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To the One who first taught me that to lead is to serve.

PRAISE FOR
The World’s Most Powerful Leadership Principle
“A must-read for existing and prospective leaders!”
—Dennis Bakke, CEO emeritus and cofounder, AES Corporation, “The Global Power Company”
“This book has the power to transform both hearts and minds.”
—John Baltes, director, Silver Dollar City Foundation
“Synovus is committed to developing servant leaders, and this great work will be a helpful tool. It is a true gift to individuals, companies, and our world.”
—James Blanchard, chairman and CEO, Synovus Financial Corporation, #1 on Fortune’s “100 Best Companies to Work For”
“This book poignantly reaffirms two fundamental principles that fuel the engines of continuously flourishing businesses: Leadership emanates from character and humility instead of a résumé, and an ounce of action is worth a ton of textbook knowledge.”
—Russell Ebeid, president, Glass Group, Guardian Industries Corporation
“This book takes the concepts presented in The Servant and gives the leader the tools needed for ‘hardwiring.’ This book will leave you better than it found you.”
—Brian Jones, director of people development,
Baptist Health Care, #10 on Fortune’s 
“100 Best Companies to Work For,” and recipient 
of the 2003 Malcolm Baldrige National Quality Award
“I am a huge fan of Jim’s first book, The Servant; I give it to all of our managers. I particularly enjoyed the emphasis on application in this work.”
—Joy Flora, president, Merry Maids, a division of ServiceMaster
“I really like this book. Servant leadership is for people of action, and this book is a practical guide to actionable servant leadership.”
—Jack Lowe Jr., CEO, TDIndustries, #2 on Fortune’s “100 Best Companies to Work For,” and Board Chair, Greenleaf Center for Servant-Leadership
“Our company has profited globally from these servant-leadership principles. This book provides the ‘road map,’ making it easier to realize these benefits at all levels.”
—Devin McCarthy, CEO, Franklynn Industries
“This is a great book and a commonsense approach to leadership. It is time for leaders to realize it is ‘morphing time’—time to be the leader their people need and deserve.”
—Dale Moore, chairman and CEO, Moore’s Electrical & Mechanical Construction
“This book is the most practical and useful book I have read on servant leadership.”
—James Moore Jr., CEO, Catamount Energy Corporation
“It is refreshing to read a concise book that tells you how to implement ideas rather than just talking theory.”
—Kenney Moore, chairman, CEO, and founder, Andy’s Cheesesteaks & Cheeseburgers
“Other leadership books pale in comparison. Our company made Jim Hunter’s first book, The Servant, required reading. This book is another home run!”
—Dave Skogen, CEO, Festival Foods
“A must-read! This book not only describes what a servant leader looks like but it also provides us with a guide to move ourselves toward becoming that leader.”
—Craig Smith, senior manager of human resources, Gordon Food Service
“The principles set forth in this book are timeless. They are part of the eternal laws written into the very nature of mankind.”
—Malcolm R. Sullivan Jr., president, Pate-Dawson Company
“This book is a home run! The first read is for a review of servant leadership and to learn the map of implementation. The second and subsequent reads are for a benchmark to one’s commitment to change.”
—James Sexton, president and CEO, Henry Ford Wyandotte Hospital
“A gift from a servant leader. Clear, comprehensive. It will guide you on your journey toward servant leadership.”
—Robert Thomas, executive director, Georgia Servant Leadership Alliance
“Excellent! This book is right on target in offering practical ways to grow servant leaders.”
—Bill Turner, chairman, executive committee, Synovus Financial Corporation, #1 on Fortune’s 
“100 Best Companies to Work For”
“This practical book provides everything you need to know to begin improving your servant leadership effectiveness, today.”
—John Vella, vice president of marketing, Nestlé Purina PetCare Company
“This book captures the critical element of value creation for any organization: servant leaders at every level. This book teaches us the practical application of the principles of servant leadership.”
—Joe Weller, chairman and CEO, Nestlé USA, Fortune’s #1 Most Admired Food Company

 
Prologue
Another Leadership Book?
People need to be reminded
more often than they need to be instructed.
Samuel Johnson
These are not the best of times for leaders in corporate America.
I write this at a time when CEO has become a four-letter word in many circles. We are in the midst of corporate scandals involving the likes of Adelphia, Arthur Andersen, Enron, Global Crossing, Tyco, and WorldCom. Just today I read a USA Today/CNN/Gallup Poll stating that seven in ten Americans say they distrust CEOs of large corporations. Fully eight in ten believe top executives of large companies will take “improper actions” to help themselves at the expense of their companies. Credibility for business leaders may well be at an all-time low.
These corporate scandals leave me feeling ambivalent. On the one hand, I am pleased that corporate crooks are getting what they have coming and that the system is, at least in part, working. On the other hand, I feel sad for the many, many good, hardworking, and honest CEOs who are being painted with the same broad brush. Indeed, I have met far more honest CEOs than dishonest ones. As one pundit put it, saying all CEOs are crooks is like saying all priests are pedophiles.
Where Are All the Leaders?
As an avid student and educator on the topic of leadership and specifically servant leadership, I often wonder if there is anything left to be said on the topic.
A search on Amazon.com reveals more than 280,000 titles on leadership and management! Tens of thousands of pages are written about leadership in magazines and journals each year.
Three-quarters of American corporations send people off to leadership classes each year and spend an estimated $15 billion on training and consulting for those on their leadership teams. Yet more than 90 percent of the leadership training and development courses organizations are spending billions on each year are a waste of time and money. Yes, the managers will receive information about leadership; they will probably leave the training feeling excited, warm, and fuzzy; yet less than 10 percent will actually change their behavior as a result of the training.
We have roughly 2.5 million graduated M.B.A.’s in America today, and we will graduate another 110,000 M.B.A.’s this year. Sadly, I have observed many hotshot M.B.A.’s entering organizations fresh off our nation’s best campuses trying to impress everyone with how much they know, seemingly oblivious to the simple truth that people do not care what you know until they know that you care. I have met far too many M.B.A.’s who are fit to manage but unfit to lead.
Recent studies conducted by the Gallup organization show that better than two-thirds of people who leave their jobs resign because of an ineffective or incompetent manager. Put another way, the significant majority of people who leave their organization do not quit their company, they quit their boss.
So we arrive at a major disconnect.
With this abundance of resources directed toward developing better leaders, one could easily assume that great leaders, or at least good ones, would abound. Yet where are they? I worry that if the proverbial visitor from Mars ever arrives and demands, “Take me to your leader!” we won’t have a clue where to take him (it).
It is obvious to me and to many others that something is missing.
Something very big.

Yearning for More
In the six years since my first book, The Servant, an allegory about servant leadership, was published, I have been contacted what seems like countless times by people searching for ways to implement the values and principles of servant leadership in their organizations and/or personal lives. Many in leadership positions do not appear in need of any more convincing that servant leadership is the right way to lead and live, because the principles of servant leadership are self-evident. What many are seeking is a plan, a guidebook, or a map on how to implement the principles into their lives. They are saying, “Show me how! Tell me what I must do.”
There are many in leadership positions yearning to be the leaders they know their people need and deserve. Many long to be better parents, coaches, spouses, teachers, pastors, or managers. Many in leadership positions genuinely desire alignment between their beliefs and good intentions and their actual behavior and performance.
From firsthand experience, I know there are many thousands in leadership positions who know they are failing their people and desperately desire help in developing effective leadership skills. Many have long ago recognized that the old ways of leading through command-and-control and barking orders are largely ineffective when working with a diverse workforce of 78 million baby boomers, 50 million Generation Xers, and 80 million Generation Yers, the vast majority of whom do not trust “power people.”
In addition to these yearnings, there is an inward searching going on around the world, as evidenced by phenomena such as the Million Man March, Mel Gibson’s movie The Passion, twelve-step programs, and Promise Keepers, to name just a few. Even BusinessWeek magazine recently devoted its cover to a story titled “Spirituality in the Workplace.” The events of September 11, 2001, have made words like character, prayer, God, and leadership fashionable once again. I have also found in my seminars leaders looking for ways to integrate their spiritual beliefs into practical application at work and in their personal lives. The success of The Servant has also convinced me of that fact.
Again, it is obvious to me that people need something more.
That is why I wrote this book.

The Good News
The good news is that the timeless principles of servant leadership meet the tough challenges facing those in leadership positions today.
The good news is that we have the “technology” of how to become a servant leader not only in “head knowledge” but in behavior and actions as well.
The good news is that the skills of servant leadership can be learned and applied by most people who have the will and intent to change, grow, and improve.
The good news is that organizations around the world are changing their attitudes toward leadership, people, and relationships. Relational and values-based leadership has been written and talked about for decades, with great authors defining it in different ways and calling it different things. In the end, most of these folks have been talking about the same things. And that is the simple truth that leadership and life are about people and relationships. Consequently, servant leadership is emerging on a grand scale in many parts of the world. The evidence of this is that many of the most admired and successful organizations on the planet are now practicing the disciplines of servant leadership.
Fortune magazine is famous for its “lists,” the most famous of which is the Fortune 500, in which American companies are rank-ordered by revenue. Fortune also compiles two other popular lists annually: the “100 Best Companies to Work For” and “America’s Most Admired Companies.”
In Fortune’s recent installment of the “100 Best Companies to Work For,” more than one-third, thirty-five-plus organizations, are involved in the servant-leadership movement and/or specifically identify servant leadership as a core operating principle. Four of the top five on the list specifically practice servant leadership: the Container Store, Synovus Financial, TDIndustries, and Southwest Airlines.
The latest “America’s Most Admired Companies” list reveals ten organizations practicing servant leadership, including well-known organizations such as Federal Express, Marriott International, Medtronic, Pella, Herman Miller, ServiceMaster, and Nestlé USA. In fact, two of the top ten “admired companies” practice servant leadership, including the planet’s largest business organization, Wal-Mart, with more than $250 billion in annual sales and more than 1.4 million employees, and Southwest Airlines, one of the most successful airlines in the world.

Now for the Bad News
Are you ready?
You will not become a better leader by reading this book! If you are still reading these lines after that statement, thanks for hanging in there a little longer.
Please understand that nobody ever became a better leader by reading a book, listening to an audiotape, watching a training video, or attending yet another class on leadership. You can certainly learn about leadership by doing those things, but you will never become a better leader by simply doing those things.
Becoming a skilled leader is analogous to becoming a skilled doctor, chef, lawyer, pianist, or golfer. You may gain information and insight into a subject by reading a book or sitting in a class, but application and practice is the key. No one ever learned to swim by reading a book.
Developing the skills of servant leadership is difficult work and comes with a price. Becoming a servant leader requires a great deal of motivation, feedback, and extended practice, as does any worthwhile discipline. Becoming a better leader is not something that is grasped intellectually, like learning algebra or how to read a balance sheet. We become leaders by applying our learning, knowledge, feedback, and experience to our everyday lives.
To become a better leader, one must be willing and motivated to change and grow. To develop leadership skills, one must be motivated to seek out and receive sometimes painful feedback from others so one can see oneself more clearly. To become a more skillful leader, one must be willing to go down deep to explore old scripts, habits, and behaviors that need to be identified and changed. To become a more effective leader, one must be motivated to break old habits and begin learning new ones. There are few things more difficult in life than breaking deep-seated habits, which is why few benefit from simply taking a class or workshop on leadership.
Most people believe that smoking can kill you over time. But that head knowledge alone has done little to dissuade the 25 percent of the population still smoking in this country. In fact, a couple of thousand people will die today, many with a cigarette still hanging in their mouth, who know smoking kills.
More, much more, than intellectual agreement about a certain proposition like “smoking kills” or “servant leadership is the right thing to do” is needed.

Goals for This Book
My goals for this book are twofold.
My first goal is to articulate the principles of servant leadership as I have come to know and understand them in a simple, concise, and straightforward manner.
My second goal is to provide a guidebook and a map along with a simple process people can use to implement the principles of servant leadership into their lives and/or organization.
Goal #1—Clearly Defining Servant Leadership
Some may question the value of this goal, wondering if it has already been accomplished by other authors or even by my first book. In fact, what I hear most often about The Servant is gratitude for making a somewhat difficult topic to articulate easier to grasp.
Yet I feel compelled to redefine and rearticulate the principles of servant leadership for several reasons.
First, I am convinced that more information is needed on the powerful and timeless principles of servant leadership. Though the principles are centuries old, relatively few resources are available on the topic. A search on Amazon.com reveals a mere twenty-eight titles on servant leadership, with only a dozen or so still in print. Of those in print, the majority are directed primarily toward religious audiences.
Second, we need to be continually reminded about the basics and about doing the right thing. Think of the million-dollar athletes in spring training going over the basic fundamentals again and again. I am immersed in the world of servant leadership on an almost daily basis, yet I often find I am preaching to myself when I speak or write. I know from personal experience that we cannot hear these principles enough. I have not arrived in my development as a leader, parent, coach, or husband. I am certainly not where I want to be, but I am further along than I used to be. We need to hear the principles again and again and again; we really do need to be reminded more than we need to be instructed.
Third, The Servant was written seven years prior to this book being released. During that time, I have continued to be immersed in the field of servant leadership and have gleaned new insights and experiences that I am anxious to share with my readers.
Finally, writing an allegory like The Servant put certain constraints on how well I could express a concept or make a point and still leave the story readable and enjoyable. In this “business book” format, I have much more freedom in the way I can go about articulating these timeless principles.
If you do not desire further education on the principles of servant leadership, I would suggest you skip chapters 1 through 5 and get right into the application portion of the book, beginning in chapter 6 and continuing to the end.
Goal #2—Providing a Map for Implementation
Education in leadership principles without application is rather useless, so I intend to move from discussing servant leadership to discussing the practical application of its principles.
I often ask participants in my leadership seminars to raise their hands if they believe in continuous improvement. Virtually everyone will dutifully raise their hands in response to this question. In my hometown of Detroit, I have even had business groups sing me their organization’s jingle about continuous improvement! I mean, everyone believes in continuous improvement these days, don’t they?
I then ask how many of them believe that continuous improvement applies to them personally. Predictably, the hands will again rise.
Finally, I pose the tough question: “By definition, can you improve if you do not change?”
The audience usually looks blankly at me for a few moments before slowly shaking their heads. At this point, I will remind them of the definition of insanity: “continuing to do what you’ve always done and hoping for different results.”
I conclude by saying, “If you all believe in continuous improvement, then each of you must, by definition, be ready and willing to change, correct?”
Of course, they will lie and say, “Yes!” in unison.
Like the weather, change is effortless to talk about, but doing something about it is another matter. Change is difficult and requires effort as we move from the familiar and comfortable to the unfamiliar and uncomfortable.
In this book, one of the primary themes is that leadership development and character development are one. Building character requires change and is therefore much easier said than done. The work and even the pain of changing the person we are, breaking old habits, and becoming someone different than we are today is no easy task. Let me say it again: Leadership development and character development are one. More about that later.
In this book, I will provide an uncomplicated, straightforward, three-step change process that I have seen successfully employed by literally thousands of leaders to effect change in their lives and organizations.

Are You Sure You’re Ready for This?
Before you venture any further into this work, I strongly suggest you search the depths of your being to answer three crucial questions:
1.	Are you truly committed to personal continuous improvement and being a more effective leader? If your answer is yes, then you must understand and agree that personal change will be required in order to accomplish this.
2.	Can your ego handle receiving feedback, even emotionally painful feedback, from others, including subordinates, to better determine the gaps between where you are now as a leader versus where you need to be as a leader?
3.	Are you willing to do the necessary work, take the necessary risks, and suffer the necessary pain in order to close the gaps between where you currently are as a leader and where you need to be as a leader?
If your answer to any of these questions is no, there is probably no point in reading another page in this book.
If your answer to these questions is a committed yes, then this book contains some of the most significant and life-changing information you may have read in a very long time.


 
Chapter One
On Leadership
There are no weak platoons—only weak leaders.
General William Creech
Twenty-five years ago, I began my career working in the field of labor and employee relations. My territory was the same area where I was born and raised: Detroit, also known as the Motor City, the home of the American labor movement and arguably one of the toughest labor areas in the United States.
In my late twenties, I left a private company after serving as personnel director (that’s what they called them back then) and became an independent labor-relations consultant working with organizations experiencing labor problems. The typical “employee problems” were union organizing drives, strikes, violence, sabotage, low morale, low commitment, high absenteeism, and excessive turnover.
As a relatively young business consultant, I felt intimidated upon entering potential client organizations. I would often find myself sitting nervously across from powerful CEOs, invariably men, sitting arrogantly behind an expensive mahogany desk, dressed to the max, and sometimes even puffing on the proverbial cigar.
They would usually begin by saying something like “We’ve got some pretty serious problems here, son.”
Eager to please my potential clients, I would politely nod my head in agreement as I peered out their windows at the violence and the fires burning down below.
“Yes, sir,” I would reply, trying to sound confident and self-assured. “We do seem to have some problems here. I think we should begin by . . .”
As if not hearing a word I said, they would interrupt with “Let me tell you what we need to do here, son” and then proceed to tell me what “the problem was,” followed by, of course, the solution to the problem. These egomaniacs always had everything figured out. It made me wonder why they even called me in.
“Our problem is that troublemaker named Chucky out there driving the forklift, the bigmouth handing out the union cards. Once we shut him up, our problems will be solved, everyone will be happy here, and we will be back to business as usual!” Chucky on the forklift, or Norma Jean in the warehouse, or Bill in customer service. I discovered over the years that everyone seemed to have a “Chucky on the forklift” who needed to be “fixed,” and all of our problems would be solved.
And I used to believe it! I would think, “No wonder you’re the CEO and making the big bucks. What a brilliant idea!”
So I spent several seasons running around organizations trying to silence the Chuckys of the world. I even have some scars to prove it.
Over time, I came to the surprising conclusion that Chucky was not the problem. In fact, Chucky was usually the only person in the place telling the truth! It even got to the point that when I entered a dysfunctional organization, I asked specifically to speak to Chucky so I could figure out what the heck was really going on! I sure wasn’t going to find out in the front office. They were generally clueless up there.
Over time, I became convinced that 9.5 times out of 10 when I entered a dysfunctional organization, first day, first interview, talking to the big dog in the big chair, I was speaking directly to the problem.
In order to face myself in the mirror each morning, I felt compelled to tell the leader that he was paying me well to address the symptoms but not the problem. So I would conduct a dog-and-pony show over a couple of weeks to earn the right to tell the leader that he was the problem. As you can probably surmise, a few assignments were cut short following those conversations.
My wife is a psychologist who has also dealt with organizations for many years, namely marriages and families. Any time two or more people are gathered together for a purpose, an organization exists and there is an opportunity for leadership.
In her practice, parents often bring in their children pleading, “You’ve got to fix these kids! These kids are acting out terribly!”
Early in her career as a “neophyte shrink,” Denise would accept the assessment of the parents and begin “fixing the kids” while the parents went off to dinner. In short order, she came to the same conclusion I had—namely, that the problem invariably resides in the leadership team, not in the expressed symptoms being acted out in the organization. Now the kids go off to the playroom while she goes to work on the parents.
There is another phenomenon that occurs in our respective businesses. We both tend to work with the extremes of very dysfunctional organizations and very healthy organizations—organizations or individuals with such severe symptoms that they must reach out for help and organizations or individuals that are “doing quite well, thank you” but want an even better edge as they strive for continuous improvement and being the best they can be.
We have observed a similarity between healthy organizations and unhealthy organizations, healthy marriages and unhealthy marriages, healthy churches and unhealthy churches, healthy families and dysfunctional families. And the similarity revolves around leadership. We have found the single greatest predictor of organizational health or dysfunction to be leadership or lack thereof.
About fifteen years ago, I made a decision to stop trying to fix the symptoms and begin focusing on the root of the problem. I have been teaching the principles of servant leadership ever since.
“Everything rises and falls on leadership.”
“It all starts at the top.”
“No weak platoons, only weak leaders.”
Could there actually be something to these old clichés?
Leadership in Our Institutions
In my travels in the corporate world, I am troubled when I observe far too many “managers” concerned about doing things the right way and looking good for their boss rather than striving to do the right thing for the people they lead.
I look at our great nation’s capital and see many of our elected politicians analyzing polling data and making political calculations based upon what people want rather than providing leadership and seeking to give their constituents what they need. Mercifully, there is evidence this may be changing in a post–September 11 world. As President Harry S. Truman put it, “How far would Moses have gone if he had taken a poll in Egypt?”
I observe far too many parents attempting to be “best buddy” to their children by running around trying to gratify their never-ending wants rather than providing the leadership they need. Leadership that provides boundaries, love, feedback, and discipline that children so desperately need to be the best they can be. I see parents more concerned with spoiling and lavishing upon their children the material things they themselves did not receive growing up while failing to provide them with the important things they did receive from their parents.
I encounter far too many professionals in our educational institutions who see their roles primarily as imparting book knowledge to a “bunch of kids” they don’t really care much for. They are more interested in rushing to get everything “covered” before the semester ends rather than seeing themselves in leadership roles with the responsibility of serving their students and assisting them in developing their character, so necessary in order to live a successful life. Theodore Roosevelt said it best: “To educate a person in mind but not in morals is to educate a menace to society.” We must never forget that the horrors
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