Running head: SERVANT LEADERSHIP IN EDUCATIONAL SETTINGS                       1

SERVANT LEADERSHIP IN EDUCATIONAL SETTINGS                                              2












Benefits and Drawbacks of Cultural Backgrounds and Personal Experiences in Educational Environments and Their Impact on Servant Leadership.
Javon Jenkins 
Siena Heights University
September 29, 2024










[bookmark: _GoBack]
A Literature Review of Servant Leadership in Educational Settings
In educational settings, there is a significant disconnect that exists between underserved youth and administrators. Many students who are from underserved communities struggle to connect with their leaders, while numerous administrators also find it challenging to engage effectively with these students. This gap in communication and understanding incredibly impacts the practice of servant leadership. This literature review aims to investigate the influence of cultural backgrounds and personal experiences on servant leadership within educational environments. This review highlights the importance of understanding how diverse cultural contexts and individual experiences shape leadership styles and effectiveness, particularly in fostering inclusive and supportive learning environments.
Servant Leadership Definition
The concept of servant leadership, a novel approach to leadership, was introduced by Greenleaf in 1970 (Crippen, 2005). Servant leadership combines two seemingly opposing concepts: "servant" and "leader," each with its meanings, roles, and responsibilities. However, this leadership approach illustrates how these distinct roles can be harmonized into a single framework. It highlights the significance of simultaneously serving and leading, where the leader supports their team while the team seeks guidance from the leader (Kumar & Chettri,2024). Servant leadership includes a personal commitment to serving society, regardless of position (Block,1996). This idea contrasts traditional hierarchical leadership models, where a leader’s authority is clear and followed by those in lower positions within the organization (Hesselbein, et al.,1998; Senge, 1990). In servant leadership, leaders are recognized by their peers as equals, identified through their dedication to service and stewardship, often referred to as “primus inter pares” (Greenleaf, 1976; DePree, 1989; Depree,1992).
 To address existing research gaps, the study will conduct a literature review and use ethnographic methods, specifically based on personal experiences and cross-cultural comparisons of how they affect individuals daily in an educational setting. The goal is to provide deeper insights into how these factors affect servant leadership practices in education.
Outline
This paper will examine qualitative analysis related to servant leadership within educational environments, exploring how cultural backgrounds and personal experiences influence this leadership style. It will draw on studies published over the past decade, specifically addressing the following research questions:
· How can a school administrator effectively incorporate Servant Leadership in an educational setting?
· In what ways do personal experiences shape the role of a Servant Leader?
· How can Servant Leadership be a practical and effective leadership approach in education?
Literature Review 
Servant Leadership
A servant-leader prioritizes serving others before anything else. It starts with an inherent desire to help, followed by a deliberate decision to take on a leadership role. The distinction lies in the commitment of the servant-first leader to ensure that the highest priority needs of others are met (Crippen, 2010).

Traits of Servant Leaders	
Spears (2004) summarizes the 10 traits that are the essence of practicing servant
leadership as framed and defined by Robert Greenleaf (1977) as follows:
Listening. Deep commitment to listening intently to others.
Empathy. Strive to understand and empathize with others, accept, and recognize their special and unique spirits.
Healing. Potential for healing oneself and others.
Awareness. Aids in understanding issues involving ethics and values.
Persuasion. Convince others rather than coerce compliance.
Conceptualization. Ability to look at a problem from a conceptualizing perspective, which means that one must think beyond daily realities. 
Foresight. Understand lessons from the past, realities of the present, and the consequences of a decision for the future. 
Stewardship. Emphasizes the use of openness and persuasion rather than control. Commitment to the growth of people. People have an intrinsic value beyond their real contributions as workers. 
Building community. Identify means for building community among those who work within a given community. 

Benefits
According to Hunning et al., (2020), research at the individual level has shown that servant leadership positively affects employees' psychological well-being (Rieke et al., 2008), affective commitment (Zhou & Miao, 2014), and service performance (Cheng et al., 2010). At the team level, it has been linked to enhanced team commitment (Dannhauser & Boshoff, 2006), a more positive procedural justice climate (Ehrhart, 2004), and improved team performance (Politis, 2013). Finally, at the organizational level, studies have found a positive relationship between servant leadership and organizational citizenship behaviors (Walumbwa et al., 2010) and increased return on assets (Peterson et al., 2012).
Drawback 
Kumar and Chettri (2024) argue that although servant leadership offers advantages, leaders must be aware of its limitations and potential drawbacks. Some of the critiques of servant leadership highlight issues such as the risk of fostering an unhealthy power dynamic, encouraging groupthink, and facing challenges in meeting organizational goals. Liu (2019) identifies that servant leaders who focus on serving their followers can, paradoxically, enhance their power and influence, which can be problematic if used as a means of control. Some people believe that servant leadership involves yielding authority to followers by complying with all their request. However, this is a misconception, as the effective leader can guide from various angles while still maintaining control. The power remains with the leader; a servant leader continues to take the lead and uphold responsibility (Deitrick et al., 2020; Dodd et., 2018). Additionally, servant leadership has been criticized for potentially fostering group thinking. While it emphasizes collaboration and consensus-building, this approach can sometimes stifle diverse viewpoints and ideas, leading individuals to prioritize harmony over critical analysis and independent decision-making. Cai et al. (2018) found that the focus on collaboration and consensus in servant leadership could hinder group creativity and innovation by limiting diverse thinking and discouraging challenges to the status quo. Furthermore, servant leadership has been 
critiqued for neglecting organizational goals, which can be detrimental to the organization. Particularly in highly competitive environments, servant leadership has shown a negative correlation with organizational performance.
Servant Leadership in Education  
Impact of Empathy and Servant Leadership
Valente (2015) makes claims that servant leadership in education emphasizes the importance of empathy, but how to effectively develop and show this empathy remains unclear. There is a significant gap in research regarding the effects of empathy and servant leadership within educational settings. This article looks at the research on empathy and servant leadership, and how it works jointly in education on the impact that the teacher has on their students. Crippen (2005) states that educators who practice servant leadership are responsible for ensuring that the knowledge they provide benefits their students and the communities to which they belong. 
Educational Responsibility
The leadership within a school seeks to foster transformative, responsible, and ethical leadership that prioritizes service and a people-oriented approach. An effective school should strive for inspiring, motivating, and participatory leadership that generates positive emotions within the team to achieve the organization’s goals (Koyuncu et al., 2021).
Servant leadership In Non-Profit
In non-profit organizations, effective leadership is essential for success; without it, failure is almost certain (Gordon & Xing, 202). No matter the non-profit organization’s organizational structure or its components, a lack of effective leadership will significantly diminish productivity and lead to the marginalization of team members (Wu et al., 20210). Ross (2023) Claims while various leadership techniques can be applied at various levels, their effectiveness can vary depending on the surrounding environment. Non- Profits are distinctive in their operations, and fostering servant leaders and followers creates an ideal relationship that benefits the organization. Greenleaf developed the idea of servant leadership, proposing that organizations exist to serve their people just as much as individuals are dedicated to the organizations (Chiniara & Bentein, 2018). Servant leadership has been shown to effectively boost staff engagement. Employees, members, and volunteers who willingly contribute their time and skills significantly increase an organization’s value. Deitrick et al., (2020) claims that the existence and characteristics of servant leaders impact organizational outcomes, as these leaders prioritize the needs and interests of others over their own. This selflessness encourages their followers to respond with trust, respect, and loyalty. While improving the organization’s ethical culture and environment by protecting against managerial misconduct, dissatisfaction among team members, and high turnover rates (Laub, 2018).
Influence of Administrators on Servant Leadership  
Administrators Influence on Servant Leadership
Servant leadership is a philosophy that prioritizes human needs and emphasizes a service-oriented approach that extends beyond traditional leadership skills. This leadership style focuses on fostering shared values among employees and is rooted in the belief of “servant leadership dedicated to the development of mankind” (Turkmen & Gul, 2017).  It promotes the idea of distributing rights and responsibilities among all employees as a strategic approach to organizational structure (Dinçer & Bitirim, 2007, p. 68). Servant leaders are selfless individuals who prioritize the needs of others above their own. Educational institutions are ideal environments for such leaders, who strive to avoid selfishness, foster teamwork and collaboration, and primarily aim to help others find better opportunities (Turkmen & Gul, 2017). According to Crippen (2005), school leaders are responsible for cultivating democratic relationships among parents, teachers, and administrators, implementing citizenship values, and safeguarding both student learning and teaching activities. School leaders who exhibit servant leadership behaviors will empower themselves to better serve their students and enhance the school environment, thereby making significant efforts to boost student achievement and meet educational objectives.
Tapplar (2023) states that servant leadership remains a new concept based in the field of positive organizational behavior. Research has explored the impact of servant leadership across many professions such as athletic organizations, healthcare, and small businesses. It has all shown how servant leadership can positively influence their respective environments. Education traditionally focuses on leadership styles such as distributive, transformational, constructivist, strategic, and instructional leadership, servant leadership is recognized for its potential to foster a sense of community within the schools (Stewart, 2017). Gultekin and Kara (2022) state that a leader should demonstrate graceful behavior, treat everyone, including subordinates, with equality, and foster educational growth. This involves cultivating the ability to engage socially within a group, irrespective of class or social status. Additionally, a servant leader must embody altruism. Administrators in education primarily focus on service towards students and staff, which can lead to a healthier working relationship. Servant leadership emphasizes prioritizing service, so the roles of an administrator and servant leader often align perfectly. Tapplar (2023) claims to make the greatest impact, administrators must attentively monitor each student’s individual feelings, interest, skills, and differences. A school in South Africa complemented servant leadership practices through their township, and it became clear that a notable rise in Servant Leadership correlates with a significant improvement in engagement and performance. Marais (2022) States that it is recommended that servant leadership training should be conducted to enhance the leadership skills of school principals. Workshops be conducted for administrators and teachers to further adapt a sense of “purpose” throughout the school. 
Implementation and Trainings
Multiple schools offered staff professional development opportunities to explore servant leadership and incorporate the concept into their school improvement plans (Crippen, 2005).  The University of Manitoba’s faculty of education required three different books by Robert K. Greenleaf as part of the curriculum for its courses. One Course focused on leadership, while the other addressed inclusive education and the role of special education resource teachers. These courses have been offered multiple times, involving over 250 participants. Now, networks of teachers and administrators are considering the possibility of forming study groups centered around Greenleaf’s work (Crippen, 2005).
Personal Experiences and Their Impact on Educational Engagement and Leadership 
Personal Experiences and Their Impact 
Schneider (2024) elaborates that significant life experiences are known to foster leadership development by improving self- awareness and the ability to see things from different perspectives. Furthermore, many leaders have experienced growth stemming from negative experiences, and their understanding of these life events may evolve over time. By acknowledging the significant role that personal life experiences play in shaping leadership journeys, organizations can design more effective and resonant leadership development programs that provide the time, space, and structure to support leader reflection and sense making activities. 
Personal Experiences and Leadership Development
 Nsaiah and Walker (2013) collaborated with six principals to investigate the sources and elements of servant leadership. Each of the principals noted that their understanding of servant leadership was significantly shaped by the people and experiences in their lives, including parents, siblings, and their early childhood environment. Field, Thompson, and Hawkins (2015) noted that guides typically have a formal code of ethics that, alongside personal values and beliefs, shapes a professional’s moral compass. This combination of formal and informal, professional and personal elements enables helping professionals to effectively serve and lead, grounded in a shared sense of community ethics. An important aspect of ethical behavior for servant leaders is fostering an environment of inclusion and acceptance, even in the face of mistakes (Greenleaf, 1970).
Conclusion
Summary
In an educational context, there is often a disconnect between underserved youth and administrators. This literature review, centered on three primary research questions outlined in the introduction, has revealed significant insights regarding the role of Servant Leadership in Education. Various studies indicate a direct correlation between servant leadership and educational outcomes. It is essential for educators to prioritize servant leadership in their interactions with students and the communities they serve. This approach can help bridge the gap and enable students to achieve their fullest potential.
Future of Servant Leadership in Education
	The concept of servant leadership has been increasingly embraced in schools worldwide, though much of the initial research was conducted in the US. Given its American origins, it is understandable that the concept has garnered more acceptance and popularity there than in other regions. Recently the UK government, in partnership with the Leadership Foundation for Higher Education (LFHE), has sparked a renewed debate on leadership in higher education (Timiyo, 2020). An Increasing number of educational institutions are adopting servant leadership practices and incorporating these strategies into their professional development trainings programs. 
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