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Objectives

• Gain an understanding of the concept of 
servant leadership

• Provide examples of individuals and 
organizations that exemplify servant 
leadership

• Identify advantages of the leadership model 
in health care
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One Organization

Leadership as part 
of the ‘DNA’



Service

Nature of the community



Servant Leadership and Brookwood Medical Center  
(and its Physicians)

Does servant leadership ‘fit’?



Physicians  
as ‘leaders’?



Medical Association State of Alabama 
2015 Annual Meeting



The only real solution to the national health care 
problem is to dramatically increase the value of 
the care delivered . . .that will never be achieved 

from the outside . . . increasing the value is 
something that can only be done by health care 

professionals

Healthcare Leadership -
 Why Now?

Relationships Influence



Old Paradigm 

U.S. Invincibility 
Centralized Management 
Japan = ‘Junk’ Products 

Management 
I think 

If it ain’t broke 
Short term profit 

Labor 
Avoid and fear change 

It’s good enough

New Paradigm 

Global Competition 
Decentralized management 

Japan = Quality 
Leadership 

Cause and effect 
Continuous Improvement 

Balance long and short term 
Associates 

Change is a constant 
Zero defects



Leadership

Awesome Responsibility



“To an extent, leadership is like beauty.  
It is hard to define but you know it 

when you see it”



Foresight - 
The Central Ethic of Leadership

“Foresight is the ‘lead’ that the 
leader has . .”

“Once leaders lose this lead and 
events start to force their hand, 
they are leaders in name only”



‘Leadership is about coping with change’

‘Leadership is the one area which 
transcends disciplines, basic science 
training, clinical expertise and 
organizational structure’

‘Leadership is the key to not only 
coping with change but thriving in a 
changing profession’

‘It is also . . .least appreciated or taught 
in medical school or residency training’

Leadership for Physicians 
Program for Leading Innovations in Healthcare and Innovation, Harvard Macy Institute 
Kaiser Permanente and University of California, Davis, Department of Internal Medicine



POWER AUTHORITY

• Most leaders are in 
a position of power

• Ability to force or 
coerce someone to 
do your will even if 
they would choose 
not to

• Fear, little trust

• Leaders earn 
authority

• The skill to get 
others to willingly 
do your will 
because of your 
personal influence



Power: 
The ability to force or coerce someone 
to do your will, even if they would 
choose not to, because of your position 
or your might.

Authority: 
The skill of getting people to willingly 
do your will because of your personal 
influence.





President Kennedy 
emphasized optimism 
and idealism in a time 
of constant panic and 
anxiety 

January 20th, 1961

“And so, my fellow Americans: ask not what 
your country can do for you - ask what you can 

do for your country”



Servant Leadership is about getting people:

• To contribute their
• Hearts
• Minds
• Spirit
• Creativity
• Excellence

• To commit to the mission
• To ‘take the hill’
• To be all that they can be



Team-building

Decision-making

Embracing Change

Vision

Knowledge-seeking

What is Leadership?

Ability to Inspire

WHY?

Business

Military

Politics

Healthcare



Organizing

Planning

Problem-solving

Maintaining order

Budgeting

What is Management?

Developing strategies

HOW?

 Brings a 
degree of order 
and consistency 
necessary for 

survival



Management vs Leadership - 
Remains a Modern Discussion

Leadership and 
management must 
go hand in hand 

Workers need their 
managers not just 
to assign tasks but 
to define purpose

Managers must 
organize . . . nurture 
skills, develop talent, and 
inspire results



Management
Coping with Complexity

Leadership
Coping with Change

Both necessary for Success

Distinctive and Complementary



‘You manage things . . . you lead people’



Al Dunlap

“You son of a bitch.  If you want 
to come after me, I’ll come after 
you twice as hard”



Classic American View 
of Business Leadership

Be brutal, be tough, just go get 
them.  Get the best people and don’t 
trust them - You’re fired!

Donald Trump



Robert Greenleaf

Chicago Tribune
October 7, 1990
Robert K. Greenleaf, a management consultant who helped 
develop a humanistic philosophy for business people has died 
at age 86. . . the former director of management research for 
AT&T, he was described as the “conscience” of AT&T.

‘Father’ of 
Servant Leadership



The skills of influencing people to 
enthusiastically work toward goals identified 

as being for the common good, with character 
that inspires confidence



Starbucks
Zappos

Intel
Whole Foods Market

Aflac

NordstromREI

Marriott International

TD Industries

Southwest Airlines

Chik-Fil-A

HCA

Wal-Mart
Vanderbilt University

U.S. Army



Starbucks
Zappos

Intel
Whole Foods Market

Aflac

NordstromREI

Marriott International

Southwest Airlines

Chik-Fil-A

HCA

Wal-Mart
Vanderbilt University

U.S. Army

TD Industries





Health care provision is the largest service 
economy in the United States and has an 

inherent servant nature



The Power of Servant Leadership to Transform 
Health Care Organizations for the 21st Century
Richard W. Schwartz, MD, JAMA, Special Article, December 2002

“Physician leadership is emerging as a vital component 
in the transformation of the nation’s health care 
industry . . . [the industry] would best be served by 
leaders who demonstrate a combination of 
transformational, situational and servant leadership 
styles with the goal of creating learning organizations.”



‘Servant as a Leader’

‘Leader as a Servant’



Servant Leader

Paradoxical?

“The servant leader is servant first, it 
begins with a natural feeling that one wants 

to serve, as opposed to, wanting power, 
influence, fame or wealth



‘We live in an age of the ‘anti-leader’

Our educational system devotes very little time to 
nurturing leaders or understanding ‘followship'

Conventional view of a leader  - a agent of change

What do virtually all human beings do if they 
perceive that someone is trying to change them?  
They resist.



Leo

“a man of extraordinary presence, 
a servant who raised the spirit of 
the group with song while doing 
chores”

“the rewards of living a full life may be measured 
in joyous moments rather than days or years.  
These are the treasures that return to mind in the 
quiet hours.  The moments nobly lived, the 
challenges met, the truth spoken.  Meeting life - 
taking responsibility and leaving it joyfully once 
taken”



Why do transformational efforts fail?

Underestimating the power of vision

Grossly undercommunicating the vision

Allowing complacency

Failing to create a guiding coalition

Permitting people or structures to block the 
new vision

Failing to create short-term wins

Declaring a premature victory



Characteristics of a Servant Leader

Honesty

Listening
Forgiveness

Trust

Respectfulness

Kindness
Commitment

Selflessness

Results oriented/‘no excuses’

Humility

Patience



Humility

• Absence of pride or arrogance
• Authentic
• Keen sense of values
• Focused on a vision
• Does not take self too seriously



Listening

• Deep commitment to ‘hear’ others
• Sensitive to what may ‘not’ be said
• Seeks to identify the will of the 

group
• Often coupled with personal 

reflection



Forgiveness

• Shedding resentment
• Ability to separate the ‘sin 

from the sinner’
• Opportunity to heal

The first to apologize is the 
bravest

The first to forgive is the 
strongest

And the first to forget is the 
happiest



Selflessness

• Meeting the legitimate 

needs of others
• Focus not on changing 

others but rather 

improving ourselves



Patience

• Self Control
• Approachable
• Able to handle contrary 

opinion
• ‘Safe’



Honesty

• Free from deceptive behavior
• Holding ourselves and others accountable
• Failure to hold people accountable creates 

illusion that all is OK



Commitment

• Moral courage to do the right thing - regardless



Kindness

• Appreciation
• Acknowledgement
• Courtesy
• Empathy
• Warmth



Respectfulness

• Not earned, but given
• A ‘masked’ compliment
• ‘First among equals’



Trust

• Foundation for all 

meaningful relationships

Can I trust you?

Are you committed to 

excellence?

Do you care about me?



Results

Service and Sacrifice

Setting aside your own 

wants and needs; Seeking 

the greatest good for 

others



What does such an 
organization ‘look’ like?



A Culture of Servant Leadership

Open communication
Trust

‘No secrets’
Transparency
No excuses
Recognition 

Interaction with staff
Purpose



Servant Leadership

You cannot be an effective leader without 
relationships

You cannot have relationships without 
character

You cannot have character without trust

Trust is a product of honesty and integrity



Leadership is a skill

Foundation

Feedback

Friction

Follow-up



‘The Choice’

What we think or what we believe is, 
in the end, of little consequence.  
The only thing of consequence is 
what we do -  

John Ruskin


