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Foreword
by Howard Behar
I AM SINCERELY GRATEFUL to have been asked to share my thoughts about  The Servant Leader. From the first time I encountered his work, Jim Autry’s writing has helped to crystallize and give voice to many of the leadership principles that instinctively felt like the right thing to do, but I hadn’t yet found a way to articulate.
Nearly thirty years ago, I was introduced to the concept of servant leadership through Robert Greenleaf’s pamphlet on the subject. I pored over the text again and again to glean the information I needed to truly become a better leader in my heart and my daily life. It was Jim Autry who eventually brought the information to life for me and many others.
When I first read Jim’s work, I was thrilled. Finally, someone had clearly and concisely articulated these principles in a way that people can quickly adopt into their lives. The impact is huge—when hundreds of people in an organization are participating in a change process, they need to be able to quickly absorb the basic concepts and get down to the business of making it real. I’ve seen it happen.
Since 1989, I’ve had the great pleasure, frustration, joy, and challenge of being part of the Starbucks organization. When I joined Starbucks, the company had just expanded from Seattle (our hometown) to Chicago, and it was a huge stretch. No one was sure that the concept would work outside the Pacific Northwest. We were feverishly working to bring the Starbucks Experience to people across the country. Everyone at Starbucks, including Chairman Howard Schultz and I, had lots of intense, soul-searching, and sometimes animated (read: loud!) conversations about how we could nurture the company and continue to grow. We argued over everything from the color of the napkins to offering non-fat milk to our customers.
But we never had a disagreement about our principles, our values, and our mission as an organization. We had high aspirations, but they weren’t just about making money. Sure, you have to make a profit to keep your business going and it’s nice to live a comfortable life, but that can’t be the primary objective. There has to be some driving spirit behind your work, something that makes it authentic to everyone involved. In the early days of Starbucks we articulated our ideals in our Mission Statement and Guiding Principles. We remain passionately committed to those principles. Partners (Starbucks employees) are exposed to our ideals in the interview process and throughout their careers—they dominate our decision making and daily work. And now, many years after those early conversations, Starbucks is a global organization which has enjoyed tremendous success on a variety of fronts. And we believe that the best is yet to come.
The pathway of Starbucks’ phenomenal achievement has been full of twists and hurdles, some of which were unwittingly created by the very partners who were working so hard to make us successful! I retired from Starbucks in 1999, and was enjoying the good life—no meetings, no deadlines—it was great. But in 2001 there was a change in the leadership in our Retail North America business unit, and Starbucks President and Chief Executive Officer Orin Smith asked me to come back to work on an interim basis as president of the business unit.
Orin had noticed something different at Starbucks. The passion and values were still there, but sometimes we spent more energy on our individual or department goals than focusing on the greater good. Not just what we could do within the four walls of our offices or stores, but the greater good that our now-expansive organization was bringing to the world—how we could serve each other and people around the globe. From an outsiders’ perspective, there was nothing to complain about: the company’s financial achievements, growth and innovation were chugging ahead full steam, and partners devoted near-obsessive attention to quality and ethics. (Starbucks partners are some of the most caring and highly motivated people you’ll ever meet.) But could we sustain our success for the next 10, 20, 50 years without taking a hard look at our leadership practices? We didn’t think so.
Orin and I began to evangelize the principles of servant leadership. We exposed people to Jim’s writings in The Servant Leader and  Love and Profit, and got them excited about learning more. One of the best moves we ever made was to invite Jim to come to Starbucks to personally introduce the concept of servant leadership to our senior management team. The rest is history. Jim’s enthusiasm, energy and spirit had our partners hooked. They were enthralled by the concept of servant leadership; Jim made it real and vibrant and achievable.
Jim put a vocabulary and a structure to everything that we were thinking and feeling. He gave people the information and the permission they needed to truly become servant leaders. He gave us the right questions to ask ourselves and others. We were perfectly poised to take on the ideals of servant leadership and make them a reality every day. We held trainings, read books, and most importantly, we lived it. And we still are living it. You can see it today as people meet in the hallways. You can feel the power behind the change, and the power that servant leadership gives to everyone it touches, in every aspect of our lives. Servant leadership is truly alive and well at Starbucks.
One of the key principles that Jim advocates is that we have to have congruity in our lives. You can’t separate the way you behave when you’re communicating with your spouse from the way you communicate with your co-workers or boss. It’s important to be the same person all day, every day. Over many years, and with a lot of struggle, I have been able to incorporate the ideals of Jim Autry’s The Servant Leader into every aspect of my life—my marriage, my friendships, my work—the sum of who I am as a person.
I see the power that we each have to enhance each others’ lives. Jim Autry’s work helped bring that power to my life. Thanks, Jim.
Howard Behar
Retired President, Starbucks Coffee International
Director, Starbucks Corporation

Introduction
IN WORKING WITH A variety of managers and executives over the past several years, I’ve found myself facing the same three comments over and over: (1) “Our organization is very different from other organizations,” or (2) “We feel that your ideas would take too much time; they’re not efficient,” or (3) “What you teach is the soft side of management, and that just doesn’t work very well in an organization like ours.”
When I hear these statements, I remain polite in my responses but really just want to say, “Nonsense.”
I’ve been involved in the management of, have consulted for, and have counseled and coached the executives and employees of all kinds of organizations, for-profit and nonprofit, in this country; plus I have consulted and coached for ten years with a large company in Australia. I’ve led leadership workshops for the commanding general of the Air National Guard and his staff at the Pentagon, have addressed the conference of the adjutants general of all the states, have done values workshops for a state governor and his staff, have taught leadership skills to a mayor and his staff, have worked with universities, teacher groups, and labor unions. I’ve consulted with dotcom companies as well as manufacturing companies, agribusinesses, natural products companies, and media.
I say this not to brag, but to make the following points in response to the three comments that greet me almost everywhere I go:
1. Whoever you are, reader, your organization is not different. You may have a different product or a different mission, a different organizational structure, or a different management style. You may have a unique manufacturing process or distribution system, or, if you’re a nonprofit, a special way of fund-raising or delivering services. You may have a lot of things that are different. But fundamentally, your organization is not different, because it depends on people, and it is that dependence on people that makes you and your organization far more similar to, than dissimilar from, your counterparts and their organizations elsewhere.
2. Efficiency is not the same as effectiveness, and a preoccupation with efficiency has proved, over and over again, to be the enemy of effectiveness. We need look no further than the American automobile industry of the sixties and seventies, where emphasis on efficiency at the expense of effectiveness allowed the Japanese auto industry to capture a devastating share of the market.
3. There is nothing “soft” or easy about the kind of leadership I try to teach, whether you call it caring leadership or servant leadership, but it works. It works in every kind of organization and with every kind of employee group. I know it works. I’ve seen it work. I’ve made it work. It will enhance productivity, encourage creativity, and benefit the bottom line. But it’s not easy, and after reading this book, I think you’ll agree. As I’ve said so many times, as a good-humored challenge, “If you think it’s soft or easy, why don’t you just give it a try and get back to me?”
Again, this is not to be arrogant but to express my strong belief that leadership, or management if you prefer, approached properly, is a calling. Not just a job but a calling. Think about it. As a manager, much of the psychological, emotional, and financial well-being of other people is dependent on you and on how well you create the circumstances and the environment in which they can do their jobs.
If indeed you feel these responsibilities deeply, if the people and their needs engage your own psychological and emotional energies, then I suggest that you already approach management as a calling. Let me suggest further that if you think of it as a calling in the service of the people for whom you are responsible, then you already have transcended the label “manager” and have become a leader.
Just as important, this kind of leadership will empower you to be the kind of person you want to be while being the kind of leader you want to be.
And let me emphasize this: Leadership in service of others requires a great deal of courage. It was far easier to be the old top-down kind of boss, but this book is not about easy answers. Just as business, or organizational life of any sort, is not about what’s efficient, it’s also not about what’s easy. It’s about what’s most effective. And what we’ve learned is that over the long-term, the old top-down, command-control ways don’t work as well as some managers would like to think. They dispirit and frustrate people; they suppress creativity; and they rob organizations of people’s best efforts.
The military doesn’t even do it the old way anymore, so it’s all the more perplexing that so many managers in business want to hold on to old definitions of power. Could it be that a power trip is more enjoyable when you’re able to flex your manager muscles a bit? (Hey, I’m feeling powerful today. Think I’ll yell at somebody.)
Yet while there are servant leaders who are thought of as nice and easygoing, and there are those who undoubtedly are loved by their colleagues and employees, servant leadership is also not about being nice or being loved; nor is it about never having to do the gut-wrenching stuff like firing people. It is, however, a way of being that combines the personal characteristics outlined in chapter 1 with self-discipline and the unwavering commitment to creating a workplace of efficacy and productivity as well as of opportunity for personal and spiritual growth for all.
At the same time, it allows you, the leader, to grow personally and to find more meaning in your life and work, just as you are helping others grow. That’s why I offer this book for your examination and, I hope, for your inspiration to become a servant leader.
While you’re working to attain this way of being and leading, I hope you will depend on this book as a reference, but only until you are able to face these leadership challenges on your own, acting from your own center. At that point, pass the book along to someone else.

PART ONE
A Foundation of Character and Vision
TRUE LEADERSHIP, UNLIKE MANAGEMENT, is not just a set of skills and learned behaviors. What you do as a leader will depend on who you are. And regardless of your own perceptions of yourself, those around you in the workplace—colleagues and employees—can determine who you are only by observing what you do. They can’t see inside your head, they can’t know what you think or how you feel, they can’t subliminally detect your compassion or pain or joy or goodwill. In other words, the only way you can manifest your character, your personhood, and your spirit in the workplace is through your behavior.
The subject of spirituality and work is increasing in popularity, and it is certainly one of the philosophical bases of servant leadership, but there is too often the tendency to think that “feeling spiritual” is all there is to it. Your practical, everyday challenge in organizational life is not to be a guru but to be a leader. And to paraphrase a very old expression, “Servant leadership is as servant leadership does.”
So I begin this book with two chapters that focus on the subjects of being and behavior.
Chapter 1 addresses specifically the characteristics of servant leadership; the five ways of being that, if you can master them, will assure your growth and progress as a leader. Certain behaviors flow naturally from these characteristics, and it is through these behaviors that your people will be able to recognize and benefit from your leadership. I have attempted to give real-world examples that provide you with lessons you can apply to your own leadership situation.
Chapter 2 extends the subjects of being and behavior into an organizational framework to address the sometimes vague or slippery subject of vision. A primary function of the servant leader is to assure that an organization’s people are imbued with a clear understanding of vision. Beyond that, the leader must help people relate that vision to their own vision in a way that directly aligns their work with the goals they want to accomplish and the goals of the organization.
It is upon the foundation of these two chapters—the being and behavior of the leader and the people of an organization—that the rest of the book has been developed.


CHAPTER ONE
Characteristics of the Leader as Servant
IN THE CAINE MUTINY, the vivid and complex World War II novel, Herman Wouk describes a destroyer as “a master plan designed by geniuses for execution by idiots.” Wouk’s description is a mite cynical and perhaps overstated, but until very recently—fifteen or twenty years or so—our organizational systems were just that. They were designed to display in graphic form—organization charts, flowcharts, timetables, and immutable plans—how we were to operate our organizations and manage our people. Just follow those master plans and rules and—presto—our organizations would run. Geniuses dreamed up these systems with the assumption that any average person would be able to plug in and do a reasonably good job without risking a collapse of the organization.
And it made our jobs easier. But something happened. One, we discovered that it wasn’t really working. Two, if it had ever worked, then our organizations outgrew it and, to top it off, the world of work changed so radically that the old rules could no longer apply.
In the midst of these changes came a flurry of responses—everything from Total Quality Management (TQM) to Reengineering to the Learning Organization. Changes did take place, yet in the workplace there still seems to be overwork, frustration, discontent, and, in many places, a general malaise bordering on serious morale problems.
Yet unemployment is low, and people are generally better off economically than they were before.
So what’s missing? I submit that what has been missing is a deeper connection with our work, a connection that transcends position and power and money, a connection that earlier generations had but that we seem not to have.
I call that connection, that deeper meaning, the spirit of work. Before getting into the meat of this book—the ideas and techniques for applying your spirit every day—let’s talk a bit about that subject people have trouble talking about. Let’s try to put into words something that almost cannot be put into words. Perhaps the best way to begin is with a poem.
RECESSIONS
Why do we keep on keeping on,
 in the midst of such pressure,
when business is no good for no reason,
when everything done right turns out wrong,
 when the Fed does something
and interest rates do something
 and somebody’s notion of consumer confidence does something
and the dogs won’t eat the dog food?
What keeps us working late at night
and going back every morning,
living on coffee and waiting for things to bottom out,
crunching numbers as if some answer
lay buried in a computer
and not out among the people who
suddenly and for no reason
are leaving their money in their pockets
and the products on the shelves?
 Why don’t we just say to hell with it
instead of trying again, 
instead of meandering into somebody’s office
with half an idea,
hoping she’ll have the other half,
hoping what sometimes happens will happen,
that thing, that click, that moment 
when two or three of us
gathered together or hanging out
get hit by something we’ve never tried
but know we can make work the first time?
Could that be it,
that we do all the dull stuff
just for those times
when a revelation rises among us 
like something borning,
a new life, another hope,
like something not visible catching the sun,
like a prayer answered? 
 
I wish I could tell you that the way we humans most often connect with one another is through joy and celebration. Those things are important connectors, to be sure, but it is through our loss, our sadness, and our disappointments that we most often feel the deepest connections. Think about it for a minute.
Have you ever had a serious illness or a death in your family? When that happened, how did your coworkers respond? Were they there for you? Did they send you expressions of comfort, of sympathy, of support? Did they try to make things easier for you on the job during those days?
I know that for most people, the answers to the last three questions are yes, yes, and yes.
Here’s another question: Were you surprised in those sad circumstances to find that one of those supportive and comforting coworkers turned out to be someone you’d always had negative feelings about? Perhaps you had thought that coworker was overbearing or officious or disruptive or obstructive. If so, I’m not surprised.
When that happened, you discovered a very important truth, one that should underlie our attitudes when we are with other people: All of us—whoever we are, whatever jobs we hold, and however we look—are more similar than dissimilar. Underneath it all, we have very similar hopes and fears, desires and ambitions. We love, we celebrate, we suffer loss, and we grieve.
This simple fact transcends everything else about us, and this simple fact is the foundation of an attitude that can truly transform the workplace if only we will learn and practice a few guidelines for how to be and how to behave.
There’s a line from an old spiritual that goes “Everybody talkin’ about heaven ain’t goin’ there.” I’ve thought of that line many times over the years. I thought about it when I heard some executives talk about TQM, then watched them try to use it to put the squeeze on employees. I thought about it when I heard much hoopla about “teams” while watching many companies use teams as a dodge for downsizing. I thought about it when I heard managers talk grandly about empowerment while still looking over the shoulders of, and micromanaging, their employees. As the spiritual says, it’s a lot easier to talk about something than to put it into practice.
No news about that. But now there’s another subject, one that is getting a lot of attention lately because it has the potential to bring about enormous changes in the workplace, in the lives of employees generally, and in your own life specifically.
The subject is spirituality and work.
Now I can hear the groans and sighs of those who must be thinking, “Here’s another one of those touchy-feely ‘Let’s all love one another so we can be productive’ books by a self-appointed guru.”
If you’re thinking that, you have every right to. And my purpose is not to try to talk you out of that skepticism, but to talk about how you have to be, not what you have to do, to put the spirit of work to work, to become a leader who serves rather than one who expects to be served.
I say “the spirit of work” to distinguish your spirituality at work from the more personal spirituality that comes from your relationship with the sacred, with God, with a higher power. Certainly the spirituality you bring to work is derived from the same source—but the expression of it is in another context, which is, “How does your spirituality find expression in the workplace, in your attitude about your work, in your relationships with your employees, peers, colleagues, customers, vendors, and others?” That’s the question and the challenge, because it is in your attitude and behavior as well as in your relationships that your spirituality expresses itself at work—an expression that is most often manifest as service.
I’ve said it before, I say it again: Business is about people. Business is of, by, about, and for people. And it is ultimately how you are with those people that makes all the difference in whether or not your spirituality finds an expression within the context of your work.
This is not about some arbitrary decision. “Okay, now, let’s all be spiritual; then we can be happier and more productive that way.” This is not a trick or a gimmick. This isn’t a technique. It’s not even a process. It is a conscious choice about how you choose to be and about how you choose to live your life at home as well as at work.
I know there’s always the risk of sounding too other-worldly, too disconnected from the reality of the workplace, when I talk about being versus doing, so let me state clearly my belief that what you do at work is a direct reflection of how you are. If you want to make that connection between your spirituality and your work, then the proof of it, in other people’s eyes, is in what you do and the way you choose to do whatever it is, from an appraisal to running a meeting to, yes, even firing someone.
I want to offer five ways of being that will move you toward an unswerving attitude of service, thus toward the most meaningful expression of your spirituality at work. If you can embrace these five attributes, then you can make the best use of all the ideas and techniques offered in this book.
FIVE WAYS OF BEING
Be Authentic
Be Vulnerable
Be Accepting
Be Present
Be Useful
The five ways of being are: be authentic, be vulnerable, be accepting, be present, and be useful.
Be Authentic
What does being authentic mean? Simply stated, it means be who you are. Be the same person in every circumstance. Hold to the same values in whatever role you have. Always be your real self. Maybe the best way to say this is to ask if you’ve heard the expression “He’s real.” That’s what I’m taking about. Being real.
I recall once in my career when I was in serious conflict with the vice president who was over my department. I had been given his job and felt, probably a little arrogantly, that it was mine to do and define. We were in conflict from the beginning. Finally, I got a very attractive offer to go to New York in a substantial position in our industry. So I resigned.
My big boss, the CEO of the company, asked by phone that I hold my letter of resignation until he could fly back from New York and meet with me. I agreed but offered no promises. My new employer was waiting for the go-ahead to prepare a press release. This was no maneuver on my part. I don’t believe in ultimatums or maneuvers of that type; in fact, it would not have been authentic for me to try to pull such a maneuver.
At four in the afternoon, I went into the CEO’s office and handed him the letter. He read it. He looked at me, right in the eye, put his hand on my arm, and said, “I’ve been such a jerk, and I’m sorry. I knew this was a big problem, but I hoped it would go away. I should have known better. I should have known that the structure I set up did not free you to do the creative job I expected. I’m sorry. I’ll change it. I need you here to help carry out the vision. Please stay.”
To make the story short, I stayed. I didn’t stay for more money or power or position. I stayed because I believed the CEO. I had always believed in him as a visionary leader, but it was at that moment that I got the measure of him as an honest, authentic human being— one willing to admit his mistakes, who did not allow his sense of his position, his ego, to prevent him from apologizing to someone lower in the hierarchy.
This may seem simple enough on the surface, but the fact is that much of our conditioning is against being authentic. In the process of socializing us, of teaching us how to be in the world, our parents taught us to not say some of what we were feeling or thinking. This carries over to the workplace, where we are taught, through direct instruction or through our own observation, that some subjects are “taboo around here.” We learn the politics of when to speak and when not to speak, of what to say, of how to handle bad news. We learn to fudge the budget or cover our rears with memos.
I’m not talking about dishonesty, though that could be considered radical inauthenticity. I’m talking about how we are conditioned to not be true to ourselves.
I recently worked with a top manager who had two major management flaws, both having to do with his unwillingness to be authentic. He believes that telling people what they want to hear is the most effective way to manage them, whether or not he really believes what he’s telling them. He is always sure to use language that is slippery, that gives him an out if he doesn’t want to do what he has led them to expect he will do. For instance, when asked about a policy that I knew he instituted and fully supported, he replied, “Good point. I could be persuaded to take another look at that one.”
Notice that he didn’t say, “I will take another look,” or, “You’ve persuaded me to take another look,” though that is what the employee was led to believe. When I, as a consultant, called the manager on his language, he even tried to pull it on me.
“I didn’t lie,” he said. “I really could be persuaded to take another look.” Slippery, slippery—and not the language of authenticity. Authenticity means much more than being technically truthful.
Another senior manager I know is fond of committees or, as he calls them, “work groups.” But here’s the way it works. The group spends time studying a situation of the manager’s choosing, then works out recommendations and sends the manager a report. He then red-pencils the report and sends it back. Then it comes back. Then he red-pencils it again with suggestions. Finally, when the committee recommends what he wanted done in the first place, he approves the report.
When I asked him why he didn’t just tell them how he wanted it done, rather than putting them through all the work and frustration, he replied, “I saw it as a learning experience for them.”
That is not an authentic way to provide a learning experience.
Learning experiences are important, and it is important to mentor people and help them learn. But realize that mentoring is also about helping people learn to be themselves. You do that by honoring what is good and unique about those you are mentoring, not by trying to bend them to your image. That’s playing God.
Being authentic is, first, knowing yourself, then being yourself. Authenticity derives from our deepest, truest selves. How do we come to know ourselves? Only through what can be called spiritual disciplines: silence, meditation, prayer. And certainly, sometimes, traditional therapy or groups dedicated to self-exploration.
If you are truly authentic then you’ll also . . .

Be Vulnerable 
Back in the 1980s, during the farm crisis, one of my company’s magazines,  Successful Farming, decided to sponsor a major conference on alternative agriculture. We decided to give farmers all over the country a chance to come to our headquarter’s city and participate. The conference would be free to the farmers, and we promised to get them good prices on room and board. We would even charter buses at no cost to transport the farmers. As you might imagine, this was an expensive proposition with no apparent payoff, but that’s the kind of relationship we felt we had with our readers, our customers, who were suffering.
The letters began to pour in. Many of them came to the CEO.
At an annual employees’ meeting in New York, at the big luncheon, the CEO referred to what we were doing and to some of the letters he received. He began to read one: “We’re dying out here,” it said, “and you’re the only ones who seem to care.” The CEO could hardly finish the sentence because he became so choked up. He himself had grown up in a rural area and could feel deeply the words he was reading.
You might imagine that crowd of New Yorkers was cynical or hard-edged in its response. Not at all. Here was our big boss who, in sharing the letters as part of his business presentation, let us all see and experience his own sympathy and grief about what those letters represented, as well as his pride about what we were doing. He did not intend to choke up; it was certainly not a technique, a cynical ploy.
The paradox in being vulnerable is that it also requires you to be courageous. What does vulnerable mean? Wearing your feelings on your sleeve? Sharing your pain? Tearing up at a moment’s notice? No. Doing any of those things as some kind of “technique” would be neither authentic nor truly vulnerable.
Basically, being vulnerable means being honest with your feelings in the context of your work; being open with your doubts and fears and concerns about an idea, an employee’s performance, or your own performance; and being able to admit mistakes openly, particularly with your employees. Simply saying, “I was wrong,” and meaning it, embracing it, is an expression of vulnerability and, I believe, is a sign of being spiritually attuned and aware.
Being vulnerable takes a great deal of courage because it means letting go of the old notions of control, forgetting forever the illusion that you can be in control. Too many of us think that our power comes from our ability to maintain control. To the contrary, our power comes from realizing that we can’t be in control and that we must depend on others.
Despite the image of the rugged individual, you really don’t succeed at anything in an organization by yourself. It’s a myth we need to be rid of.
But just as we are conditioned against being authentic, we are conditioned against being vulnerable. Men, especially, are taught to be tough, to not show their feelings. This is an old story, and too much has been made of the gender differences in this regard, but we should recognize that all of us have been taught to cover up our emotions. But there simply is no way to be authentic without revealing our true selves, and that means revealing our emotions, how we feel about the work, the workplace, and one another.
I include anger in this definition. Is there a spiritual way to show anger? Yes.
Expressing anger honestly is very different from acting in anger. You can properly express anger, but you can’t act properly if you act in anger. One can be called spiritually appropriate; the other is the opposite.
Vulnerability has an aspect of empathy as well, the ability to put yourself in the other’s shoes, to view the world or the situation from the other’s viewpoint. So . . .

Be Accepting
Acceptance is more important than approval. I believe this is true in friendship and marriage and parenting, as well as in professional relationships. I have observed that most of the conflicts in a workplace are more concerned with style and personality than with product or process. Thus, communities of work, from teams to large departments, will become dysfunctional unless the art of acceptance becomes the norm.
A lot of organizations are emphasizing teams for more productivity and a generally better working environment. But the fact is that teams often don’t work because the expectation is that everything will be hunky-dory all the time, that real team members will always agree. I’m sure you’ve heard it said of someone who disagrees with other members of the team that he or she is “not a team player.”
The art of acceptance does not imply that you accept everyone’s ideas without critical analysis, discussion, and judgment—only that you accept the ideas as valid for discussion and review, and that you focus on the ideas themselves, not on the person who presented them.
It also means that you accept and embrace disagreement as a human part of the process of work.
If you are to express your spirituality fully, if you are to achieve the goal of servant leadership, then you must abandon any dualistic notion of winners and losers. My goodness, we have done way too much to turn the workplace and business into some kind of war, or at least high-contact sport. But the truth is that we are participants together. All can win; nobody has to lose. Authentic people never feel themselves to be losers; thus, they can never be losers. Others may call you a loser, but that’s only because they have some need to feel that they are winners—something they simply can’t do unless they can think of someone else as a loser.
Authentic people do not get into this trap. Authentic people accept others without judgment, just as they want to be accepted, without the need for approval or disapproval.
Being accepting is possible only if you can . . .

Be Present
When I say “be present,” you might be tempted to look around and say, “I’m here, ain’t I?” I can’t argue with that, but being present is not just being here or there, but having your whole self available at all times—available to yourself as you try to bring all your values to bear on the work at hand, and available to others as you respond to the problems and issues and challenges of team members, colleagues, managers, employees, vendors, and customers.
This is a difficult task because of the pressures of the past and the future. We’re always trying to learn from the past, and if we’re fulfilling our full management role, we’re always planning for the future. So being attuned to all your management responsibilities while living in the present and focusing on the here and now sometimes seems impossible. It often seems counterintuitive as well.
But believe me, the effect on those around you is palpable. When they see you remaining centered and grounded in the midst of whatever perceived crisis is at hand—and there is usually one crisis on a regular basis in most workplaces—they will be more assured and confident in their own actions.
Conversely, when they see you agitated, worried, stressed, short-tempered, and distracted, then they become the same way, only worse because they’re worried that you might take it (whatever it is) out on them.
So be present. Think about it. Concentrate on it. Do you want a little, almost trivial-sounding, ten-second tool for quickly helping you come back to center? Try this meditative technique I learned a long time ago and still use to this day. In fact, I used it before I began writing today.
Think about something that makes you smile: a loved one, a child, an experience you had, a great vacation. Just visualize what makes you smile.
Now close your eyes, take as deep a breath as you can, hold it for a couple of seconds, think about what makes you smile, then smile, and exhale slowly. Open your eyes. Try this a couple of times a day, perhaps once in the morning and once in the afternoon. It’s a ten-second investment in being present. Guaranteed.
Now, if you are authentic, vulnerable, accepting, and present, there’s only one other aspect to manifesting your spirituality at work. And that is simply to . . .

Be Useful
I have to smile a little as I write this, because I recall my grandmother saying to me—it seemed several times a day—“Jimmy, make yourself useful around here.”
And that goes to the very heart of this book: service. The most important thing you can be as a leader is useful. Let me put that another way. The late Robert Greenleaf wrote and lectured extensively on the servant leader. He also established the highly regarded Greenleaf Center for Servant Leadership in Indianapolis. Underlying Dr. Greenleaf’s work and my own urging to make yourself useful is the fundamental concept of being of service to others.
Another way to think of this is as a resource for your people. One of the primary functions of the manager/ leader is to assure that people get the resources they need to do the job. To be a leader who serves, you must think of yourself as—and indeed must be—their principal resource.
Clearly this requires a change of orientation for many people. After all, you worked hard to get to be a manager, to get to be the boss. And now I’m telling you to be a resource.
Yes.
Because this concept of serving others is an essential part of what I believe about leadership, let me offer you a list of six things I believe about leadership:
1. Leadership is not about controlling people; it’s about caring for people and being a useful resource for people.
2. Leadership is not about being boss; it’s about being present for people and building a community at work.
3. Leadership is not about holding on to territory; it’s about letting go of ego, bringing your spirit to work, being your best and most authentic self.
4. Leadership is less concerned with pep talks and more concerned with creating a place in which people can do good work, can find meaning in their work, and can bring their spirits to work.
5. Leadership, like life, is largely a matter of paying attention.
6. Leadership requires love.
I’m sure that what I’ve written here so far could be considered almost antithetical to what you’ve been taught to believe about management and leadership. But that’s because so much of what we think we know about leadership is based on old concepts of power. In organizations we spend a lot of time figuring out who has power and how much we have. It’s only natural that if we think we have power, some of us seem to have to prove it by flexing our management muscles.
But true power comes from the people. It comes from gaining the trust and support of the people who then give you the power. Power is like love. The more you try to give it to others, the more it just seems to flow to you naturally.
If you, in a leadership position, can attain the authenticity, vulnerability, acceptance, presence, and usefulness to become a servant leader, then I believe that is the highest manifestation of your spirituality in the context of work.
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