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			Introduction to
the 2012 Edition

			I have been both surprised and humbled by the impact of The Servant since completing the manuscript some fifteen years ago this month.

			At that time, if someone had suggested to me that this simple story would become an international bestseller with better than 3.5 million copies sold, I would have considered asking them if they were taking drugs.

			My surprise lies (in part) in the fact that the principles of servant leadership are such basic, commonsense notions, indeed self-evident. I mean, let’s be honest—these are not my ideas. These principles have been around for many centuries (everything I write and talk about I stole—I’m a thief; I admit it!). There’s nothing new under the sun.

			One of the main reasons I wrote the book was that I felt I had found a unique way to frame the material so people could easily understand these simple yet profound truths.

			The principles are so basic that I experienced a fair amount of anguish after submitting the manuscript to various publishers for consideration, fearing they might react with, “Really? How about telling us something we don’t already know.”

			There have been more surprises.

			Prior to writing The Servant, I was a self-employed labor relations consultant working primarily in the secular business world in southeast Michigan, the home of the American labor movement and arguably one of the toughest and most mature labor arenas in the world.

			Working and living in that world caused me to debate the inherent hazards of including in a business book themes some would consider “namby-pamby” and others controversial. These days it can be risky talking about politically incorrect topics like faith, the monastic life, selflessness, humility, meeting the needs of others (even before your own needs), Jesus, and, yes, even love.

			I feared if I addressed business audiences and started talking about love, Human Resources people might go into spontaneous human combustion with cries of “Mr. Hunter, we’re trying to get sexual harassment out of the building! What are you talking about love for?” I could practically hear them lamenting (along with Tina Turner), “What’s love got to do with it?”

			I mean, let’s face it—if you write business books or conduct business seminars talking about love and sprinkle a little Jesus in there, it will probably cost you some readers and clients, probably lots of them. I nearly lost my courage and spent weeks debating just keeping things superficial and “vanilla” so as not to upset or offend (and also to protect my business!).

			In the end I made the choice to include those risky themes for one very basic reason. I simply could not be intellectually honest about servant leadership while leaving out concepts like love, humility, and selflessness.

			Why? Because the great servant leaders in history talked about those very things. Jesus, Gandhi, Mother Teresa, Martin Luther King Jr. Even sports coaching legends like Vince Lombardi and John Wooden and business icons as diverse as Jack Welch and Max De Pree have spoken often of love. Herb Kelleher, who founded Southwest Airlines on the basic principles of servant leadership, utilized the advertising slogan “The airline that love built” for many years. Still today, this highly successful airline’s New York Stock Exchange ticket symbol is LUV.

			So I plowed ahead and wrote this simple story about the true essence of leadership incorporating those very themes. The book just poured out of me and was completed in about six weeks. (For perspective, my second book took me six years to complete—book number three is eight years and counting!)

			Upon publication in 1998, I was pretty sure that if The Servant was to have any success at all, the primary audience would be faith-based organizations. And if any lecturing and consulting came as a result of the book, I resigned myself to the fact that I would be spending my time in the faith-based world.

			Wrong.

			One of the great ironies of my life is that I spend 98 percent of my time lecturing and consulting to secular groups including business, military, health-care, educational, and many other profit and nonprofit organizations. Only on rare occasions do I address faith-based groups.

			At first I was shocked by this.

			I think I now understand it.

			The World Is Changing—Fast

			VICTOR HUGO famously remarked, “There is nothing more powerful than an idea whose time has come.”

			The concepts of servant leadership had been around for a few thousand years prior to gaining some acceptance in American business circles beginning in the early 1970s. The initial twenty-five years was a period of limited growth in the servant leadership movement, but over the past fifteen years, we have witnessed a major shift in leadership thinking and an explosion in interest in servant leadership. As an example, when I did an Amazon.com search for “servant leadership” in 1998, there were eight titles listed, the majority of those out of print. That number is now 4,600 and rising quickly.

			Another example of this shift is in the attitudes of young people today toward those in leadership positions. Young people do not respond well to the old-fashioned command-and-control style of leadership, evidenced by polls showing nearly 70 percent of the “millennial” generation (those born after 1980) who voluntarily terminate their employment do not quit their organization—they quit their boss.

			Organizations are learning quickly (many the hard way) that the management styles of the past simply do not inspire and influence to action the new generation of workers. Organizations are learning that developing good managers is no longer good enough and that they have to change their focus and work on developing great leaders (more about the difference shortly).

			This phenomenon of change and rebellion against bad leadership is happening not only in the United States. In many other parts of the world, there are huge, unprecedented changes occurring as people are rising up against dictatorial and corrupt leadership, evidenced by uprisings in Russia and Africa and by the “Arab Spring” phenomenon in the Middle East.

			A great example of the servant leadership movement occurring internationally is in the country of Brazil, which is emerging as one of the largest and fastest-growing economies in the world. Brazil is the fifth largest country on earth both in population (193 million) and land size (roughly the size of the continental United States), and ranks sixth in GDP. Brazil possesses tremendous untapped internal natural resources and yet remains a comparatively poor country (financially), being hampered by corrupt leadership for centuries. Only relatively recently (1985) has it come out from under military dictatorship.

			In 2005, The Servant—renamed O Monge E O Executive (Portuguese for The Monk and the Executive)—was released in Brazil and has been on the top ten bestseller list to this day. When I first visited Brazil in 2005 (I have now returned more than twenty times to speak on servant leadership), The Servant was selling 60,000 copies per month. (For perspective, the number two book in Brazil at that time, The Da Vinci Code, was selling fewer than half that number.) To date in Brazil, The Servant has sold roughly 3 million copies, and my second book (on implementing servant leadership) has sold 500,000 copies.

			These sales numbers in America would put The Servant as one of the top selling business books ever, and yet these numbers are from Brazil, a relatively poor country, ranking 76 in the world in per capita income and certainly not a country known for buying books.

			I am not sharing these numbers to boast but to give evidence of the dramatic change occurring in the world. (Believe me, no one has been more surprised than I by its success—I mean really, Brazil?)

			So what is the draw?

			Servant Leadership Is Simple

			WHEN LECTURING, I often tell my audiences, “You are not going to learn anything new from me today! Everything you need to know about leadership you already know. It all boils down to one simple little rule you learned a long time ago. And that simple rule is to treat people the way you would want to be treated. The Golden Rule. You know, be the boss you wish your boss would be, the parent you wish your parent had been more fully for you, the neighbor you wish your neighbor would be. Today, I am not here to instruct you. Today, I am here to remind you.”

			One would think leadership is a complicated subject with all the interminable books and seminars. Not true. I routinely teach leadership to Boy and Girl Scouts, teenagers, and Sunday school kids, and they easily grasp the principles. In fact, they are typically amused at how simple leadership really is.

			Simple but by no means simplistic.

			Leadership Is Influence

			MY THIRTY-THREE YEARS of experience working with literally hundreds of organizations and thousands of managers, supervisors, and executives have convinced me that leadership is a very misunderstood word. And servant leadership even more so.

			I should begin by defining my terms—first leadership, then servant.

			Let me start by stressing the point that leadership is not synonymous with management. Management consists of the things you do like planning, budgeting, organizing, being tactical or strategic. You can be a great manager and an awful leader. Indeed, I have met many skilled managers who were dreadful leaders and I’ve known some great leaders who were awful managers. I have met many managers who were skilled at problem-solving or whizzes around balance sheets yet couldn’t successfully lead two people to the drinking fountain if their lives depended upon it. And let me be empirically clear: if there is nobody following, you are definitely not leading.

			Nobody ever accused Winston Churchill or Ronald Reagan of being a good manager. But they knew how to inspire and influence people to action, evidenced by Churchill’s leadership during the dark years of World War II or Reagan’s leadership following the “malaise” of the 1970s. Neither of these two men were particularly good managers, but they knew how to inspire and influence people. This is the essence of leadership.

			Management is what you do; leadership is the person you are and the influence and impact you have upon the people you come into contact with. Management is not synonymous with leadership. Leadership is synonymous with influence.

			Ken Blanchard, author of The One Minute Manager, has been one of America’s leadership gurus the past four decades. He sums up his entire leadership experience by simply saying, “Leadership is an influence process.” John Maxwell, who has penned more than sixty leadership books, sums up his experience by saying, “Leadership is influence, nothing more, nothing less.”

			Everyone is a leader because everyone influences other people every day, for good or not so good, which is why you don’t have to be the boss to be a leader. Many of the great servant leaders I have met are found nowhere near the top of their organizations. Herb Kelleher used to say his most important leaders at Southwest Airlines were his flight attendants, because they were influencing thousands of customers every day. Customers he would never come into contact with.

			Great organizations are a group of all leaders, where everyone is taking personal responsibility for the success of the team and their individual influence on the customer and one another. A group of all leaders, each with different responsibilities. A place where everyone is engaged and fully committed—not 50/50 but 100/100. (Anyone who ever said marriage was 50/50 probably wasn’t married very long.)

			In the great organizations I visit, they no longer ask, “Who’s the leader here?” That’s an ancient, twentieth-century question. The question is no longer “Are you a leader?” but rather “Are you effective?”

			Indeed, the final test of leadership is: Do you leave things better than you found them? Will your employees get promoted, have a better career, even have a better life because they spent a few seasons with you? Have they learned and grown as a result of your influence? Will your children be ready when they leave your home? Will they be effective parents, neighbors, coaches, spouses, and teachers—have you done your job, Dad? How about you, Mom?

			Leadership is influence—the mark we leave on other people and the mark we leave on the organizations we involve ourselves with.

			We all leave a mark.

			The real question is: Will people be glad you were there?

			What Is a Servant?

			BEING THE servant is simply the business of identifying and meeting the legitimate needs of the people entrusted to your care. Meeting their needs, not their wants—being their servant, not their slave. And what they need may not be what they want. What your children or employees may need will probably look a bit different from what they want.

			So, if you are in a leadership position, you need to make a list of what people need. And if you get stuck, just ask yourself a simple question. What do I need? That will get you going again. (Remember the Golden Rule?)

			What is the difference between a want and a need? A want is a wish or desire without regard to the consequences or where the choice will lead. “I want to be out until three in the morning, Dad,” or “I want to take an hour break period today, boss.”

			But the leader must always be concerned with where the behavior is leading. “I care what happens at three in the morning, son,” or “I care what the rest of the employees will think if you take an hour break.”

			So a need is a legitimate physical or psychological requirement for the well-being of an individual.

			What do people really need?

			Of course, food, water, and shelter are the basic needs, but people have higher-level needs as well. Like the need to be appreciated, respected, valued, communicated with, encouraged, listened to. They also need accountability, including healthy boundaries, rules of the house, consistency, and honesty about their performance. Feedback is a huge human need.

			Servants then get about the business of identifying and meeting the legitimate needs of those entrusted to their care, and therein lies the secret of leadership.

			When you identify and meet the legitimate needs of others, you will build influence with them. It is the Law of the Harvest—you reap what you sow. When you sow service and sacrifice by identifying and meeting needs, you will reap influence.

			And influence is the essence of leadership.

			In 2001, author Jim Collins published Good to Great, one of the highest selling hardcover business books of all time. This book contains the empirical evidence for servant leadership. Mr. Collins scoured the planet for the best organizations he could find that were able to achieve excellence and make it sustainable over a long period of time. Once he found the best organizations, he studied their leaders and was shocked by what he found. His expectation was that these leaders would be larger-than-life types, charismatic, ego-driven, like General Patton or Julius Caesar. But that was not what he found. He could not deny the data.

			Collins found two qualities in all of the great leaders. First was humility, described as “other-focused” (that is, focused on their people and not on themselves). The second quality was a strong professional will to do the right thing for their people and for their organization. (We have an old-fashioned word for that: character.)

			Early in the book, Mr. Collins said his team debated calling these humble, strong-willed yet selfless leaders “servant leaders” but decided against it, fearing people would get the wrong idea if he used a term like servant. He said the team settled on the term Level 5 leader instead.

			I have found the same barrier in my travels. When you mention being a “servant,” that term can conjure up some negative images in the minds of many. (For example, “Does that mean I need to be a wimp, turn the org chart upside down, and give the asylum over to the inmates? Sounds special!”)

			If I had to describe the great servant leaders I have known over the decades, I think a more accurate description of them would be pit bulls. The great ones hug hard and spank hard.

			When it’s time to appreciate, honor, and value people, they are first in line. When it’s time for their teams to perform, they demand excellence and have little tolerance for mediocrity. They have learned the secret of accomplishing tasks while building relationships for the future.

			The essence of being a servant is finding that sweet spot between the hugging and spanking. Most managers fall off the horse one way or the other.

			Everyone Agrees, So What’s the Problem?

			ANYBODY DISAGREE so far?

			I am in my fourth decade of lecturing on leadership, teaching the principles of servant leadership seventy-five to a hundred times each year to organizations around the world. In all my years of teaching these principles, I have never had a person in any part of the world raise their hand and say, “I disagree with the principles of servant leadership.”

			I mean, pray tell, Sergio, which part do you disagree with?

			In the climax of The Servant, the monk and teacher Simeon reveals to the students that leadership, character, and love are synonymous. He explains that the two-thousand-year-old definition of love read at literally millions of weddings around the world each year is a verb. He demonstrates to them that love is patience, kindness, humility, respectfulness, selflessness, forgiveness, honesty, and commitment.

			Can you imagine following a leader who is impatient, unkind, arrogant, disrespectful, selfish, unforgiving, dishonest, and uncommitted? Is that a person who would inspire and influence you to action? Someone you would sign up to follow?

			Again, the principles of servant leadership are self-evident.

			In the early years after The Servant was published, I began to receive correspondence from executives and supervisors containing a similar concern. They would say things like, “Mr. Hunter, thanks for the great book and the wonderful principles—I mean, who can disagree with this stuff? It’s Mom, apple pie, and the flag. But here’s the problem. I have ten crazy, command-and-control, Gestapo-like supervisors in my building, so I told them to read your book. They liked your book. They agreed with your book. But they are still crazy! How do you get them to change?”

			If everyone agrees, why isn’t every leader behaving in the way they know they should behave?

			Where are all the servant leaders?

			Therein lies the crux of the problem.

			Leadership Is a Skill

			YEARS OF teaching experience has clearly demonstrated to me that getting people to agree with the principles of servant leadership is an easy task. Getting people to change and get the principles into their game is another matter altogether. The greater challenge is how to move the principles from their head to their heart, and from their heart into making it their habit.

			It can be a long journey from head to habit.

			The part most fail to grasp is that leadership is a skill, a learned or acquired ability. It is not something you are born with. Indeed, I have never met a two-year-old who displayed the qualities of a servant leader. Have you ever met a two-year-old full of gratitude, appreciation, a willingness to be second in line, who insists upon others getting their needs met before their own? Ever met a two-year-old who marches around the house demanding, “How can I help here? Who can I serve?”

			Every year in America, organizations spend billions of dollars on leadership training and development, and most of it is a waste of time and money. Admittedly, I am a complicit and guilty party in this because I used to teach a lot of leadership courses wrongly believing people would change after going to a seminar, watching a PowerPoint deck, or reading a book.

			Becoming an effective leader is precisely analogous to becoming an accomplished musician or athlete. Has anyone ever learned to swim reading a book? Has anyone ever become an accomplished pianist studying piano history? Has anyone ever become a great golfer watching Tiger Woods DVDs? Like any skill, leadership has to be practiced regularly in order to develop the skills and facilitate true change.

			I have met many people over the years who know all about leadership but don’t know leadership. It’s like the armchair quarterback on Sunday who watches football all day while yelling and criticizing the players and coaches. They think they know all about football, but probably have never set foot on a football field. The truth is, they know about football but they don’t know football.

			Only a very small percentage of people actually make sustainable changes after attending leadership seminars or reading books. There is a world of difference between knowing about something and knowing it. You can learn about leadership reading books and attending seminars, but you will never know leadership doing those things.

			Think of the qualities of a great leader: humility, respect, self-control, honesty, commitment, determination, gratitude, communication skills. Does anybody really believe you develop those qualities of character by reading books, going to seminars, or watching DVDs?

			Leadership Development and Character Development Are One

			LEADERSHIP IS not about style or personality.

			If you doubt this, just check out the great leaders in history who had very different styles: John Wooden and Bobby Knight; General Patton and General Eisenhower, Martin Luther King Jr. and Billy Graham; Jack Welch and Mary Kay; Abraham Lincoln and Ronald Reagan—completely different styles, but nevertheless all were effective leaders.

			My wife (the psychologist) tells me that our personality is pretty well fixed by age six and can be easily labeled in less than an hour by means of a Myers-Briggs or DiSC profile. Your IQ is established by age fifteen. But not your character, hence the term maturity.

			Leadership has little to do with your style (personality) and everything to do with your substance (character).

			General Norman Schwarzkopf (pretty much a legend in the U.S. Army) flatly asserts, “Ninety-nine percent of leadership failures are failures of character.” Warren Bennis of USC, one of America’s leadership gurus for decades, declares, “Leadership is character in action.”

			It took me many years to understand that leadership and character are one.

			What is character? That person you are in the dark when nobody is looking. Character is doing the right thing, winning those battles in your heart and mind between what you want to do and what you should do.

			Character is having the moral maturity to do the right thing even if it costs you something—especially if it costs you something, because I’m not sure it can be an act of character unless it costs you something.

			And isn’t leadership simply doing the right thing for the people entrusted to your care? It’s the right thing to have self-control, to be kind, to be humble, to give appreciation, to listen, to be respectful, to meet needs (to be selfless), to be forgiving, to be honest, to be committed. Character is doing the right thing. Leadership is doing the right thing. Leadership is simply character in action.

			If you want to improve your leadership skills, you must improve your character skills. And that’s the rub. Developing new character habits and breaking the old habits takes time and a great deal of effort. It means we have to behave in new ways. It means we have to change.

			There are no short cuts.

			Developing Character

			I OFTEN ASK AUDIENCES, “How many of you believe in continuous improvement?” Predictably, virtually all hands will rise. Then I ask, “Can you improve if you don’t change?” Heads will shake as I quote a common definition of insanity, “continuing to do what you’ve always done and hoping for different results.”

			“So,” I continue, “what you are telling me today is that you are ready and willing to grow and change, is that correct?” Most will enthusiastically “lie” while nodding their heads.

			Changing is the hard

			
			
			
				
				
				
				
			

			
			Three Steps to Developing Character/Leadership Skills—the Three Fs
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