar to the Bible, “The Journey to the East,” a book that illustrates to each reader how the best leaders are servants first, inspired the foundations of Greenleaf’s ideas and perspectives on leadership (Coulter, 2003, p. 23).  Also, unlike the leaders in the Bible, Robert Greenleaf was concerned about the needs of man when he developed his servant leadership model and therefore took a man-centered approach to servant leadership as opposed to a God-centered approach (“The Servant Leader, n.d.).  This man-centered approach lacks a scriptural foundation and focus on the Lord that is required to be an authentic servant leader who cares for others and acts as a guide in both their work and spiritual lives (“The Servant Leader”, n.d.). 
Although his conception of servant leadership does not perfectly reflect biblical directives, Greenleaf’s approach is more focused on specific characteristics or skills that each individual can train and develop.  Biblical servant leadership begins on the inside.  It comes natural for those who follow the second great commandment to love our neighbors as ourselves.  On the other hand, the Greenleaf model for servant leadership has circulated through academia and professional organizations for years.  The model consists of four main concepts: “increased service to others, a holistic approach to work, promoting a sense of community, and the sharing of power in decision-making” (Spears, 1996).  It is important to view these concepts in light of Christian principles and understand both the similarities and differences.  Many scholars have ascertained that Greenleaf’s lessons are not revolutionary, however, they reinforce many biblical messages. 
Spears (2004) writes about how Greenleaf’s thoughts on leadership have created a shift in the culture of many organizations around the world (p. 7).  In the past, employees were viewed and treated as cogs in a machine, whereas today managers have chosen to instill a sense of community where everyone is empowered to grow and to become better people (p.7).  Leaders, that have adopted the perspectives taught by Robert Greenleaf focus on improving job-satisfaction and instilling a strong sense of kinship and camaraderie throughout the organizational ranks of their company (Boone & Makhani, 2012, para. 11).  While improving and impacting people throughout the workplace is good, a servant leader that models themselves after Jesus Christ actively seeks to impact every aspect of their follower’s lives (“The Servant Leader”, n.d.).  The Bible echoes this belief when it says “The greatest among you will be your servant.  For whoever exalts himself will be humbled, and whoever humbles himself will be exalted” (Matthew 23:11–12, NIV).  Even though Greenleaf’s observations in the workplace were not based on a biblical perspective, his assertions that a leader must be a servant first share many similarities with the Bible’s views on leadership.  However, again, he needed to focus on impacting his followers as a whole and not just at work (The Servant Leader, n.d.).  
Increased service to others begins with having a servant’s heart (Blanchard and Hodges, 2003).  The heart drives action, and in order to be an effective leader under Greenleaf’s viewpoint, each individual must align their heart and hands with service to others.  A servant’s heart is genuine because it leads to sacrificial giving.  Paul writes to the Roman church, “Share with the Lord’s people who are in need. Practice hospitality.” (Romans 12:13, NIV).  Servant Leaders who seek a holistic approach to their organization should consider the hedgehog.  Hedgehogs master one specific thing or idea, in comparison to the clever fox who is a jack of all trades but a master of none (Collins, 2001).  If contemporary leaders think and act like the hedgehog, who masters his method of defense, they can begin to understand the discipline and focus associated with servant leadership. By inspiring others to seek self-actualization through meaningful and impactful work, the true transformational approach to servant leadership through Greenleaf’s message is revealed.
[bookmark: _GoBack]Another fundamental component to Greenleaf’s perspective includes community building through servant leadership.  Promoting a sense of community begins with considering that in a community each leader represents the qualities it is built upon.  As an ambassador of Christ, each leader is responsible for building relationships and a surrounding culture.  In order to do so, each leader is called to practice what God teaches us in the heavenly kingdom, loving your neighbor as yourself (Duby, 2009).  Practicing the Golden Rule is a simple steppingstone that promotes both camaraderie and teamwork while inspiring service to others.  With an overwhelming number of employees that want to feel as though they have a more significant voice at work, respect is another fundamental component of Greenleaf’s approach.  Respect in this setting is a mutual quality in which service and sacrifice act as a catalyst.  Learning to love others and sharing sacrifice and respect are necessary steps to effectively serve.  In the same tone, sharing authority and decision making is a proven method to create buy-in amongst employees.  There is a movement in leadership circles that is trending more towards assuming subordinates want to be more productive in the organization and that they want to feel that their work has meaning and purpose (Van Dierendonck, 2011).  As most individuals are eager to be a part of a team and help achieve success, servant leaders express humility by enabling others to share responsibility and make decisions at the lowest levels of an organization.  This empowerment creates the motivation to see organizational success because subordinates’ decisions now directly affect the success or failure of the team.
Greenleaf’s approaches and methods for creating better relationships and serving others mirror those used by many leaders throughout the Bible, namely Peter, Paul, Jesus, and David (Coulter, 2003, pp. 24-28).  Coulter (2003) writes about how these Biblical leaders simultaneously expressed the values of a servant and a leader while working to build a team mentality among their followers (pp. 24-28).  The importance of being a leader while simultaneously being a servant is what Greenleaf’s leadership model is all about (“The Servant Leader, n.d.).  However, his teachings are ultimately short-sighted due to the lack of focus on scripture (“The Servant Leader”, n.d.).  This is where the main deficiencies stem from and are why his teachings are a good start to practicing servant leadership, but not the ultimate guide (“The Servant Leader”, n.d.). 
A Biblical Foundation for Servant Leadership
Leadership is not about telling other people what to do and how to do it.  Instead, it is more of a complex process that ultimately enables the leader to motivate their followers towards a specific goal.  One leadership style that makes this possible is servant leadership.  The following discussion provides a list of biblical principles that support the foundation and importance of servant leadership as realized throughout scripture.
One founding principle of servant leadership is the biblical message of human dignity. In Genesis 1:26, God made humanity, both male and female, in His image and His likeness (NIV).  This essentially gives humans the dignity and value that sets them apart from the rest of creation.  It follows that humans cannot treat others as a means to their own end (Loughlin, 2019).  Servant-leadership, therefore, is people-oriented because it treats followers as bearers of God’s image.  In other views of leadership, for example, followers are considered as pawns at the disposal of the leader.  It does not matter what happens to the follower as long as the leader's goals and interests are fulfilled.  In servant leadership, however, it is the leader who takes the initiative to serve the primary concerns of their followers first, so that their subordinates can improve themselves, develop their full potential, and contribute more to the group’s collective interests (Muller, Smith & Lillah, 2019).  Servant leaders treat their followers as people who have inherent dignity.
 Servant leadership fundamentals that are based on the biblical principle of mutual respect are as follows.  In their last supper, Jesus gave his disciples final instructions help them understand what it is he is about to undergo.  Then He tells them: “No longer do I call you slaves, for the slave does not know what his master is doing; but I have called you friends, for all things that I have heard from My Father I have made known to you” (John 15:15, NIV).  Jesus makes an essential point in this passage.  In their group, Jesus is their LORD and Master, but unlike earthly lords and masters who threaten their slaves impersonally, Jesus respects his disciples by treating them as his friends.  Unlike earthly leaders who do not convey information to their subjects, Jesus entrusts his disciples with the information they need so they can, later, comprehend his suffering, death, and resurrection.  This act helped his disciples trust him more.  After all, the right kind of leadership inspires trust (Blanchard & Hodges, 2003).  This does not mean that the disciples ended up viewing Jesus as their equal.  Instead, they followed him as their leader, and ultimately their Lord and Master.  Being a servant leader does not mean surrendering one’s authority and leadership function.  It is about breaking those traditional boundaries between leaders and followers to foster healthy relationships built on mutual respect.
Servant leadership is also based on the biblical principle of humility.  In John 13:5-17, Jesus shocked his disciples by washing their feet, an act usually designated for a slave (NIV).  His disciples could not understand why he did it, so he explained that if he, as their LORD and Teacher, washed their feet, they should also do the same.  That is, if he humbled himself by serving his disciples, they should also humble themselves and serve others.  Through this act, Jesus provides a role model for other leaders to follow (Blanchard & Hodges, 2016).  When leaders display pride and self-interest, such behaviors can become the norm among their followers.  However, Christian leaders should be different from the world.  Those who understand the gravity of leadership will be models of how to show humility towards each other. 
Various definitions of servant leadership seen throughout both history and scripture frequently reference the idea of transformational characteristics where individual focus, core motivations, and internal inspiration are essential byproducts of a successful leader (Leading like Jesus, n.d., p. 7).  Several contemporary authors have elaborated on the subject of servant leadership, advancing this perspective by emphasizing the individual needs of each subordinate and outlining the inherent social responsibility that constitutes the fabric of servant leadership (Van Dierendonck, 2011, p. 1229).  These major differences have grown to define servant leadership, where the Christian variant is centered around “leading like Jesus” (The servant leader, n.d., p. 2).  Both scholars and biblical references agree, leadership performed through service to others originates from the leader alone who must relinquish selfish drives and personal greed in order to truly serve (Fischer, 2010).  This biblical calling proves extremely challenging as noted throughout 1 Peter 4:10 where leaders must “serve one another, as good stewards of God’s varied grace,” instead of submitting to selfish tendencies (English Standard Version).
With leadership commonly viewed as “a long-term, transformational approach to life and work,” there is a strong correlation with biblical principles that support this theme (Spears, 2004, p. 8).  While several scholars such as Robert Greenleaf frequently assess and expand the role of servant leadership, there is a much older definition with countless examples and codified principles that is illustrated throughout scripture.  The story found in Matthew 20:28 reveals a brief reminder that “even as the son of man came not to be served, but to serve, and to give his life as ransom for many” (ESV).  This simple message establishes the first true example of servant leadership based on the life and sacrifice of Jesus.  Scripture, however, does not stop there in the hunt for principles of servant leadership.  One author illuminates the thought that “the Bible is replete with examples of leaders who sought to serve others,” which provides countless examples of service and sacrifice at a holistic level that transcends history (Duby, 2009, p. 2).  This conception is easily supported with citations of biblical characters including Joseph, Moses, Peter, and Paul, which further substantiates biblical criteria and examples of servant leadership found throughout the Bible.  Peter’s willingness to provide for others alone as “shepherds of God’s flock” visibly illustrates both stewardship and sacrifice as required principles within servant leadership (Coulter, 2003, para. 10).  
In order to define the various principles and characteristics of biblical servant leadership, it is necessary to analyze the internal motivations that result in service.  One source illustrates this by defining the heart, head, hands, and habits as crucial vessels within a leader to deliver service in Jesus’ image (Blanchard, Hodges, & Hendry, 2016, p. 36).  Each of these components provides both tangible and intangible evidence of the principles that bring specific meaning to serving others.  In particular, servant leaders must “seek to lead for a higher purpose,” establishing value in others through daily actions, thoughts, and words (Blanchard & Hodges, 2003, p. 40).  Additionally, the character traits of humility and confidence are frequently alluded to, making them essential components of servant leaders, which perpetuates service to others as a reflection of our own faith (Blanchard et al., 2016, p. 79).  While the specific phrase “servant leadership” does not appear in scripture, each chapter expresses countless examples that reinforce a biblical foundation and basis for servant leadership.
The characteristics of a Servant Leader are those attributes a leader possesses to make sure that other people’s highest priority needs are being served. This Servant Leader does not try to attract attention in his/her direction but rather seeks to invest his/her knowledge into the lives of others in order to challenge, educate and help those individuals grow. Furthermore, a Servant Leaders possess “the ability to listen and have empathy, the ability to heal; in addition to self-awareness and passion.” (Spears et al., 1995 p. 4-5) These qualities extend even further to include: willingness to change, ability to conceptualize and communicate concepts, foresight and intuition, and an ability to build a sense of community.
When trying to identify an individual with leadership qualities within an organization, one must look for individual with specific traits and characteristics. The truth is, “leaders derive power from a variety of sources, some of which are based on the nature of the position they hold and some of which are based on their individual characteristics.” (Conchie et al., p.313) Although, some leadership qualities are more identifiable than other’s; we now know that there are unique characteristics certain leaders have that set them apart. One way to identify a Servant Leader is by their willingness to exhibit forms of mentoring, education, and discipleship to those who follow their leadership. Leadership of this theory will not always look the same, whether in an organization or external environment. It can take a multitude of forms according to the perspective in which it is practiced and will vary based on the experience and personality of the leader.
 Impact of Servant Leadership
Serving as a sales associate of one of the largest cellphone carriers in the United States, U.S. Cellular, one can automatically see the need for an effective leadership model.  U.S. Cellular sales floor is a fast paced and high volume environment. Endless rows of cubicles can be seen, as you walk down the main aisle of the sales floor. At the end of each row of cubicles, flags display the names of managers that oversee their sales teams. Also, you will see TV monitors hanging down every fourth row that displays team statistics, handle times of each employee, and the number of customers on hold. The chatter of sales pitches can be heard in every direction, as the organization’s employees sell and help customers a perfect solution for their needs.  
Sales representative must have the ability to conceptualize and have foresight to gain an understanding of not only a customer’s needs but that of their organization. This insight allows sales representatives, working within the servant leadership model, to perceive beforehand the customer’s requirements thus building confidence and commitment from the customer. In addition, the foresight of an employee in regards to the organization allows that individual to examine and to be open to possible changes that might occur within the business model.
These attributes of the servant leadership model when implemented can strengthen the skills of sales representatives. Serving not only as an employee but as a servant leader can creates an environment where the individual has a commitment not only to the internal organization, but also the customers they serve as sales representatives.
Within U.S. Cellular sales organization, the role of an effective manager is to oversee others, provide guidance, achieve their sales goals, and develop the skills of the sales representatives reporting to them. Sales managers have always been leaders, in the sense that they provide a vision, facilitate quick information gathering, and processing information for their team. The philosophy of a servant leader would provide a means to effectively facilitate the goals of the sales managers’ position.  Again, servant leadership “is an understanding and practice of leadership that places the good of those led over the self- interest of the leader” (1999, p.25).
In the sales management role, servant leaders must go above and beyond for the advancement of the people they lead. They do this first, by using their ability to empower and motivate the individuals they are leading.  “The key premise of servant leadership is that any leader has the power to create an environment conducive to such ends. But it takes courage on the part of a leader to do so, as servant leaders emphasize power distribution rather than power consolidation.” (Jaramillo et al., 2009 p.261) This distribution of power (empowerment) is inherently ethical.  It asks leaders to act courageously against the traditional models of leadership by decentralizing power.  This act requires selflessness on the part of the leader.   As a servant leader, a sales manager, “is in sync with and seeks to assess, understand, and grow the skill sets, passions, gifts, and well-being of the salespeople, and to blend these attributes with job requirements and the management of performance.” (Jaramillo et al., 2009 p.261)
The Servant leader philosophy followed by sales manager within this organization would also contribute to the building of relationships.  “A servant leadership style is one effective way of facilitating the critical goal of sales managers and salespeople forming solid relationships at the very early stages of the sales person’s career.” (Guenzi et al., 2007 p.120)  Thus, exhibiting the characteristics of servant-leadership philosophy, sales managers better understand and regard their employees. This not only creates a bond between the manager and the sales representative but research has shown “that salespeople who view their managers as servant leaders exhibit higher levels of customer orientation and are more likely to engage in adaptive selling behaviors.” (Guenzi et al., 2007 p.121) It is clear then that demonstrated servant leadership values from sales managers could have a positive effect on how a salesperson values customer interactions.  All of this results in strengthened employee performance and better customer care, a goal that is central to U.S.Cellular’s philosophy.
 	The impact of this servant leadership philosophy in an organization as a whole allows for a creation of an environment where the focus of business shifts from a selfish purpose to a selfless purpose. A study conducted a few years ago asserts that, “servant leadership has been practiced in some of the best firms. The best companies are characterized by how their employees are treated and human resource practices in these companies are driven by the following principles: 
1. Openness and fairness
2. Camaraderie and friendliness
3. Providing employees with opportunities
4. Instilling pride in their work and their company
5. Giving adequate compensation
6. Offering security.”(Leveing et al., 2000) This points sum up the very basic professional desires of the average employee, and the servant leadership model best meets them.
Conclusion
In summary, Greenleaf formalized a better model of leadership that was sorely needed, but Jesus offers the very best model of servant leadership to emulate, which is the embodiment of servant leadership (Coulter, 2003).  Not only did Jesus demonstrate servant leadership, he expects all who believe in him to follow his example.  Therefore, authentic servant leadership should be Christocentric, as opposed to Greenleaf’s man-centered theories.  The would-be servant leader must embark on a transformational journey and evolve as Jesus changes their heart, head, hands, and habits while bringing them into alignment with His will (Blanchard & Hodges, 2004).  When this happens, extraordinary levels of loyalty, trust, and productivity will be inspired by the Christocentric servant leader (Blanchard & Hodges, 2004).  When leaders follow Jesus’ example of leadership: pride and fear are replaced by humility and confidence, community and self-acceptance overcomes separation, truth conquers distortion so that relationships can be cleansed and restored (Blanchard & Hodges, 2004).  Jesus said, “whoever believes in me will do the works I have been doing, and they will do even greater things than these” (John 14:12, NIV).  One’s faith in Jesus Christ and their willingness to follow his leadership will enable them to be authentic and great servant leaders.
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