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Abstract
Emergency management (EM) leaders must relate to group members with whom they
have no organizational relationship. However, little is known about whether certain
leadership approaches are more conducive to a successful EM organization. The purpose
of this correlational study was to explore whether emergency managers (EMs) who
employ a servant leadership style instill greater confidence in emergency team members
than EMs who employ a traditional paramilitary style of leadership. Data were collected
from 82 members of Safeguard lowa partners through the Laub Organizational
Leadership Assessment instrument. These data were analyzed using descriptive statistics,
Pearson’s correlation coefficient, and Spearman’s rho. Results showed a high perceived
presence of servant leadership in the EM team and there was a statistically significant
correlation between the perceived presence of servant leadership and perceived
effectiveness of the EM organization (p = <.001). There was not a statistically significant
difference in perceived SL and gender, educational level, type of organization, position,
age, and years in the group with the exception of Asian ethnicity (p = <.0040) and
position of middle management in the organization (p =<.026). These findings suggest
that a SL style may be an effective leadership approach for EM organizations as
compared to a more authoritarian, paramilitary leadership structure. This knowledge
might encourage the design of better leadership training programs for managers and for
the recruitment of personnel who have the requisite leadership qualities needed in

contemporary emergency management.
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Chapter 1: Introduction to the Study
Introduction

In a post 9/11 world, emergency managers (EMs) must operate under a new
paradigm (Chertoff, 2008). Under the current National Incident Management System
(NIMS), the EM must lead within and outside of the traditional emergency management
organization. The EM must include private, public, and non-profit members as partners.
In so doing, the emergency management leader must relate to group members with whom
they have no organizational relationship and certainly can no longer manage under a
dictatorial paradigm (Department of Homeland Security, 2018a).

Leadership skill took an interesting turn for EMs in general and for incident
commanders specifically. Both the National Incident Management System (NIMS) and
the National Response Framework (NRF) have, at their core, the inclusion of various
nongovernment organizations (NGOs) and private sector organizations during the
planning process, as well as during an actual emergency (Department of Homeland
Security, 2008).

The inclusion of team members from the private and nonprofit sectors may have
created a meaningful change in the leadership skills required for emergency and incident
managers. Although previous managers worked within a paramilitary organizational
structure, the inclusion of NGOs and private sector organizations required much more

than a paramilitary management style (Department of Homeland Security, 2018a).



Several questions may arise from these new paradigms, such as, “Does the
recruitment and selection process used for EMs include an evaluation of the candidate
leadership skills?;” “If leadership skills are a requirement for the EM, what type of
leadership model is most appropriate and when should the organization provide the
training?” (Department of Homeland Security, 2018b); and “If EMs are indeed public
servants, is the servant leadership (SL) model the most appropriate for the EM?”

The purpose of this study was to explore whether EMs who employ a SL style
instill greater confidence in emergency team members than EMs who employ a
traditional paramilitary style of leadership. The research question was, “Is the SL model
viable for the new emergency management leadership paradigm wherein the emergency
manager must interact with all economic sectors when preparing and implementing
emergency mitigation plans?”

The Laub Organizational Leadership Assessment (OLA) research questionnaire
was used to gather data on the leadership style of EMs. The survey was distributed to
leader, peer, and subordinate members of Safeguard lowa Partner (SIP), each of whom
are members of the emergency management team.

The results of this study added knowledge to the literature about the type of
leadership currently exhibited by EMs and how leadership teams reacted to different
emergency management leadership styles. This study has the potential to incur positive
changes in the way EMs are trained and how they approach their management

responsibilities. In the event SL emerges as the most viable model of leadership for the



field, better training can be developed for EMs. The results of this study might also
encourage other researchers to examine emergency management leadership, thus adding
even more knowledge and data on the subject.

In this chapter, | reviewed the traditional approach to emergency management
leadership which is paramilitary in nature and what is known about the use of SL in
emergency management services. | discussed the central aim of the study and described
research questions and hypotheses. This was an observational study that employed a
quantitative methodology. The methodology was described, as well as the instrument
used in this study—the Laub OLA.

Background

The goal of this research project was to ascertain if the SL model is viable for the
new emergency management leadership paradigm wherein EMs must interact with all
economic sectors when preparing and implementing emergency mitigation plans
(Department of Homeland Security, 2018b). In this study, | used the Laub OLA research
questionnaire. The sample included all members of SIP which consists of 752 individuals
from more than 200 organizations and all three economic sectors.

Approval to conduct this study on this sample of individuals was obtained from
SIP. 1 was willing to accept an error level of + or — 5%. Isreal (1992) recommends a
sample size of 255 with a population total of 700, but where the population is very small

the researcher should consider using the entire population (Isreal, 1992). Because the cost



of disseminating the survey to the entire population is not appreciably impacted, the
survey was distributed to all 700 members.

The NIMS and NRF have incorporated the inclusion of all partners, including
NGOs and private sector organizations, in the disaster planning process and in the actual
response to disasters (Department of Homeland Security, 2013). Problems with the
inclusion of other than public sector emergency management personnel occur when the
EM or incident commander has little or no leadership skills or values in interacting
outside of the typical paramilitary structure of the government emergency management
environment (Waugh & Streib, 2006). To manage incidents effectively, the EM must
have a different skill set from most other managers (Waugh & Streib, 2006).

In the past, EMs employed positional power during emergencies, but the new
paradigm recognizes positional power can often become counterproductive (Bass, 2008).
EMs often lead teams composed of individuals from both within and outside their
organization, who may have different goals and objectives. The EM needs to be both firm
and flexible, and the characteristics necessary to successfully lead these cross-sector
teams go well beyond the skill set required for a paramilitary organization (Demiroz &
Kapucu, 2012). Will an EM who is a servant leader better interact with members from all
three sectors?

Demiroz and Kapucu (2012) found that one of the most often cited reasons for
EM failure is the inability to manage inter-sector collaborative efforts. The differences

among sectors, and failing to prioritize specific team members, can cause the team to



react negatively during both the preparation period and an actual emergency. When a
leader unwisely delegates power or fails to delegate when it is appropriate to do so, the
incident can rapidly deteriorate into loss of life or additional damages (Alexander, 2002).
If the incident commander is overconfident or fails to analyze the incident appropriately,
he or she risks losing the respect of the organization and incurring additional losses the
mitigation plan seeks to reduce (Alexander, 2002). The incident command model, under
the new paradigm, requires the leader to be much more than dictatorial, and, as such,
requires qualities heretofore considered unnecessary for the incident commander.

Public administrators and business leaders should be cognizant of future
manufactured disasters as they often misread or fail to recognize such impending
disasters. Unlike natural disasters, wherein the business management has a predilection to
prepare for the potential event, the EM must convince these leaders to plan for man-made
disasters so the leader can respond appropriately (Boin & Hart, 2003). While many public
administrators become comfortable with top-down intra-organizational circumstance,
disasters often occur in situations involving other than inter-organizational circumstances.
The need to work with people from all sectors is of paramount importance to political and
business leaders and EMs alike (Boin & Hart, 2003).

A collaborative EM is a necessity when dealing with manufactured and natural
disasters. A new leadership paradigm has collaboration as the key characteristics for
successful emergency management (Waugh & Streib, 2006). The typical top-down

hierarchy must be replaced by a leader that garners power from effective strategies based



6
upon an impactful vision for the future (Waugh & Streib, 2006). The EM’s responsibility
goes well beyond disaster management to include disaster mitigation, disaster
preparedness, and post-disaster recovery.

While 9/11 and Hurricane Katrina resulted in a move back to control and
command leadership model, this move is in direct conflict with the NIMS, which calls for
a more nuanced paradigm in which the EM works across sectors to manage diverse
organizations (Waugh & Streib, 2006).

For the Federal Emergency Management Agency (FEMA, 2011) to answer the
call to catastrophic disasters in an efficient manner, more accountability must be assumed
by state and local governments, private sector and not-for-profit organizations, as well as
the local citizenry (Bucci, S., Inserra, D., Lesser, J., Mayer, M., Slattery, B., Spencer,
J.S., & Tubb, K., 2013). Many local citizens responded to Hurricane Sandy by helping
those afflicted in any way they could, but the EM did not provide these citizens with
training (Bucci et al., 2013).

Disaster preparedness must first allow citizens to care for each other with no
interference from the government. For example, during Sandy, neighbors helped deliver a
baby using flashlights and glow sticks because first responders were not immediately
available (Bucci et al., 2013). Only after local constituents have provided initial response
should emergency responders step in because approximately 85% of critical
infrastructure is managed by the private sector. Private sector organizations must be

convinced to assess risks accurately in order to provide the real initial response to



disasters (Bucci et al., 2013). These NGOs are critical to providing resources necessary
for the first stage in successful mitigation efforts (Bucci et al., 2013).

Although there has been significant research on public sector leadership in
general, there have been limited studies on the SL model and emergency
management. Greenleaf (1977) and Burns (1978) pioneered the study of SL, with
explorations of the effect of the moral behavior of leaders on group results. More
recently, through the efforts of the Greenleaf Center for Servant Leadership and
researchers such as Bethal, Blanchard, Frick, Spears, and Laub, the literature has
focused significantly on servant leadership’s impact on organizational outcomes
(Robert K. Greenleaf Center for Servant Leadership, 2018).

The new multisector collaborative environment the EM encounters in a post
9/11 world necessitates the need for a new style of leadership that focuses on the
ability to lead and not merely manage the environment during critical incidents (Boin
& Hart, 2003; Bucci et al., 2013; Demiroz & Kapucu, 2012; Waugh & Streib, 2006).

EMs need a new way of thinking about their own leadership style and
management practices. Effective emergency management leadership is vital for the
modern public-sector organization (Laub, 2000). There is consensus that the new
multisector collaborative environment the EM encounters in a post 9/11 world
necessitates the need for a new style of leadership that focuses on the ability to lead,
not merely manage, the environment during critical incidents (Boin & Hart, 2003;

Bucci et al., 2013; Demiroz & Kapucu, 2012; Waugh & Streib, 2006). Through this



research, | addressed a gap in the literature on the leadership style required of
emergency services professionals as they work across sectors in a post 9/11 world.
Little attention had been given by researchers and professionals to the changing
requirements of leadership in contemporary emergency services management. SL had
not been thoroughly investigated as a potential model for emergency services
leadership and deserves further consideration.

Through the results of this study | added knowledge about whether the SL
style is appropriate for the changing nature of emergency services management.
There had been few studies that provided empirical data on what style of leadership
EMs currently employ and effect SL had on perceptions of effectiveness by the
management team. This knowledge is needed to enable the field to design better
leadership training programs for managers and to recruit personnel who have the
requisite leadership qualities needed in contemporary emergency management.

Problem Statement

The purpose of this study was to address the problem of leadership capacity in
emergency management. Questions that guided the literature search and development of
this study included, “Are emergency managers still largely using the outmoded
paramilitary style of leadership?;” “If not, what style of leadership are they employing?;”
and “Is SL a mode of leadership commonly employed and if so, does this style of

leadership lead to greater team effectiveness?”



Problems with the inclusion of other than public sector emergency management
personnel occur when the EM or incident commander has little or no leadership skills or
values in interacting outside of the typical paramilitary structure of the government
emergency management environment (Waugh & Streib, 2006). Because 85% of the
nation’s critical infrastructure is owned and controlled by the private sector it is no longer
possible for the emergency management organization to mitigate damage to or
destruction of the country’s infrastructure without the help of the other sectors (Chalfant,
2017; FEMA, 2011). This will create an organization that cannot adequately protect the
nation’s critical infrastructure.

EMs can have either a positive or negative effect on outcomes after a disaster.
The EM must practice circumstances that may occur in an emergency. In addition to the
typical government organizations involved in these exercises, the EM must include
members of the private and non-profit sectors (McEntire & Myers, 2004). Collaborative
efforts such as these require the EM to possess skills not typical of a paramilitary
organization. EMs must possess the ability to motivate all involved in the incident, as
well as to compromise, mediate, and facilitate. Further, the EM must be able to clearly
communicate to all involved in the incident, whether it be during a practice session or a
real disaster (McEntire & Myers, 2004).

Padilla (2015) posited that the position of EM, unlike others in the public sector,
has few leadership prerequisites. There is a need for a more structured set of leadership

criterion across the United States to recruit proficient emergency management across



10
multiple sectors. Successful multi-sector partnerships that are based upon cooperation
rather than competition employ a strategic long-term view in decision making. These
groups share common goals and involve all team members in the decision-making
process. The need for multi-sector collaborative groups is accentuated when solving
complex problems in a global environment (see Padilla, 2015).

Bryson, Crosby, and Middleton (2015) proposed the need for a multi-sector
collaborative effort to create an environment in which the independence of the project
and resources needed are recognized by executive leadership from all members. The EM
should recognize the interdependence of all members of the team and work to eliminate
preconceived notions by members of the team about other members. The EM often
operates in a contrarian environment (Waugh & Streib, 2006). The EM must prepare with
a detail unlike most other leaders yet still be nimbly instinctive when responding to a
changing environment. The EM must be a collaborative leader who is able to work with
all sectors to mitigate the effects of disasters in their community (Waugh & Streib, 2006).

Whereas Wooten and James (2008) studied corporate leadership, their results are
useful in considering how the EM relates to public sector leadership. The authors opined
that there are five phases in a crisis: “signal detection, preparation and prevention,
damage control and containment, business recovery, and reflection and learning”
(Wooten & James, 2008, pp. 355-356). The EM must prepare for these five phases.

Russell, Broome, and Prince’s (2016) findings support the theory that SL fits well

in the emergency management environment. They found the traditional top-down form of
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leadership within firefighting organization causes internal strife and often leads to poor
morale among firefighters. They found that firefighters believed the EM should first
serve their team, develop followers, meet the team member’s needs, and listen to their
apprehensions. These attributes reflect the SL mode. The authors suggest there is a need
to introduce SL into the EM’s training programs (see Russell et al., 2016).

Few research studies were located that examined SL in the new emergency
management organization. There were thousands of articles about SL in the public-
sector. However, when further limiting the results to SL studies specific to the
emergency management organization, there were only three. None of these studies
investigated SL in emergency management. Rather, they looked at emergency
management leaders’ propensity for paramilitary style leadership. There was no
literature on the presence of SL in emergency management organizations or how the
EM’s leadership style affects the perceived effectiveness of the emergency management
organization by management team members. | addressed this gap in understanding how
common SL is in emergency management and the effect of different leadership styles on
team members’ perceived effectiveness of the organization.

Purpose of the Study
The purpose of this study was to determine if there was a relationship between the
perceived presence of SL and perceived organizational effectiveness, in emergency
management, as perceived by emergency managers and personnel who belong to SIP.

Effective emergency management leadership is vital for the modern public-sector
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organization (Laub, 2000). The OLA (see Appendix B) was designed specifically to
measure perceived SL and organizational effectiveness (Laub, 1999). The OLA includes
66 questions with Likert scale responses ranging from one to five. Respondents are asked
for their level of agreement with each question. The OLA described six dimensions of
leadership and asks the respondent to rate the organization’s effectiveness.

The independent variable in this study was perceived presence of SL and the
dependent variable was perceived organizational effectiveness. The purpose of this study
was to determine if there was a relationship between perceived leadership style and
perceived organizational effectiveness and to examine differences in the strength of the
relationships by position in the organization (e.g., manager, team member, etc.). In
addition, mean subscale scores were contrasted based upon the demographic covariables
of gender, educational level, type of organization, position, age, and years in the group.

Each member of SIP received an email inviting them to complete the survey and a
letter of participation making each member aware of the voluntary nature of their
participation. Once respondents returned their responses to the OLA group, the data were
analyzed using Pearson’s correlation, Spearman’s rho, Mann-Whitney u or the Kruskal-
Wallis H test of association. Cronbach’s Alpha internal consistency coefficient was
calculated to determine reliability of the subscales and responses (see Yilmaz et al.,

2016).
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Research Questions and Hypotheses

Since Laub first introduced the OLA, numerous researchers have analyzed the
relationship between perceived presence of SL and perceived organizational
effectiveness, as measured as job satisfaction. The measure has demonstrated strong
reliability and validity. Several studies found a positive association between perceived
job satisfaction and the perceived presence of SL (Wilson, 2013). However, no studies
have examined this relationship using a sample of emergency managers (Wilson, 2013).
Research Questions

RQ1: Do members of the Safeguard lowa Partners perceive the presence of SL
within local emergency management organizations?

RQ2: Is there an association between the perceived presence of SL and perceived
effectiveness of the emergency management organization as reported by members of the
Safeguard lowa Partners?

RQ3: Is there a difference in mean subscale scores by demographic covariables.
(Yilmaz, 2013)

Hypotheses

H1 1: There is perceived SL within the emergency management organizations.

H1 2: There is an association between the perceived presence of SL and perceived
organizational effectiveness in the emergency management organization.

H1 3: There is no difference in mean subscale scores by covariables.
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Theoretical Framework

The SL framework provided a theoretical foundation for this study. SL is more
than merely a leadership style; it changes the leadership paradigm when the leader sees
her or himself as a servant who places the best interests of the team members first (Laub,
2000). The SL finds it easy to first serve the follower. An obvious difference between the
SL and other leadership models is the former must first become concerned with the needs
of followers, and in so doing, followers become wiser, freer, more autonomous, and even
more likely to become leaders themselves (Greenleaf, 1977).

Through this study, | attempted to ascertain whether this new paradigm of
leadership might produce a more efficient emergency management team within the multi-
sector emergency management organization. While working within the multi-sector
organization, does the emergency management team operate at a higher level? (see
Robert K. Greenleaf Center for Servant Leadership, 2018). | further endeavored to
determine if this morality-based style increased perceptions of a more efficient
organization.

Additionally, Greenleaf’s theory of servant leadership was based on the idea that
in order to change an organization the leader must produce enough followers willing to
help in a morally acceptable way (Greenleaf, 1970). SL enhances the performance of
organizations because employees or members are more apt to follow the leader. Laub
(1999) found significant correlation between SL and employee performance due to the

employee’s propensity to follow leadership as an example.
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Previously dominant paradigms of leadership seemed to be entwined with power,
authority, status, and position within the organization (Laub, 2000). The servant leader,
however, believes service is a more efficient way of achieving the shared objectives of
the team as well as the organization. In so doing, the servant leader uses positional power
to benefit the individual team member not the team leader (Laub, 2000).

It is thought that SL results in a more just organization when the leader acts first
as a servant to the team members (Robert K. Greenleaf Center for Servant Leadership,
2018). The servant leader has a natural predilection first to serve and then to lead.
Questions asked by Sendjaya and Sarros (2002) about SL included: “Are some persons
more content with SL and therefore more likely to follow the servant leader?;” “Can SL
values be scientifically measured?;” and “What values more likely to advance the
application and success of SL?” The OLA answered these questions in the affirmative
and was used as the primary vehicle for this study.

Nature of the Study

I employed a quantitative, research methodology and used a positivist theoretical
framework to determine associations between the independent and dependent variables
(see Bryman, 2017). Quantitative studies explain events using quantifiable data and
statistical analyses and all research designs have four pieces, including (a) Which
paradigm is needed to provide the information needed, (b) Who or what is examined, (c)
What strategy is needed, and (d) How the data will be collected (Yilmaz, 2013).

Quantitative studies use quantifiable data to analyze relationships between variables.
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Because there were no open-ended questions in the survey, the research methodology in
this study was quantitative and not mixed methods (Yilmaz, 2013). In addition, it is
understood that the variables can be operationalized, and | had hypotheses that (a) could
be proven false, (b) could be grounded on empirical evidence, and (c) were subject to
vigorous testing (see Hjorland, 2016).

The OLA, as designed and tested by James Laub, Ph.D., was created to test an
organization’s propensity toward SL as perceived by the organization’s members.
Specifically, the OLA features a Likert style set of questions to assess perception of SL
and the relative perception of satisfaction with the emergency management organization
(Laub, 2000). Using bivariate analyses, the relationship between key variables were
analyzed to test the hypotheses.

The sample population was 752 management and team members from (a)
emergency management teams, (b) non-profit partners, and (c) private sector partners. All
were members of SIP, a non-profit group organized to bring together all involved in the
emergency disaster mitigation and preparation industry. I obtained approval from SIP and
included a letter of permission from the group’s leadership.

The independent variable was the perceived presence of SL in an organization. SL
was measured by calculating sub-scale scores for six domains of organizational and
leadership practices that reflect SL: (a) shares leadership, (b) displays authenticity, (c)
values people, (d) develops people, (e) builds community, and (f) provides leadership

(see Laub, 1999).
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The dependent variable was the perceived organizational effectiveness measured
by calculating a sub-scale score for responses to questions related to this domain (see
Laub, 1999). An additional dependent variable examined the satisfaction with the local
emergency management team as measured by organizational effectiveness. Laub found
that the presence of SL characteristics within organizations correlates positively with key
organizational health factors: employee job satisfaction, trust in leaders and
organizations, organizational safety, team effectiveness, and student achievement scores
(Laub et al, 2019).

In this study, I also examined whether there were differences in OLA subscale
scores by key demographic and organizational variables. Correlations were conducted to
determine if the relationship between SL and organizational effectiveness remained when
demographic covariates such as sex or ethnicity were included. Covariates included
gender, age, ethnicity, educational background, position, and years involved in
emergency management. Respondents included mangers, team members, and upper
leadership of the SIP.

Operational Definitions

Emergency management: The supervisory model that provides the structure in the

local community and is charged with the responsibility of preparing for and mitigating

the damages resulting from disasters (Department of Homeland Security, 2018b).
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Multi-sector collaborative project (MSCP): An alliance consisting of members
from the public, private, and not-for-profit sectors formed to solve issues involving the
community as a whole (Bucci et al., 2013).

National Incident Management System (NIMS): An inclusive national
methodology for critical incident response that includes members of government at all
levels, as well as all sectors of the U.S. economy (Department of Homeland Security,
2018b).

National Response Framework: A model designed to provide a scalable, and
flexible response to critical incidents as identified in NIMS (Department of Homeland
Security, 2013).

Servant leadership (SL): A belief and set of guidelines that creates improved
organizations resulting in a more just world when the leader acts first as a servant to the
team members (Robert K. Greenleaf Center for Servant Leadership, 2018).
Co-Independent Variable Definitions

The OLA includes six co- variables of SL. These six subscale scores are
compared to the organizational effectiveness score to determine organizational health.
The six subscale scores are:

Builds community: The SL builds community when he or she encourages and
builds the team member, enhances relationships with team members, relating well with

team members, works in a collaborative manner with team members rather than being
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dictatorial, and allows for a diversified workforce and understands individuality builds a
well-versed organization (Laub, 2000).

Develops people: The SL develops people by providing team members with
opportunities for advancement, uses power to benefit the team members, encourages a
learning environment, leads by showing team members appropriate behaviors, and
develops all team members to their upmost potential (Laub, 2000).

Displays authenticity: The SL displays authenticity by admitting personal
limitations and errors in judgement, promotes open communications, is non-judgmental,
and performs at the highest levels of honesty and integrity (Laub, 2000).

Provides leadership: The SL provides leadership by envisioning the future
through foresight, encourages risk-takers to envision a future unseen by most, has a clear
understanding of the tasks at hand but allows others to perform those tasks, and
delineates a clear set of goals and objectives while also providing the team members with
updates on the progress toward those goals (Laub, 2000).

Shares leadership: The manager who shares leadership (ShL) by sharing power
and empowering team members; uses persuasion rather than coercion; is humble; does
not seek special status (Laub, 2000).

Values people: The SL values people by respecting team members, showing
appreciation for all efforts, actively listens to team members, and puts the needs of the

team above their own (Laub, 2000).
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Assumptions

For this study I assumed that (a) The respondents answered the question
truthfully, (b) The OLA is a validated instrument for measuring the perceived presence of
SL, (c) The OLA is a valid instrument for measuring the correlation between SL and job
satisfaction, And (d) Survey respondents were representative of the emergency
management community as a whole and SIP in particular

Scope and Delimitations

The purpose of this study was to examine the relationship between perceived SL
in EM organizations and perceived organizational effectiveness. The OLA had been
selected to precisely measure the presence of SL in organizations. Other types of
leadership in the organization were not studied because this is beyond the scope of the
research questions. While it may be interesting to look at the relationship of other types
of leadership and perceived org effectiveness, there are too many different leadership
models for the scope of this study. Furthermore, the presence of top-down or paramilitary
leadership and management styles were measured, but it is possible that these leadership
models are still dominant in some areas of the EM. It is possible that a different style of
leadership is also associated with greater perceived organizational effectiveness (OE), but
assessing this relationship was beyond the scope of the study.

A delimitation of the study was that it examined the relationship of perceived SL
to organizational effectiveness and job satisfaction. The perceived presence of SL has

been shown to have a relationship with perceived OE. | decided this was the best variable
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to choose for the dependent variable because the Laub study results showed that these
variables were correlated. Other outcome variables may also be associated with SL, but it
was beyond the scope of this study to look at all other variables.

The OLA was distributed to all members of the SIP—a non-profit organization
whose stated purpose is to act as a synergistic group that coordinates emergency
management training and incident mitigation to relevant groups in the state of lowa.
Because the members are concerned with critical incident mitigation, each has a level of
interaction with public sector emergency management organizations. As such, the
membership’s perception of the presence of SL and the relevant level of organizational
effectiveness is seen as a bellwether. The only prerequisite is membership in SIP without
regard to any other qualifier.

The study was expected to have high external validity because the OLA has been
found to accurately measure SL and OE. It also was expected to have high internal
reliability because Laub’s studies have demonstrated the OLA has strong psychometrics.
Conducting a reliability analysis on the data added evidence for the internal reliability of
the OLA instrument. Because | employed a Likert scale, the data were considered
practical, expedient, and easily understood (see Yilmaz et al., 2016).

The scope of this study was limited to SIP, but findings may be generalizable to
emergency management teams in other states with similar demographic makeups and
emergency management team structures. The findings are not generalizable to big city

emergency management teams because the nature of the planning and mitigation work is
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different. Findings are not generalizable to other public sector collaborative teams or
other public-sector organizations because the nature of EM work is different.

Limitations

Generalizability of the data may be limited because only the lowa emergency
management organizations are included as participants. As such, emergency
management teams from large metropolitan areas may not operate within the lowa
paradigm. The subjects of the study included the partners of SIP. Because all partners
are, by their membership, more in tune with the emergency management organization,
their opinions may not be indicative of the smaller private and non-profit sectors of the
U.S. economy, as some do not have the resources to devote to disaster mitigation issues
(Slater & Narver, 2000).

While it was assumed that SIP sponsorship may increase return percentages, it
was possible that the time it took to complete the survey could negatively impact the
participation rate (see Slater & Narver, 2000). It was also possible that the non-
parametric design of the survey may not provide verifiable, empirical data within
acceptable levels of confidence needed (see White & Sabarwal, 2014).

Another limitation of this study is that participants could have not been familiar
with the intricacies of SL and therefore, may not have been capable of providing
verifiable data (see Dennis & Bocarnea, 2005). Because this study was observational,

the environment could not be controlled, as. is possible in an experimental design (see
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White & Sabarwal, 2014). Additionally, while SL is instinctively credible, there was
little agreement among SL scholars on which SL construct is best.
Finally, assuming results as interval-level could cause statistical anomalies in data
(see White & Sabarwal, 2014). For example, while Norman (2010) stated parametric
statistics without normal distribution may result in acceptable results with as little as
four or five responses, | understood that this opinion was not necessarily a consensus
view.
Significance
EMs are public servants. As servants of the public, they should also be servant
leaders. The SL model provides guidelines for improving organizations, resulting in an
improved environment for all team members when the leader acts first as a servant to the
team members (Robert Greenleaf Center, 2018). In a post 9/11 world, the EM must
operate in a collaborative environment that includes members from all economic sectors.
This multi-sector alliance, consisting of members from the public, private and non-profit
sectors, was formed to solve issues involving the community as a whole (Bucci et al.,
2013). The emergency management community as a whole was represented by SIP
members and was the unit of analysis for this study.
It may be that the form of leadership most conducive to a successful emergency
management organization is the SL model. The lack of empirical evidence specific to the
emergency management organization and SL indicated the significance of this study. The

results of this research study could inform changes in the selection process for EMs
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related to the candidates’ leadership abilities. Most of the current selection processes are
dependent upon the basic skill level of the appointee rather than leadership expertise.

Furthermore, establishing a relationship between perceived SL and perceived OE
might lead to better training programs for emergency management team leaders and
managers. It might also inspire the development of SL training programs for emergency
management teams.

The potential social change resulting from this research may be the acceptance of
a morality-based leadership modeling in the emergency manager selection process.
Because there is a dearth of leadership studies including SL model, the results of this
study may shed some light on its use in this arena. It could help the field of EM move
from acceptance of the paramilitary leadership model toward a new model of SL in
emergency management team that embraces collaboration and service to individual
members with ethical behavior at its very core.

Summary

Since the 9/11 attacks, the leadership skill required by EMs has been largely
reconsidered and reexamined. While EMs once served as a para-military directive
manager, the new collaborative paradigm the EM operates within is considerably more
complex. In order to adhere to NIMS or the NRF, the EM can no longer use positional
power because the most often cited reason for EM failure is the inability to manage in a

multi-sector collaborative environment (Demiroz & Kapucu, 2012).
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While there is significant research in the public sector regarding leadership skill,
there is little research on leadership skill in relation to the EM. Russell et al. (2016)
proposed that the SL style fits well in the collaborative emergency management
organizational paradigm. The authors argued that the EM should first serve the team,
develop followers, meet other members’ needs, then listen to their apprehensions. The
presence of the six different domains of SL can be assessed using the OLA. In this study,
| attempted to determine if there was a perceived presence of SL in the EM organization
as determined by participants from all sectors involved in the planning or mitigation of
critical incident preparedness in lowa.

In this quantitative study, | employed a Likert scale questionnaire. Domains of SL
were compared using Pearson’s correlation. Internal reliability was measured by
obtaining Cronbach’s Alpha on each OLA subscale and the entire instrument. Some of
the data were not normally distributed; therefore, a Kruskall-Wallis test was used to
measure differences in means by various participant characteristics. | analyzed the data
using SPSS, version 25.

The significance of this study lies in measuring the presence of morality-based
organizations within the emergency management sector. The servant leader, acting first
as servant to lead this multi-sector project created a public-sector/private sector
partnership operating at a higher level. Discovering the association between the perceived

presence of SL and the perceived effectiveness of the emergency management
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organization might ultimately save lives as well as save significant resources for both the

public and private sectors.
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Chapter 2: Literature Review
Introduction

Laub (1999) found that the presence of SL in organizations correlated positively
with key organizational health factors including employee job satisfaction, trust in leaders
and organizations, organizational safety, team effectiveness, and student achievement
scores.

The NIMS and the NRF have incorporated the inclusion of all partners, including
NGOs and private sector organizations, in the disaster planning process and in the actual
response to disasters. Problems with the inclusion of other than public sector emergency
management personnel occur when the EM or incident commander has little or no
leadership skills or values in interacting outside of the typical paramilitary structure of
the government emergency management environment. Because 85% of the nation’s
critical infrastructure is owned and controlled by the private sector, it is no longer
possible for the emergency management organization to mitigate damage to or
destruction of the country’s infrastructure without the help of the other sectors (Chalfant,
2017; FEMA, 2011).

The purpose of this study was to determine if there is a relationship between the
perceived presence of SL in the EM’s organization, among the various members of the
emergency management team, and perceived organizational effectiveness. Effective
emergency management leadership is vital for the modern public-sector organization

(Laub, 2000). The OLA (see Appendix B) was designed specifically to lead the
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researcher to these specific findings using a Likert scale style questionnaire, correlation
analysis, and Kruskall-Wallis H test (Laub, 1999, 2019).

While there is a significant amount of research on public sector leadership in
general, there have been relatively few studies regarding the SL model and emergency
management. Greenleaf (1977) and Burns (1978) pioneered the study of the concept of
SL with explorations of the effects of the moral behavior of leaders on group results
(Robert K. Greenleaf Center for Servant Leadership, 2018). More recently, through the
efforts of the Greenleaf Center for Servant Leadership and other researchers, including
Bethal, Blanchard, Frick, Spears and Laub, the focus in the field has been on the impact
of the servant leader on organizational outcomes (Robert K. Greenleaf Center for Servant
Leadership, 2018).

In this chapter, | reviewed the literature on leadership management styles within
emergency service organizations and coalitions. This includes what has been written
about SL and the more traditional paramilitary style leadership in emergency
management. | discussed the role of transformational leadership in emergency services
management. Finally, I review the theoretical foundation for this study, its key variables,
the James Laub studies and the OLA tool. The chapter ended with a summary and
conclusion.

Literature Search Strategy
As in any field, the work of several scholars considered experts in the field

emerges. Such is the case with leadership. James MacGregor Burns and Bernard Bass are
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arguably the preeminent voices on leadership today. As important as Burns’ work
appears to be, this project explored the works of many different scholarly approaches to
leadership. Included in the discussion are a synopsis of each approach, each approach’s
strengths and weaknesses, and, finally, a review of the instruments that each approach
employs.

This literature review was conducted using EBSCO and Google Scholar.
Research terms included servant leadership, multi-sector collaborative projects,
leadership in the public sector, and leadership in emergency management organizations.
I used few filters to limit the results and, as a result, read through thousands of study
abstracts to ascertain relevant data. In order to understand the historical significance of
SL, l'initially filtered the year of publication back to 2012 but subsequently expanded the
search for studies back to 1999 when the OLA was first published. When examining
studies regarding SL on the EBSCO data bases, | found tens of thousands of studies.
When limiting the SL studies to the public-sector, thousands of results were uncovered
and when further limiting the results to SL studies specific to emergency management
organization, three studies were found.

Theoretical Foundation

Goffee and Jones (2011) proposed that a provocative question to quiet a room full
of leaders might be, “Why would anyone want to be led by you?” (p. 79). The authors
further asserted that scholars dating back to Plato have been wondering about leadership

skills. However, the first attempt to quantify leadership theory did not occur until the
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1920s when researchers began to study trait theory, followed by style theory in the 1940s.
Eventually researchers discovered flaws in style theory and began to consider newer
theories in their quest to discover the ultimate leadership model (Goffee & Jones, 2015).

Leaders can obtain their position in one of three ways, including (a) they can be
appointed to the position by a person in a superior position, (b) be elected by constituents,
or (c) be self-appointed. The inclination of the leader to become a transformative leader,
and therefore have a lasting effect on the group, can often depend upon how the
leadership position is obtained (Bass & Riggio, 2006).

van Dierendonck and Nuijten (2011) developed and tested an instrument entitled
the Servant Leadership Survey (SLS). The genesis of the SLS began with Greenleaf’s
original thesis “The Servant as Leader” (Greenleaf, 1970). In addition to the research of
Spears (2004), the research of Laub, Russell and Stone, and Patterson contributed to the
initial construction of the SLS questionnaire (van Dierendonck & Nuijten, 2011).

The basic premise of Greenleaf’s SL theory is that the servant leader has a natural
feeling first to serve their followers (Greenleaf, 1977). The primary difference between
SL and other leadership models is that, with the former, leaders first care for the needs of
the followers. The SL model concentrates on the growth and development of the
followers by ascertaining whether the followers “become healthier, wiser, freer, more
autonomous, more likely themselves to become servants” (Greenleaf, 1977, p. 6).

SL requires a particular belief system and a set of guidelines in which the leader

acts first as a servant to the team members thereby creating a more efficient emergency
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management organization (Robert K. Greenleaf Center for Servant Leadership, 2018).
The servant leader, acting in the best interests of the multi-sector emergency services
coalition, may create a public-sector private sector partnership that operates at a higher
level (Robert K. Greenleaf Center for Servant Leadership, 2018). This is in comparison to
an EM who uses a more traditional paramilitary style of leadership. In this study, |
addressed the question of whether morality-based SL within emergency management
services has a perceived effect on organizational effectiveness.
The History of Leadership Studies

Bass (2008) posited that leadership training can begin in childhood. The standards
of behavior learned during this time can often give potential leaders an advantage over
their peers. In addition, both on the job experience and classroom training can be very
effective in producing effective leaders. Goffee and Jones (2015) identified four myths
about leadership: First, anyone can be a leader; the reality is that many managers simply
do not have the skill or personality to become a leader. Second, leaders’ business results
are always exemplary; many company cultures are such that management cannot produce
exemplary results. Third, people who reach the pinnacle of success within an
organization are always the best leaders; but the reality is that many of the organizations’
chief executives attained their success because they are politically savvy rather than
because they possess real leadership ability. Fourth, successful leaders are terrific
coaches; the reality is that technical abilities rarely are part and parcel to the leader. In

more cases than not, the leader inspires rather than teaches.
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Lewan (2001) proposed three notions of leadership, including (a) vision, or
conveying the mission to the entire group; (b) focusing the group’s actions on the job at
hand to accomplish the mission; and (c) influencing in order to obtain the trust of the
group so the mission is achieved.
Leadership Traits

Among the first, and most venerable leadership approaches to receive the scrutiny
of scholars in the twentieth century was the trait approach. This particular study
attempted to ascertain why certain people appear to come to the fore when running
organizations, while others seemed to languish in mediocrity (Ghasabeh, Soosay, &
Reaiche, 2015). These theories became known as “great man” theories, as the research
seemed to focus on the innate qualities and character of some of our social, military, and
political leaders. The theory espoused that only people born with these qualities could
ultimately lead, and only these specific traits differentiated leaders from followers
(Ghasabeh et al, 2015).

While many of the modern leadership theory scholars have abandoned the trait
approach, some have proposed that conceptual and methodological progress in
psychology allows the researcher to add variables to the trait approach that were not
available in the mid-twentieth century (Popper, Amit, Gal, Mishkal-Sinai, & Lisak,
2004). In addition, a number of researchers have recently proposed that there is a
correlation between leadership’s personality traits and the positive or negative

perceptions of group members (Ghasabeh et al, 2015).
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By the 1970s, leadership traits began to lose its efficacy as a leadership
methodology. Bass (2008) narrowed the theory into two time periods. First, he examined
the period from 1904 to 1970 then the period from 1970 to 2006. Bass (2008) found there
are several key attributes the effective leader portrays including intelligence, scholarship,
dependability, and being actively involved in various social events. In addition,
originality, popularity, assertiveness, and a keen sense of humor were found to be
correlated with effective leadership (Bass, 2008). Finally, among the various studies
examined during this time, there appears to be several general trait categories applicable
to effective leaders including capacity, achievement, responsibility, participation, status,
and situational traits (Bass, 2008).

During the second period reviewed (1970-2006), studies seemed to indicate a
significant change in thinking about traits of leadership. While the research indicated a
more refined and detailed set of traits, the primary difference in study results showed a
reconsideration of the concept of nature vs. nurture. Are leaders born with the necessary
traits to become good leaders or do socio-environmental conditions ultimately determine
the quality of the leader (Bass, 2008)?

The trait approach has been in a period of decline for a number of years; however,
recent research has given scholars a significant amount of data regarding the correlation
of leadership models and employee work performance variables such as job satisfaction
and motivation to perform (Popper et al., 2004). What is missing is information regarding

the forces at work within the leader’s psyche, such as what causes a leader’s followers to
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describe the leader as arousing or enthusiastic. While the authors called for additional
research, empirical evidence suggests, to a certain extent, that the leader’s traits do
influence group performance (Popper et al., 2004).

The Skills Model
While various scholars have studied the skills approach to leadership, Mumford,
Marks, Connelly, Zaccaro, and Reiter-Palmon (2000) began a series of studies on the
approach and developed a comprehensive skill-based model. The skills model melds the
leader’s individual attributes, competencies, leadership outcomes, career expectations and
environmental influences, from internal and external forces, as basic components of an
operational model. The competencies include:
» Problem solving skills which Mumford et al (2000) generally defined as
the leader’s creative ability to solve problems
» Social judgment skills consider the leader’s ability to understand people
in the organizational societal setting
» Perspective taking describes the leader’s ability to comprehend the
follower’s views on an issue
» Social perspective relates to the leader’s understanding of other functional
operations in the organization
» Social performance includes a wide array of competencies primarily

having to do with leader/follower interactions and the leader’s ability to
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communicate her or his vision, the organizational goals, and the changes
necessary to reach those milestones

» The knowledge to apply and implement the above skill sets in the
organization (Mumford et al, 2000).

In addition to the above competencies, the leader needs a considerable number of
individual attributes such as general cognitive ability, ability to retain information learned
over time, motivation, and personality (Mumford et al, 2000).

Bass (2008) proposed another significant element to the skills model. The
successful leader and follower experience similar values within the organization. The
successful leader convinces the group to regard the same values as important to the
organization (Bass, 2008).

Several studies found similar results regarding the skills-based model. Mumford
el al. (2000) focused on leadership characteristics and complex problem-solving ability,
social judgment, and knowledge specific to each organization. Connelly et al. (2000)
examined the relationship between complex leader skills and knowledge, to problem
solving and actual performance results, thereby ignoring Mumford et al.’s reliance on a
de-emphasis of these as ultimate criteria.

Connelly et al. (2000) asserted that their study, in effect, provided empirical
support for Mumford et al (2000) skills model in the private sector. The authors further
concluded their study confirmed the reliability and validity of the construct in each study.

While an Army study emphasized creative thinking, problem solving, and social
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judgment skills, a civilian leadership study found a tendency toward the importance of
personality and motivational skills in those results.

The Style Approach

According to Bass (2008) there are several stylistic approaches to the
leader/follower continuum including: autocratic vs. democratic, directive vs.
participative, task vs. relations and initiation vs. consideration. These considerations
involve the level of participation in the decision-making process between the leader and
follower.

Empirical evidence indicates that while initial results are better with the
authoritarian style, long-term results, including job satisfaction, are significantly better
with the participative democratic leader (Bass, 2008). Participative style leaders obtain
the best results when the followers’ commitment is of significance, while the directive
type leader gets better results when the structure is of import (Bass, 2008).

While there have been a significant number of studies regarding the style model
approach dating back to the mid-twentieth century, two major studies include the Ohio
State University (OSU) study and the Michigan State University (MSU) study. OSU was
conducted in the late 1940s and MSU was conducted in the early 1960s (Liu, Fellows, &
Fang, 2003). The OSU studies detected two uncorrelated dimensions for measuring
leader’s task behaviors which included defining role responsibilities and consideration
behaviors such as the leader’s concern for relationships like camaraderie (Liu et al.,

2003). Tannenbaum and Schmidt (1973) identified a sequence of leadership styles from
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those centered on the leader to those centered on the employee. They further delineated
this style as the freedom granted to the employee based upon the leader’s personality (Liu
et al., 2003).

Blake and McCanse (1991) designed the Leadership Grid to help organizations
reach their objectives by understanding where the leader placed her or his style. For
example, when the leader shows more concern for production, this indicates a task
orientation, while more concern for the employee indicates an employee orientation
(Blake & McCanse, 1991). Figure 1 shows how the grid is used, depending upon the

needs of the leader.
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Figure 1. The Leadership Grid. Adapted from “Leadership Dilemmas--Grid Solutions,”
by R. R. Blake and A. A. McCanse, 1991, pp 29, 36. Copyright 1991 by Gulf
Professional Publishing.
Situational Leadership

Blanchard, Zigrami & Zigami(1985) proposed “there is nothing so (sic) unequal
as the equal treatment of unequal’s (sic)” (p. 32). The authors identified as the most basic
premise of their model that each employee is necessarily treated in a different fashion.
There is a direct relationship between the directing style of the leader and the
development level of the group member. For example, when the member is relatively
new to the task and has a high level of commitment to the task but low task competence,
the leader should direct the actions to be taken by the member and closely supervise the
person. Conversely, the group member who has a high level of commitment and a high
level of task competence should be managed from a distance by turning over the primary
decision-making responsibility to the employee with an occasional meeting to ascertain

progress (Blanchard, Zigarmi, Zigami, 2013).
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Figure 2. Situational Leadership Model “Adapted from Leadership and the One Minute
Manager” by K. Blanchard, D. Zigami and P. Zigami, Copyright 1985, 2013 by Harper
Publishing.

Hersey, one of the pioneers of the situational leadership model, was asked how
important diagnosis skills are to the manager when trying to ascertain the appropriate
quadrant for the member. This last statement is where the situational leader really
becomes the type of manager that members will enthusiastically follow (Schermerhorn,
1997).

Knowing when the follower is ready to be treated as an R,, able and willing to

independently perform tasks assigned is an important part of the process of allowing the
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leader a wider span of control (Schermerhorn, 1997). Critiques of the model include a
relatively small number of scholarly studies testing the validity of the model. Secondly,
there is a certain level of ambiguity within the model itself. Vecchio studied high school
teachers and their principals. The results showed a tendency of newer teachers, treated as
primarily in the S; quadrant, to perform well in that highly structured environment. As
the teachers progressed to quadrants two, three, and four, the research was not convincing
(Vecchio, 1987).
Transformational Leadership

While the transactional leader primarily uses reward or punishment in the
leader/subordinate relationship, the transformational leader inspires the subordinate to
move beyond their own self-interest to serve the higher purpose of the group or
organization and often see the organization as more of a family (Bass, 2008; Bass &
Riggio, 2006). Transformational leaders generally move beyond the reward toward
loyalty to the leader (Bass & Riggio, 2006). The consideration given to the development
of the follower gives the transformative leader an advantage on both the laissez-faire and
the transactional leader (Bass & Riggio, 2006). While the laissez-faire and transactional
leader is found at the top of the organization, the transformative leader can reside
anywhere within the organization (Bass & Riggio, 2006).

Goffee and Jones (2015) posit an interesting theory by asking a room of leaders
“Why would anyone want to be led by you?” The authors further asserted that there are

qualities common to inspirational leaders: (a) Not concerned with showing their
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weaknesses thereby making the leader seem more approachable, (b) Act intuitively when
determining the appropriate course of action (c) Lead using compassion yet care about
results (d) Emphasize their individuality and what is unique about the leader (Goffee &
Jones, 2015).

In evaluating the transformational leadership model there emerged three basic
components as measured in the Multifactor Leadership Questionnaire: idealized influence
(11), inspirational motivation (IM), and intellectual stimulation (IS) (Bass, 2008). While
effective leaders can be either or both transactional or transformational, there is empirical
evidence that the transformational leader may be more effective for certain types of
organizations (Bass, 2008).

Bass (2000) supported the concept of the six-factor model of
transformational/transactional leadership’s utility in increasing organizational
satisfaction. Since research on transformational leadership began, results of studies have
indicated a link between this leadership model and organizational satisfaction (Bass,
2000). Some leaders are both transactional and transformational, and therefore their
performance can be rated separately by each domain. In other words, a leader can be
rated exceptional as a transactional leader yet be considered average as a transformational
leader. The transformational leader can improve awareness of the organization’s needs
while the transactional leader elicits the self-interest motivation of the follower (Bass,

2000).
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One of the more significant issues involving transformational leadership is the
link between theory and results (Dionne, Yammarino, Atwater, & Spangler, 2004).
Dionne et al. (2004) created a model consisting of four parts, beginning with the
transformational leader looking for immediate outcomes, to team leader interaction
(teamwork), to leading to team performance outcomes. This conceptualization moves the
transformational leadership model from the theoretical to the practical by providing a
practical format to lead the team from vision to performance outcomes (Dionne et al,
2004). As previously mentioned however, creating the format is sometimes a long way
from explaining the how to (Pablo, Reay, Dewald, & Casebeer, 2007).

The transformational leadership construct includes three primary elements: (a)
promotes an esteemed future and how that future might be attained; (b) allows the
follower to think outside the box; (c) challenges the norm and tries to improve processes
by trying new methodologies. As with Avolio’s fourth primary behavior, the
transformational element of Bass’ construct allows for individualized treatment based
upon the follower’s needs (see Bass, 2000). The transactional elements of the construct
include contingent reward, management by exception, and laissez-faire leadership (Bass,
2000).

Four initial constructs for transformational leadership are: (a) idealized influence
where the leader leads by example; (b) inspirational motivation in which the leader
inspires the follower to imagine an appealing future; (c) intellectual stimulation wherein

the leader expects critical evaluations and thinking outside the norm; and (d) individual
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considerations to the follower’s need for acknowledgement of their achievements (Stone,
Russell, & Patterson, 2004).

In contrast, servant leaders primarily focus on the needs of the followers with
little empirical evidence and defined systems (Stone et al., 2004). Stone et al. (2004)
established a realistic and interconnected model outlining the SL paradigm. The most
significant delineation between the servant and the transformational leader is the
concentration of the leader. The servant leader concentrates on the subordinates with the
organization’s concerns as secondary, while the transformational leader’s primary
concern is the organization and through the leader’s attitudinal actions followers are
sutured to the organization (Stone et al., 2004). The transformational leader’s character is
of utmost concern. Elements of character includes a steadfast commitment to obtain the
best results no matter the complexity along with an ethics-based values behavior system
which is of upmost importance to the successful manager (Johnson, 2005, pp. 65, 69, 84,
85).

The transformational leader concentrates her or his actions based upon the needs
of the organization using the employee/employer interaction to increase the concerns of
the follower toward the organization, therefore encouraging the employee to become
more concerned with the organization’s wellbeing than their own (Stone et al., 2004).
The four primary behaviors commensurate with the transformational leader as follows:
idealized influence with the leader as a role model; inspirational motivation, where the

leader spurs followers to subordinate their own concerns to that of the organization’s;
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intellectual stimulation: the leader motivates followers to think “outside the box” to
increase innovation; and individualized consideration: like the servant leader, the
transformational leader allocates attention to followers based upon their own needs
(Stone et al., 2004).

The transformational leadership model is related to several other theories. The
charismatic leadership model is arguably the closest to the transformational model. The
transformational leader can also exhibit some of the same traits as a directive or
participative leader and the leader-member exchange, because of its emphasis on the
relationship between the leader and the follower, can also exhibit many of the same
elements of the transformational leadership model (Bass & Riggio, 2006).

The literature indicates that while all servant leaders are transformative, not all
transformative leaders are servant leaders. Stone et al (2004) asserted that SL lacks
empirical evidence and is not as well defined as is other leadership theories. The primary
difference between SL and transformational leadership models is the sincere and honest
concern with followers within the SL model, compared to the primary concern for
organizational objectives within the transformational leadership model (van Dierendonck
& Nuijten, 2011)

The Servant Leader

There has been a significant increase in interest in the SL model as originally

espoused by Greenleaf (Spears, 2002). The turn of the 21% century has seen previously

accepted leadership styles move from the monocratic to those that emphasize the
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participative, ethical, caring, and enhancement of personal growth leadership style. While
the words SL are sometimes considered an oxymoron, the idea of SL is synchronic at its
very core. As the need for team-oriented leadership where there is no real autocratic
figure head increased, the concept of leader as a servant first begins to make more sense
(Spears, 2002).

The original concept of the servant leader emanated from the book Journey to the
East (Hesse, 1968). From this novel, Greenleaf spawned the idea that the journey to
greatness occurred when the leader portends the role of servant to bring the group toward
greatness (Greenleaf, 1991).
Greenleaf identified 10 basic tenets of SL.:
> Listening: While the servant leader does need good communication and decision-
making skills, he or she also needs to listen to the wants and needs of the
follower.
» Empathy: The servant leader needs to show compassion for the follower, be
aware of their concerns, and become an empathetic listener.
> Healing: The servant leader can recognize emotional harm and help heal the
follower once hurt.
> Awareness: Helps the servant leader see issues involving the ethics and values of
the organization. As posited by Greenleaf (1970), “the able leaders are sharply

awake and reasonably disturbed.”
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» Persuasion: Rather than relying on authoritarian or coercive power to convince
followers, the servant leader builds consensus around a goal by allowing the
followers to participate in decision making and planning.

» Conceptualization: The servant leader suggests individual idealism and allows the
follower to see the euphoric future and guide them to that goal.

» Foresight: The servant leader learns from the past and present then applies those
lessons to foresee potential pitfalls in the future.

» Stewardship: The servant leader holds the best interest of the group and institution
in trust and only acts when the group and organization benefits.

» Commitment to the growth of people: The servant leader bolsters, sustains, and
upholds the follower by encouraging involvement in group decisions making.

» Building community: The servant leader believes he or she can best lead by
suggesting the group is more important than the organization, whenever making
decisions. To lead the followers toward the community rather than the large
institution, one works within (Spears, 2002).

Spears (2002) proposed that the SL model fits well in several different settings
including the institution, educating and training trustees, community leadership programs,
service and learning programs, leadership education, and personal transformation.

SL is intuitively credible but there is little agreement on the appropriate construct
of an operational model. The servant leader has the ability to handle contradictory

circumstances with relative ease. The servant leader creates leaders from followers more
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often than other models. The real concern scholars have regarding the servant leader is
the lack of agreed upon empirical evidence that the model works in real world
circumstance (Barbuto & Wheeler, 2006).

Barbuto and Wheeler (2006) identified eleven attributes relative to the servant
leader, and five to seven sub-items for each of these attributes. The resulting 56 items
were then rewritten for clarity and grammar. Finally, the 56 revised items were tested for
face validity using a qualitative study. Using a five-item Likert scale a leader and rater
version were then tested for internal liability. After testing by comparison with
transformational leadership and LMX models, a factor analysis reduced the eleven
attributes to five unique subscales within the Barbuto and Wheeler instrument.

The first subscale is altruistic calling wherein the leader’s calling is to make a
favorable difference in the lives of followers. Secondly, emotional healing is the leader’s
ability to help followers recover from hardship or altercation. Third, wisdom combines
cognizant and expectance of consequence to create favorable outcomes. Fourth,
persuasive mapping portends the leader’s ability to visualize outcomes from given
current circumstances. Finally, organizational stewardship portends the leader’s ability to
make a positive outcome for the community as well as the organization (Barbuto &
Wheeler, 2006).

Barbuto and Wheeler (2006) concluded that both the self and follower versions
resulted in better outcomes than did LMX, and the psychometrics are validated within

their study. However, the external validity needs further study for the private sector.
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Being a leader is about giving much and receiving little (Lewan, 2001). Russell and Stone
(2002) proposed that the servant leader obtains employee concurrence with
organizational goals by serving first, thus allowing the followers to use their own abilities
to better the organization itself (Stone et al., 2004). The leader must first consider
themselves a servant. SL can change the very structure and appearance of the entity
(Russell & Stone, 2002).

Because leadership, by its very nature, embodies the acquisition of power, it is
conceivable that manipulation or corruption can negatively impact results for either the
servant or transformational leader. The transformational leader often uses personal or
charismatic power to actualize follower loyalty, thereby lessening the negativity normally
associated with power of any kind. In contrast, the servant leader does not seek power per
se. That does not preclude the servant leader from any negative result in the pursuit of
results. Often the law of reciprocity can turn corrupt when the followers” acts of service
turn toward the leader rather than the organization itself (Stone et al., 2004).

Stone et al. (2004) asserted there are significant similarities between the servant
and transformational leader models in that both models establish leaders who beget
significant trust between the leader and follower by becoming role models. While the
transformational leader’s focus is the organization, the servant leader’s primary concern
is the follower. Theoretically the follower then also becomes a servant and the cycle is

complete.
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Initially, the philosophy of leadership might best be uncovered through the use of
qualitative methodology. Determining the differences in human behavioral complexities
is of upmost importance. The researcher must first differentiate between, for example,
management and leadership as phenomena (Barker, 2001). Cerff and Winston (2006)
added hope as an element to be included in the SL model. As such, hope becomes a vital
element in the development of the leader.

Vroom’s expectancy theory includes three basic rudiments to motivation. First,
effort will result in completion of the task. When the goal is achieved, reward will follow.
Thirdly, the reward adds to job satisfaction (Cerff & Winston, 2006). Russell and Stone
(2002) performed an extensive literature review to develop a researchable model for SL.
The authors posit that existing SL models have functional as well as accompanying
attributes. For example, the functional attribute of vision implies the leader foresees the
organization with an idealized future. For that idealized vision to come to fruition that
leader must impart that vision to the followers in such a way as to motivate them to
accept that future as idealized. The key to success is to communicate the vision through
consistent behavior as a servant first (Russell & Stone, 2002).

Servant leadership models.

A significant issue regarding the SL model seems to be a lack of empirical
research on the subject. Despite the lack of viable research there is consensus on some
basic characteristics common to existing models. Spears asserted that Greenleaf’s initial

ten characteristics are merely the beginning of the potential characteristics (Russell &
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Stone, 2002). Further review of the literature concludes there are at least twenty
characteristics common to the servant leader (Russell & Stone, 2002).

As we enter the new millennium there seems a trend from traditional monocratic
leader centric leadership models toward one based upon teamwork and the entity as
community “At its core, SL is a long term, transformational approach to life and work; in
essence, a way of being that has the potential for creating positive change throughout our
society” (Spears, 2002, p. 4).

Spears (2002) established 10 characteristics pertinent to Greenleaf’s SL modeling:

» Listening: Many leadership scholars have posited the need for excellent
communication skills, including the ability for the leader to be an excellent
listener

» Empathy: Spears proposed that the best leaders are those who have shown the
ability to empathize with the followers’ ordeals

» Healing: Those considered exemplary servant leaders have shown a propensity
toward helping to make the person whole after conflicts have occurred

> Awareness: Self-awareness invigorates the servant leader; it helps the servant
leader better comprehend issues which includes ethical and values-based behavior

> Persuasion: The servant leader depends upon their ability to persuade rather than

the authority given by stature
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Conceptualization: The servant leader tends to enhance her/his ability to foretell
the future in such a way as to motivate the follower to see the organization’s
future in its best light
Foresight: Allows the leader to merge past occurrences, present activities, and
outcomes in order to ascertain the ultimate consequence
Stewardship: The servant leader, as a steward for the group, serves the wants and
needs of the follower
Commitment to the growth of people: Assumes accountability for the long- term
growth of followers, both professionally and spiritually
Building community: The servant leader believes much can be accomplished by
creating a community around the entity participants (Spears, 2002).

While Spears asserted this core group of SL characteristics can be expanded upon,

these represent the core characteristics around which promise of SL can come to fruition

(Spears & Lawrence, 2002). Spears equated the rise of the SL model at the expense of the

authoritative type of leadership with turning the hierarchical pyramid upside down
(Spears, 2002).

Russell and Stone (2002) reviewed existing literature and compiled a list of

twenty characteristics of SL, of which nine are considered functional, with the remaining

eleven accompanying characteristics were identified as accompanying attributes. The

nine functional characteristics include:

> Vision: the ideal picture of the future not based on attainment of power
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Honesty: the truthfulness of the leader
Integrity: fidelity to one set of values
Trust: allows the servant leader to be vulnerable to the actions of followers based
upon the expectations
Service: the basic premise of the servant leader is service to others. The choice is
between one’s self-interest compared to the interest of the follower
Modeling: personal example as a way of conveying the vision of the servant
leader
Pioneering: indicates the ability to convey the need for change to the follower
Appreciation of others: expressing care for the follower
Empowerment: authorizing the follower to perform tasks at their own volition

(Russell & Stone, 2002).

The 11 accompanying characteristics are:

>

>

Communication: once the vision is articulated it must be conveyed to followers
Credibility: how the servant leader earns the trust of the follower

Competence: performance sufficiency within the realm of the leader’s area of
responsibility

Stewardship: the obligation to care for something entrusted to the care of another
person

Visibility: acting in concert with the follower as a means of emulating appropriate

behavior
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Influence: the non-manipulative methodology of inspiring the followers
Persuasion: convincing the follower to change without coercion

Listening: dialog between the leader and follower in an active fashion

Y V VYV V¥V

Encouragement: empowers the follower so she/he feels a significant part of the

enterprise

Y

Teaching: servant leaders develop followers within a learning environment
> Delegation: giving the authority to act in a participatory manner (Russell & Stone,

2002)

Other ancillary characteristics might be based upon the values and convictions of
the servant leader. However, these 20 characteristics are the starting point upon which the
various SL research models are based (Russell & Stone, 2002).

Empirical research on servant leadership.

Empirical research pertaining to SL is relatively neoteric. Laub, Russell, and
Wong are generally considered to be early researchers in the development of
questionnaires related to SL characteristics and modeling (Stone et al., 2004).

Mahembe and Englebrecht (2013) performed a factor analysis using Barbuto and
Wheeler’s Servant Leadership Questionnaire (SLQ) to validate the SLQ on a South
African sample of 288 educators. The authors found a logical consonant with five latent
SL dimensions and concluded that the school district should incorporate the SLQ for all

district management.
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Poon (2006) studied the relationship between SL and a mentoring program to
increase the effectiveness of the mentee. Three aspects in most mentoring relationships
are the mentor/mentee relationship, a process of learning, and a successful mentoring
program that can also be used for leadership development (Poon, 2006). Poon (2006)
proposed that within the SL model the leader must complete the follower and always first
and foremost have the best interest of the follower at heart. Thus, the relationship
develops to the degree that the leader knows and understand how the follower “thinks,
feels, believes and behaves” (Poon, 2006, p. 2). In essence, the power in both the mentor
and SL relationship flows down to the follower/mentee (2006).

Winston and Hartsfield (2004) analyzed the relationship between SL and
emotional intelligence. Of the five models cited, Winston and Hartfield identified the
following common traits among the models:

» Moral Love: the essence of SL is deep concern and caring for followers thus
the servant leader considers the wants and needs of the group and not the self-
interest noted in most other leadership theories

» Humility: the SL model, by its very nature, subordinates the narcissistic
tendencies that are normally associated with power

> Altruism: the servant leader must repose his or her own self-interest to the
follower, thinking only of the welfare of the followers

> Self-Awareness: entails not only the ability to be cognitively aware of ones-

self but also to understand why and what caused the feeling
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» Authenticity: entails knowing and acting within one’s values including

subordinated values such as humility, security, integrity, vulnerability, and
accountability

> Integrity: the servant leader must be incorruptible in adherence to one’s values

» Trust: when the leader operates in an open and honest manner, trust manifests

itself throughout the entire operation

» Empowerment: occurs when the leader allows his or her followers to develop

into a servant leader, thereby reaching their potential

> Service: as previously stated, the essence of SL is the leader as a servant first,

devoid of direct power (Winston & Hartsfield, 2004).

The positive correlation between SL and a successful mentorship program
includes common traits between the two models. These traits include love, humility and
altruism, self-awareness and authenticity, integrity and trust, and empowerment and trust
(Poon, 2006). Poon (2006) concluded a positive correlation between self-efficacy and SL
and in turn, confirmed the results from Pillai and Williams with SL and mentorship
modeling (Poon, 2006).

Van Dierendonck and Nuijten (2011) developed and tested an instrument called
the Servant leadership survey (SLS). The genesis of the SLQ began with Greenleaf’s
original thesis “The Servant as Leader” (1970). In addition to the works of Spears (2004),
Laub, Russell, and Stone and Patterson were included in the initial construct of this

questionnaire (2011).
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Page and Wong (2000) developed the Servant Leadership Profile (SLP),
ultimately settling on a five-dimension questionnaire. Dennis and Winston (2003)
brought the number of dimensions down to three, whereas Barbuto and Wheeler (2006)
developed a 23-item five-dimension survey. Finally, Dennis and Bocarnea tried to
replicate Patterson, using a five-dimension instrument (van Dierendonck & Nuijten,
2011).

Van Dierendonck and Nuijten (2011) asserted that the previous instruments
emphasize the people side of SL at the expense of the leadership responsibilities of the
servant leader. For example, the servant leader must be able to hold their followers
accountable for the results of the operation. The servant leader must have the courage to
hold the follower accountable for the continued prosperity of the entity. The tertiary
objective of the SLS is to review the essential portions of the servant leader, be easy to
apply and be psychometrically valid and reliable (van Dierendonck & Nuijten, 2011).
The authors settled on a survey with eight dimensions and thirty individual items. Van
Dierendonck and Nuijten found that the results show construct validity and superiority
over other instruments with the inclusion of accountability, courage, and forgiveness as
essential items to be measured.

SL and industry.
As the SL model has become more popular, its fundamentals have been applied
to different major areas of modern life. In addition to a number of industries, SL is now

making inroads into the boards of directors and trustees and community training
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including those from both the public and non-profit sectors; educational institutions
including pre- and post-secondary facilities; and personal transformational organizations
(Spears, 2002).

The SL model is notable as one of the very few models that is first concerned with
employee needs, often being compared with the transformational or authentic approach in
that regard. Several respected companies have absorbed the SL model into their own
corporate culture. Companies such as Southwest Air, Starbucks, Steak-n-Shake, Synovus,
and TDI, attribute much of their success to approaching their leadership training using
SL. In addition, Chick-fil-A has touted SL as the major reason for its success (Savage-
Austin & Honeycutt, 2011).

Since the inception of the SL model, Fortune Magazine recognized TD Industries
(TDI) as one of the 100 best companies to work for (Fry, Matherly, Whittington, &
Winston, 2007). TDI reflects four elements of the SL model: leader as servant first, serve
by listening, serve by building up your employees, and serve by creating new leaders
from followers (Fry et al., 2007).

Irving and Mclntosh (2010) studied the SL model in South America. While SL
has become more mainstream in North America and Europe, it has not made the same
inroads in South America (Irving & Mclntosh, 2010). Roadblocks to efficacious
implementation in South America’s evangelical society are many but primarily are social

in nature. The implementation of SL in Latin America will depend upon the evolution of
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cultural norms as well as concentrating implementation in areas where there is
disenchantment with current leadership models (Irving & Mcintosh, 2010).

Marcus, Dorn, and Henderson (2006) found that the meta-leader uses their many
attributes to create a strategy to accomplish their preparedness goals within a diverse
organization. While it is impossible to prevent all disasters (man-made or other), the
meta-leader can bring diverse organizations together with the common goal of mitigating
damage in a community wrought by a disaster.

Trust is a key ingredient among servant leaders. The servant leader is what is
Greenleaf commonly referred to as “first among equals” (Reinke, 2004). Reinke is among
the many researchers who have postulated that there is little empirical evidence
conducted on the SL model. Reinke believes her SL inventory questionnaire is woefully
simple with little chance for empirical persuasiveness (Reinke, 2004).

SL instruments.

In a 2007 Irving and Longbotham, study, the authors administered three different
instruments to ascertain which domains of the SL model had the strongest relationship to
perceived team effectiveness. Using a regression analysis with a 5% p-value, the authors
concluded the following: three of the four independent variables were related to SL. The
strongest predictors of team effectiveness were the servant leader’s effect at the
organizational level. The next strongest predictors were the effects of love at the
individual level. Third was the effects of the leader’s organizational vision. The study

supports the idea that there is a relationship between team effectiveness and SL (p =
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.0001) (Irving & Longbotham, 2007). As is the case with many SL studies, Irving and
Longbotham (2007) recommended continued use of the instrument to verify its validity
with different organizations.

Winston and Hartsfield (2004) postulated that there is a rather direct relationship
between four-factor emotional intelligence (EI) and the SL model. Taking four of the
more prominent SL scholars, Sendjaya and Sarros (2002), Page and Wong (2000),
Russell and Stone (2002), and Laub (1999), Winston and Hartsfield (2004) discovered
strong ties among three of the four EI factors. The authors found a strong relationship
between the EI attributes of ability to appraise and express emotions, the cognitive
intendance of emotion, and the use of emotion to ameliorate decision making, and SL.
The authors, however, found no significant relationship between SL and the fourth EI
factor: ability to ascertain and deconstruct emotions (Winston & Hartsfield, 2004).

Waddell (2006) found a rather strong relationship between SL and a tendency
toward selfless love, humility, vision, trust, empowerment, and introversion as measured
by MBTI. The leader that identifies with and uses the values of the servant leader will
have a stronger propensity toward an introverted view regarding interaction outside of the
organization.

Leadership researchers have for many years tried to discover the likely
distinctions, styles, and other discerning portents that may explain leadership. Savage-
Austin and Honeycutt (2011) conducted a search of the literature and found signs of

disjointed and often contradictory findings with no common elucidation among the
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researchers. After reviewing available theories, the authors concluded none included the
assertion that leaders are servants first nor did the research show how the theory brings
the follower toward achieving organizational success (Savage-Austin & Honeycutt,
2011).

According to Savage-Austin and Honeycutt (2011), in the 21%-century business
milieu, organizations search for more than profits in the race for competitive advantage.
In order to ensure a competitive advantage, organizations must also inspire employees, so
they are willing to give the organization even more. In so doing, some leaders have
devolved into practices that injure employer/employee relationships (Savage-Austin &
Honeycutt, 2011).

The devolution of strategic management decisions such as reengineering to
downsize, outsourcing employment internationally, mergers and acquisitions that created
behemoth organizations and leadership misconduct, have had a deleterious effect on
employee morale (Savage-Austin & Honeycutt, 2011). This leads us to asking, “Are we
raising the right kind of leaders for a complex and uncertain future?” (Wong & Davey,
2007).

Savage-Austin and Honeycutt (2011) concluded the best indicators of a servant
leader’s effectiveness is whether he or she can show traits or values. Are they allowed to
show their values such as commitment to the growth of their followers, stewardship, and
building community? Merely permitting the leader to freely communicate with followers

creates trust, the open exchange of information and ideas, and increased commitment to



61
the organization. In addition, they found that while much of the literature shows many
benefits associated with the use of SL principles, without the full support of the entire
organization -including the executive level as well as the board of directors, board of
trustees or commissions and authorities in governmental bodies - SL cannot reach its full
potential.

From an accumulation of more than 200 factors, Page and Wong distilled the
number of items down to 99 factors currently used in their questionnaire. The factors
were placed in twelve categories: (a) integrity (b) humility (c) servanthood (d) caring for
others (e) empowering others (f) developing others (g) visioning (h) goal setting (i)
leading (j) modeling (k) team building and (1) shared decision making (p. 456). Each
category has from five to eleven items each (Dennis & Winston, 2003).

After conducting a study of 100 associates of Regent University, the authors
concluded Page and Wong’s (2000) tool can be used as effectively for training new and
existing personnel in of SL (Dennis & Winston, 2003). The nexus of organizational
leadership must change from that of operation and profitability to followers and the
future. Three basic issues for leadership are: (a) train workers to unlock creativity, (b)
effectuate favorable surroundings to hire and keep knowledge employees, and (c) reward
creativity and perilous ideas in a changing environment. Through the three main sectors
there are examples of inappropriate leadership and behavior which creates issues harmful

to the organization (Wong & Davey, 2007).
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The servant leader is a rather substantial fit to this new paradigm as it accentuates
the following attributes:
» Leaders have a posture toward the unassuming and selfless leader
» Leaders’ focal point is on training and keeping followers
» Leaders produce an atmosphere in which security and creativity are paramount to
cultivate innovative and innate motivation
» Leaders create an environment that is more appealing to followers with esteem
» Leaders earn confidence when they place the needs of followers above their own
» Leaders receive the esteem of followers when the best interest of the followers
takes precedence over organizational success
» Leaders hear followers’ concerns with a receptive ear
» Leaders develop good relationships with followers through SL leader
characteristics of empathy, kindness, healing, and emotional intelligence
» Leaders gain esteem through valuing team building and involving followers in
the decision-making process
» Leaders pursue organizational objectives by growing and advancing human
capital over monetary capital (Wong & Davey, 2007).
The primary difference between the more traditional leadership models and SL is
threefold: “(a) the humble and ethical use of power as the servant leader (b) cultivating a

genuine relationship between leaders and followers, and (c) creating a supportive and
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positive work environment” (Wong & Davey, 2007, p.3). This allows servant leaders to
use any leadership model beyond command and control (2007).

Dennis and Winston (2003) proposed that among all possible leadership
essentials, the primary essentials are service and empowerment and both are part of the
SL model. They compared Page and Wong’s (2000) study with Russell, Stone and
Laub’s study and agreed with Page and Wong’s conclusion: service and empowerment
are the most essential characteristics of leadership (Dennis & Winston, 2003). Each of the
four domains can have a favorable impact on organizational culture.

Criticisms of SL articulated by some scholars include:

» Constituencies of the servant leader will take advantage of the leader’s kindness if
its perceived as enervation

> SL may be impractical in many situations, especially those of a paramilitary
nature

» SL is too limiting as many attributes other than those espoused by SL are
necessary for the successful leader

> SL may be too closely associated with Christianity and its spirituality as it is
unrealistic to assume one might mimic Christ’s demeanor without being Him

» The leader claiming to be a disciple of SL often acts in a more dogmatic style

» Scholars and leaders themselves often believe it impossible to function as a true

servant leader (Wong & Davey, 2007).
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Servant leaders are capable of flexibility depending upon circumstances as they
are no longer concerned with the exercise of traditional power and control; rather they
now exercise legitimate power (Blanchard & Hodges, 2003). Wong and Page (2003)
reworked their SLP and determined there were seven primary factors of (a)
empowerment and development; (b) power and pride; (c) serving others; (d) open
participatory leadership; (e) inspiring leadership; (f) visionary leadership; and (g)
courageous leadership (integrity and authenticity).

More recently the research indicates five revealing and firm factors: (a) a
servant’s heart (humility & selflessness) - (who we are (self-identity)); (b) serving and
developing others - why we want to lead (motive); (c) consulting and involving others-
how we lead (method); (d) inspiring and influencing others - what effects we have
(impact); and (e) modeling integrity and authenticity - how others see us (character)
(Wong & Davey, 2007).

No matter your style, be it a charismatic intuitive leader or a down to earth
methodical leader, SL principles can effectively be used by the leader. In addition, SL
can make reengineering less stressful for the follower, as change can be inevitable yet
positive if the follower can help navigate through the process (Wong & Davey, 2007).

Wong and Davey observed research indicating SL may be significantly better than other
leadership models for the following reasons:
> Rather than being concerned about typical egocentric concerns, SL leaders

concern themselves with developing followers and building the organization
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SL leaders believe in the followers, if they are allowed to grow
SL leaders are interested in the well-being of the individual and therefore bring
out the best in them
SL leaders believe the absence of power allows the follower to manage their own
activity and production
SL leaders oversee the organization taking care to do whatever is apropos to
maximize their effectiveness
SL leaders concentrate their attention on the follower thereby producing leaders
while others produce mediocre employees
SL is the remedy for abuse of power
SL reduces lassitude and helps to create an emotionally sound organization
SL pinpoints ingrained motivation by inspiring followers to believe in the innate
abilities and welcome the vision of the organization
SL fits perfectly with the millennials as they are pessimistic of authority
SL is best suited for knowledge workers used to working by themselves or with
small autonomous groups
SL sees leadership as a follower centric process, best suited for team building
The SL is engrained in humane, spiritual and ethical values
The SL is considered by its proponents as the most efficacious and thorough
approach to HR management and the development organizations (Wong &

Davey, 2007).
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A preliminary unit of best practices to help facilitate the five attributes of SL
include: the right identity; seeing oneself as a servant is accomplished when the leader is
a humble; selfless steward and has a sense of calling (Wong & Davey, 2007). The right
motivation centers upon the leader as a helper, one who puts the followers first, and
constantly tries to have followers perform at optimum levels. Right methods involve the
leader relating to followers in a positive way by listening with empathy and openness,
involving all in decision making, being a consummate team builder, and expressing
confidence in the whole team (2007).

Barriers to SL.

There are barriers to SL but there is less research on what these barriers are. For
example, few researchers have studied the effect of the silo mentality and other corporate
barricades which tend to limit successful implementation of SL (Savage-Austin &
Honeycutt, 2011).

Savage-Austin & Honeycutt (2011) studied organizational barriers often cited as
primary hindrances preventing successful implementation of SL. The authors explored
the expertise of fifteen senior business leaders regarding their experience with
implementation and use of SL. The authors asked two questions: (a)What are the SL
practices and experiences of business leaders within the organization? How do business

leaders link their SL practices to organizational effectiveness within their organizations?
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(b) What do business leaders perceive as organizational elements (barriers) that prevent
SL practices and what impact do these elements have on the leader’s ability to practice
SL? (Savage-Austin & Honeycutt, 2011)

Participants in Savage-Austin and Honeycutt’s study (2011) said barriers to SL
practices include: (a) The organization’s culture, (b) fear of change and (c) poor
understanding of the SL philosophy and the implications thereof. Furthermore, Savage-
Austin and Honeycutt (2011) observed wedges that typically occur in organizations, such
as a silo mentality, often inhibit the leader’s ability to fully implement SL and achieve the
associated benefits. Additionally, these wedges may prevent the leader from collaborating
with peers outside their inner circle, thereby keeping the benefits of SL from spreading to
other divisions within the organization.

Servant leadership and spirituality.

Many of the constructs of the servant leader and the spiritual leader are analogous.
Empowered teams need the inclusion of values and ethics to truly achieve results in a
holistic environment (Fry, 2003). That said, SL is both values driven and performance
oriented (Bass, 2000).

Some SL theorists have identified a link between the basic premise of the servant
leader and the values of Christianity (Sendjaya & Sarros, 2002). Non-empirical evidence
seems to indicate the very concept of the servant as a leader is an oxymoron. It seems
counter intuitive to conclude a leader can act as both the superior and servant (Sendjaya

& Sarros, 2002).
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When one looks at the human condition it is important to note the human ability
to observe one’s own failings and, thus, use the proceedings to improve and emerge as a
better person (Ferch, 2003). The traditional leadership model, a hierarchical construct
with the emphasis on the chain of command, has led to a decline in virtues among leaders
today. The SL model’s use of vision and inclusiveness tends to produce results superior
to more traditional models of leadership (Ferch, 2003).

Empirical studies involving forgiveness and restorative justice tend to produce
results that validate ethical behavior as a means of greater efficiency in organizations.
These studies tend to produce organizations with hope in the future along with an
organization with meaning as its foremost value (Ferch, 2003).

Followers in the servant leader’s organization tend to become “healthier, wiser,
freer, and more autonomous” and they themselves tend to become servants themselves
(Ferch, 2003, p. 3). Ferch (2003) argued there is a need for today’s leader to be morally
beyond reproach. The leader who looks to others for adulation tends to hide his or her
faults and spends much of their time trying to please superiors, peers, and subordinates
alike lest someone uncover the leader’s faults and frailty. The author has observed that
the people who influenced him most in his career were servant leaders though he initially
had no formal training or much knowledge about the attributes of SL (Ferch, 2003).

The servant leader shows empathy for the follower and accepts the follower as a
person but sometimes may need to point out imperfections in performance. The servant

leader’s tendency toward healing is not to heal the follower but to heal oneself. In so



69
doing the leader heals the community by serving first (Ferch, 2003). The leader must
create an environment in which it is acceptable to forgive a person for his or her faults by
the leader’s own example. Like Martin Luther King Jr., the servant leader does not use
the typical fight or flight methodology of dealing with an oppressor. Instead King and the
servant leader use love as a means of dealing with the oppressor. While the oppressor
never willingly gives up power, the use of love brings about the salvation of both the
servant leader and the oppressor (Ferch, 2003).

Spiritual leadership theory (SLT) emphasizes a more holistic leadership style by
including fundamental areas of concern for the organization including the physical, the
mind, the heart, and the spirit. Spiritual Leadership Theory can lead to a new
organizational paradigm which now includes the humanistic, spiritual, and natural as part
of the same bailiwick (Fry, 2003).

The spiritual leadership paradigm and SL model can help maximize results for
organizations that considers employee well-being and organizational success one and the
same. The 21%-century leader must improve organizational results as well as create an
environment that considers employee well-being of utmost importance. The inclusion of
moral love, altruism, trust, and a commitment to the leader, in the SL and the spiritual
leadership models require moral and inspirational leadership.

Fry et al. (2007) argued use of the SL model results in increased performance if
the leader places a priority on the needs of followers over the needs of the organization.

The servant leader is also a morally ethical leader who leads his or her followers toward
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positive values and attitudes, and altruistic love. Neill, Hayward, and Peterson (2007)
likened use of the SL model within the learning organization as a felicitous application of
inter-professional care.

The right impact and inspiration to followers to serve the organization above
themselves encourages the follower to mimic the organization’s core values as their own.
It shows love for the them above love for one’s self, challenges all to live for a higher
purpose, and asks all to inspire toward excellence (Wong & Davey, 2007).

After an exhaustive review of the literature, Barbuto and Wheeler (2006)
conducted a factor analysis reduced eleven potential SL dimensions to five factors. The
eleven potential dimensions are: calling, listening, empathy, healing, awareness,
persuasion, conceptualization, foresight, stewardship, growth and community building.
SL and ethical considerations.

While there are a significant number of definitions and models for leadership, the
real question may be what is good leadership? Here the word good refers to both ethical
and competency considerations. Despite an overwhelming emphasis on ethical
considerations in many models, scholarly writers have largely ignored ethics (Ciulla,
1995). In general, there was little attention paid to the ethics of leadership prior to the
1970s. While the literature has expanded since 1995, | have located few empirical studies
specifically discussing leadership ethics, especially in the public sector.

Ciulla (1995) asserted that SL and transformational models both require moral

behavior as precept to being a good leader. The advent of spiritual leadership and SL
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have elevated ethics as an imperative the successful leader. Finally, many of the attributes
of the servant leader, such as altruism are considered the basis for the ethical leader
(Bass, 2008).

Ethical behavior is an often-overlooked issue for leadership models. The
empirical writings and studies of ethics in leadership models has not been fully explored
and the philosophical implications thereof needs additional analysis (Ciulla, 1998). In
addition, the application of ethical considerations must be acceptant of ethics as a concern
of our sodality (Ciulla, 1998).

Ethical considerations for leadership theory and research in general needs
additional evidence. Moral philosophy, also known as ethics, is of special importance for
a better understanding of both the transformational and the SL model. This can lead to a
much better understanding of moral problems of the servant leader. (Ciulla,, 1998, p. 18).

In conclusion, the territory of ethics lies at the heart of leadership studies and has

veins in leadership research. Ethics also extends to territories waiting to be

explored. As an area of applied ethics, leadership ethics needs to consider the
research on leadership, and it should be responsive to the pressing ethical

concerns of society. (Ciulla, 1998, p. 18)

The ethical leader negotiates with the followers regarding goals and objectives.
When doing so, ethical considerations are important. The servant leader moves well
beyond the fair treatment of the follower toward a greater level of morality (Bass, 2008).

The servant leader must avoid the pitfalls of power and avoid toxic leadership by
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avoiding the myopic view of one’s self. Bass (2008) posited the ethical leader will do no
harm, maintain the human right of all followers, nor will they play on the fears of their
followers in order to benefit themselves. They will neither lie nor allow the contrarian his
or her voice. The ethical leader will never engage in unethical or criminal activity.
Finally, the ethical leader will never cling to power, blame others first nor will he or she
avoid promoting their compatriots whenever it is appropriate (Bass, 2000).

Servant Leadership and Emergency Management
In a memo to colleagues, Marburger (2005) stressed the need to follow the
NIMS. In so doing, the author reminded all involved with incident management to
collaborate with all levels of government, as well as members of the private and the non-
profit sectors, to reduce the overall costs and effects of catastrophes (Marburger, 2005).
The President’s National Science and Technology Council created a six-point
treatise it nomenclated Six Grand Challenges for disaster reduction. The report outlined
four key criteria for communities to be considered disaster-resilient including: (a) local
hazards are assimilated into the disaster plan; (b) communities are notified when danger
is at hand; (c) individuals know where to shelter when an event occurs in these
communities thorough preparedness; and (d) usually experiences minimum disruption to
constituents once the disaster is over (Marburger, 2005). Marburger (2005) further
concluded an emphasis on mitigating risk within a collaborative environment with public,
private and non-profit sectors working together, is essential to a successful mitigation

plan.
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Though every emergency management project has unique complexity and
therefore requires solutions be tailored to this complexity, Austin (2000) identified seven
Cs of strategic collaboration: connection with purpose and people; clarity of purpose;
congruency of mission strategy and values; creation of value; communication between
partners; continual learning; and commitment to the partnership (Austin, 2000, pp. 173-
185).

Appropriate leadership responses during a disaster can often mitigate the amount
and severity of damages. On the other hand, the leader’s reaction might also exacerbate
the problem with an inappropriate response. Leadership sufficiency and skills appropriate
for the successful EM include:

» Leadership and team building skills

» Networking and coordination skills

» Tactical, bureaucratic, and social discourse

» While the emergency manager must have vigorous protocols for all to follow, he
or she must also be imaginative and able to improvise when appropriate

» Collaborative skills to work among the team members from different sectors so
that team members share the mission and goals of the team

» Must be a change agent for the team and organization at the same time (Demiroz
& Kapucu, 2012).

These competencies are related to needed characteristics for a successful EM:

“decisiveness, flexibility informing, problem solving, managing innovation and
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creativity, planning and organizing personnel, motivating, managing teams and team
building, scanning the environment, strategic planning, networking and partnering and

finally, decision making” (Demiroz & Kapucu, 2012, p. 98).

Conclusion

Finally, the right character of SL occurs when the leader maintains his or her
own integrity and authenticity. The leader does as he says, stands for his beliefs,
confronts even the most severe realities, and is toughest on his or her individual results
(Wong & Davey, 2007).

SL has been a model since the days of Christ. It is about influence not control;
inspiration not position; character and caring not skills; creating a climate of love not
fear; focuses on others’ strength not weakness; listens rather than give orders; serving
rather than lording over others; about humility rather than pride; long range benefits
rather than short term profits; about the big picture rather than self-interest; global vision
rather than territorial interest; and creating new futures rather than the status quo. (Wong
& Davey, 2007)

SL is the antithesis of type X and by combining the lessons learned from Types X, Y,
and Z the type S leader gets the best results in the long term (Wong & Davey, 2007).
Literature Review Related to Key Variables and/or Concepts
Emergency managers can have either a positive or negative effect on outcomes

after a disaster. The EM must practice circumstances that may occur in an emergency. In
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addition to the typical government organizations involved with these exercises, the EM
must include members of the private and not-for-profit sectors. Collaborative efforts,
such as these, require the EM to possess skills not typical of a paramilitary organization.
Emergency management must possess the ability to motivate all involved in the incident,
as well as to compromise, mediate and facilitate during an incident. Further, the EM must
be able to clearly communicate to all involved in the incident whether it be during a
practice session or a real disaster (McEntire & Myers, 2004).

While one might consider the active manager as more conducive to the
transformational leader than the inactive manage that is not always the case (Bass &
Bass, 2008). Promoting one individual over another requires the use of assessment tools.
The efficacy of different models requires additional research to determine the best one to
use (Bass & Bass, 2008). While many questions remain unanswered, it is only through
additional studies that scholars might determine the best questionnaire to use (Bass &
Bass, 2008).

Laub’s Study and the OLA

Laub (2000) endeavored to answer three questions (a) How is SL defined? (b)
What are the accepted characteristics of the servant leader? (c) Can these characteristics
portend the SL characteristics through a written questionnaire? Laub used a three-part
delta study to create the instrument and culled the original 80 question instrument down

to 60 questions in the interest of time to finish the test. A panel of 25 noted experts in the



76
field initially helped create the instrument with 14 experts asked to participate in all three
iterations (Laub, 2000).

Once the instrument was determined as ready for pre-testing, 22 adult students
from two universities partook in the initial study by not only completing the survey but
also offering advice regarding the instrument. Once determining reliability using
Cronbach’s alpha, the instrument was field tested by distributing 1624 surveys through
45 different organizations. The data from the 800 usable surveys was then entered on
SPSS software using Cronbach’s alpha to determine reliability. Seven demographic
questions were asked of the participants: gender, education level, type of organization,
position with the organization, age, years in the organization and ethnic origin.

The data indicated no significant difference with regard to gender, age, years in
the organization, and ethnic origin (Laub, 2000). Finally, a Pearson correlation concluded
a .635 positive correlation between the presence of SL and job satisfaction (Laub, 2000).
Laub concluded that there is a significant need for a written instrument that can provide a
quantifiable answer to whether the servant leader can add to the effectiveness of the
organization and job satisfaction (Laub, 2000).

Laub’s OLA features 60 items divided into six key areas (Laub, 2000). In my
proposed study I will use these six key areas as independent variables. The six key areas
of organizational and leadership practice are: shares leadership, displays authenticity,

values people, develops people, builds community and provides leadership (Laub, 1999).
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Prior research has found that the presence of SL characteristics within
organizations correlates positively with key organizational health factors: employee job
satisfaction, trust in leaders and organizations, organizational safety, team effectiveness
and student achievement scores (Laub, Laub & Ballenger. 2019). For this study, the
dependent variable is perceived organizational effectiveness. Differences in the
relationship between the independent (perceived SL) and dependent variable will be
further analyzed by six covariates as previously stated.

Studies by Diehl (2015), Padilla (2015), Bryson et al. (2015), Russell et al.
(2016), and Valero, Jung, and Simon (2014) all posited that SL has many of the necessary
elements to create a truly effective emergency management organization. However, the
OLA seems best suited to examine this study’s hypothesis as it does not focus on any
particular leader, nor does it point out any flaws of the management but instead
determines the organization’s propensity toward acceptance of the servant leader and can
help determine the organization’s training needs for its leadership (Laub, 1999, 2000,
2019).

I decided to use Laub’s OLA as it has documented psychometrics, a well-
documented study explaining how the constructs were created and a well-documented
delta and beta result explaining the final questionnaire (Laub, 1999).

Table 1 shows dozens of studies using the OLA, but none involved emergency
management organizations. There is a need for more research that uses the OLA to look

at SL in emergency management services.
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OLA Studies in Diverse Types of Organizations

Type of
organization

Study completed

Higher education

Law enforcement

Health

Education

Religious (Christian)

Religious (Islamic)
Manufacturing/industry

Non-profit
organizations

High tech organizations
Call center

Residential treatment
U.S. Military

Sports teams

Credit union

Distribution center

Thompson (2002), Stamba (2003), Drury (2004), Iken (2005), Van Tassell
(2006), Meredith (2007), Beaver, S. (2008), Hannigan (2008), Adamson
(2009), McDougle (2009), Miguel (2009), Jacobs (2011), Palmer (2011),
Chavez (2012), Padron (2012), Nyamboli (2014)

Ledbetter (2003), Freeman (2011)

Freitas (2003), Krebs (2005), Bradshaw (2007), Amadeo (2008), Wyllie
(2009)

Herbst (2003), Freitas (2003), Lambert (2004), Miears (2004), Anderson, K.P.
(2005), Ross (2006), Anderson (2006), Witter (2007), Svoboda (2008),
Metzcar (2008), Cerit (2009), Black (2010), Salameh (2011), Babb (2012),
McKenzie (2012), Shears (2012), Mortan (2013), Van Worth (2015)
Anderson, K.P. (2005), Arfsten (2006), Ross (2006), McCann (2006), Witter
(2007), Kong (2007), Beaver (2007), Inbarasu (2008), McNeff (2012),
Harless (2015)

Salie (2008)

Rauch (2007)

McCann (2006), Goodwin (2009)

Johnson (2008)
Chu (2008)
Bradshaw (2007)
Kegler (2007)
Azadfada (2014)
Ghormley (2009)

Hodoh (2016) (Laub et al, 2019)




Summary and Conclusions

While Greenleaf first articulated the concept of SL there is no record of studies
performed by the author himself. However, beginning in the early 21% century,
researchers began to construct models to determine the most effective SL model. Barbu
and Wheeler (2006) identified 56 items reduced to five subscales. Russell and Stone
(2002) concluded there are 20 constructs in the SL model of which nine are functional
while eleven are considered accompanying. Van Dierendonck and Nuijten (2011)
developed an instrument by developing a hybrid of Laub, Russell and Stone, and
Patterson. However, the more readily accepted model was developed by Laub’s
Organizational Leadership Assessment (OLA) which has 60 items divided into six key
areas (Laub, 2000).

Page and Wong (2003) developed the Servant Leadership Profile (SLP),
ultimately settling on a five-dimension gquestionnaire. Dennis and Winston (2003)
brought the number of dimensions down to three, whereas Barbuto and Wheeler (2006)
developed a 23-item five-dimension survey. Finally, Dennis and Bocarnea tried to
replicate Patterson, using a five-dimension instrument (van Dierendonck & Nuijten,

2011).
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Chapter 3: Research Methodology
Introduction

The purpose of this quantitative study was to determine if there was a relationship
between the perceived presence of SL by a cross-sector of emergency management team
members and their perception of the team’s effectiveness. Effective emergency
management leadership is vital for the modern public-sector organization (Laub, 2000).
The OLA (see Appendix B) is designed for researchers to investigate SL in a number of
settings. The OLA has 66 total items with Likert scale style responses choices. A
Pearson’s correlation was used to analyze the data as suggested by Laub (1999, 2019).
Whenever the data was not normally distributed, a Kruskall-Wallis H-test or a Mann
Whitney u test was used to assess differences in OLA domain score by respondent
characteristics.

In this chapter, | discussed the research methodology, research design, and data
collection plan for this project. The data represent the relative presence of SL to correlate
the presence of SL with the perceived effectiveness in the emergency management
organization. | used the 60-item OLA, divided into six subsets, to assess the relative
presence of SL and to correlate the relative presence of SL with perceived effectiveness
of the emergency management organization (Laub, 2000).

Research Design and Rationale
The OLA features a 5-point Likert scale questionnaire. Response choices ranged

from one, strongly disagree to five, strongly agree. Means were obtained for each of the
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six subscales: displays authenticity, values people, shares leadership, provides leadership,
develops people, and builds community (Laub, 2000).

In this study, | used a quantitative, observational research methodology. A
positivist theoretical framework was employed to determine associations between the
previously listed independent and dependent variables. Study participants were SIP
partners from three sectors of the U.S. economy (public, private, and non-profit). Their
responses were analyzed in general, then further analyzed by participants’ position within
the organization (executive, management or team member); (Laub, 2000). The data were
also analyzed by demographic criteria including gender, education level, type of
organization, position with the organization, age, years in the organization, and ethnic
origin.

The OLA assessed the relative perception of SL and the relative perception of
satisfaction with the emergency management organization. When interpreting the results
of a Likert scale, the reliability of results depends upon several factors included whether
participants interpreted the questions accurately. The Cronbach’s alpha coefficient was
used to test for reliability of the subscales and entire survey.

In a summary posted on the OLA website, Laub reviewed past usage of the OLA
and some of the general findings. The OLA has been used in more than 85 different
studies, with a number of the studies being performed as partial requirement for a Ph.D.
The types of organizations studied encompass a wide variety of organizations from all

three economic sectors, including the military. The key findings of the studies showed a
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positive correlation between SL and job satisfaction, team effectiveness, student
achievement (when used in the classroom), employee retention, trust in the organization,
and employee productivity. Further, there was a negative correlation between SL and
employee absenteeism (Laub, 2018).

Population

The study participant group consisted of approximately 752 individuals, all
members of a nonprofit group dedicated to assisting lowa companies and residents in the
preparation necessary to mitigate disasters. Members consisted of persons from the
public-sector emergency management departments, the private sector divisions dedicated
to disaster mitigation, and nonprofits, which are among the first to respond to the needs
of those affected by disasters.

Sample

I partnered with the SIP. SIP currently consists of approximately 752 members
each of whom were eligible to participate in the research. Approval, in writing, was
obtained from association leadership. Because the study was completed by email, there
was no additional cost for the inclusion of all members.

I complied with all privacy requirements and it was anticipated there should be no
objections to conducting the study. Because the survey used the Internet and email for
delivery, an appropriate consent form was created using the email itself. The completed
survey was forwarded to OLA for data collection. The raw data were then returned to be

sent back to me for evaluation using the SPSS software. The sponsoring group lent
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credibility to the research to increase the number of completed surveys. Once the survey
was returned, | recorded all information and used the SPSS software to analyze the

responses using Pearson’s correlation, Spearman’s rho, Mann Whitney u and KWH test.

Instrumentation and Operationalization of Constructs

This study was conducted in the tradition of a positivist philosophy, which holds
that the result can be construed as empirical evidence within an acceptable margin of
error (Dinno, 2015). The questionnaire was distributed to members of the sponsoring
group, a non-profit lowa organization dedicated to providing its partners with training,
education, and exercises aimed at mitigating damage from critical incidents through
preparedness, response and recovery. As a member of the sponsoring group, | had access
to a list of all partners and obtained permission from the sponsoring group to conduct the
study.

While using ordinal data are considered a contentious use of data, many
researchers consider the use of a Likert scale study as parametric statistical study is more
powerful than using the nonparametric alternative (Allen & Seaman, 2007). However,
treating ordinal data as interval data without extensive examination of the data and
objectives from the study can affect the findings of a Likert study (Allen & Seaman,
2007). Allen and Seaman (2007) suggested that Likert scale data be treated more like
nonparametric data and leaned toward the ordinal nature of the data.

Likert scales are often used when a researcher is looking for responses requiring a

range rather than a finite defined number. Because the value in between responses cannot
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be deemed as identic there was a question as to the accuracy of assuming a parametric
relationship among the data. It therefore may be appropriate to utilize the median or
mode rather than the mean as the appropriate measure of central tendency and to use
nonparametric tests like Kruskal Wallace or Mann-Whitney U-tests to measure
differences in means (Jamieson, 2004). It may also acceptable to use parametric measures
using ANOVA, and while it has become more common, most scholars do so without
comment as to its appropriateness (Jamieson, 2004). Some researchers think of using
parametric analysis as “one of the seven deadliest sins of analysis” while others believe it
to be perfectly acceptable (Jamieson, 2004, p. 1218).

Knapp had an impartial explanation as to when one should use Likert as
parametric vs. nonparametric. If the scale refers to excellent, average, or fair one cannot
say half-way is average and one half. In that case the data should be treated as
nonparametric (Jamieson, 2004). Researchers also need to consider cultural differences
when deciding to use Likert scale studies to begin with. For example, the Japanese often
have difficulty differentiating between the responses and the Chinese will often
indiscriminately skip questions (Lee, Jones, & Mineyama, 2002). Despite these cultural
differences there can often be consistent results (Lee, Jones, & Mineyama, 2002).

Laub’s Study and the OLA
Laub used a three-part delta study to create the instrument and culled the original

eighty question instrument down to sixty questions in the interest of time to finish the
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test. A panel of 25 noted experts in the field initially helped create the instrument with
fourteen experts asked to participate in all three iterations (Laub, 2000).

Once the instrument was determined as ready for pre-testing, 22 adult students
from two universities partook in the initial study by not only completing the survey but
also offering advice regarding the instrument. Once determining reliability using
Cronbach’s alpha, the instrument was field tested by distributing 1624 surveys through
45 different organizations. The data from the 800 usable surveys was then entered into
SPSS software using Cronbach’s alpha to determine reliability. Seven demographic
questions were asked of the participants: gender, education level, type of organization,
position with the organization, age, years in the organization and ethnic origin. The data
indicated no significant difference with regard to gender, age, years in the organization,
and ethnic origin (Laub, 2000). Finally, the Pearson correlation coefficient for SL and job
satisfaction was .635 (Laub, 2000). Laub concluded there was a significant need for a
written instrument that can provide a quantifiable answer to whether the servant leader
can add to the effectiveness of the organization and job satisfaction (Laub, 2000).

Laub’s OLA featured 60 items, divided into six domains of DL (Laub, 2000). The
proposed study will use these six key areas as independent variables. The six key areas of
organizational and leadership practice are: shares leadership, displays authenticity, values
people, develops people, builds community, and provides leadership (Laub, 1999). Table
2 delineates explicitly how the six key areas are compared with the sixty items Laub

proposed to be essential to determine the perceived presence of SL within an organization



86
and the perceived effectiveness of the organization (Laub, 2018). Appendix B shows the

entirety of the 60 questions included in the OLA.



Table 2

Six Key Variables and OLA Items
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Potential sub-scores Categories

Servant Leaders Questionnaire item

Values people
By believing in people

Maintaining a high view of people

By putting others first

Before self

By listening

Receptive, non-judgmental

e Respects others
e Believe in unlimited potential of each
person

e Accepts people as they are

e  Trusts others

e  Are perceptive concerning the needs
of others

e Enjoys people

e  Shows appreciation of others

e  Puts the needs of others ahead of their
own

e  Shows love and compassion toward
others

e Are receptive to others

Develops people

By providing for learning and
growth

Developing potential

By modeling

e  Provide opportunities for people to
develop to their full potential

e Leaders use their power and authority
to benefit others

e Provide mentor relationships to help
others grow professionally

e View conflict as an opportunity to
learn and grow

e Create an environment that
encourages learning

e Lead by example by modeling
appropriate behavior

e Models a balance of life and work
and encourages others to do so

(table continues)
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Servant Leaders Questionnaire item

By encouraging

e Build people up through
encouragement and affiliations

Builds community

By enhancing relationships

By working collaboratively
Emphasizing teamwork

By valuing the differences of
others

Differing gifts, cultures and
viewpoints

¢ Relates well to others
e Works to bring healing to hurting
relationships

o  Facilitates the building of community
and team

e  Work with others instead of apart
from others

e Values differences in people
e Allows for individuality of style and
expression

Displays authenticity

By being open to being known

Willing to be transparent

By being learners

By being self-aware, open to input
from others

By maintain integrity

Honest, consistent, ethical
behavior

e  Admits personal limitations and
mistakes

e  Open to being known by others

e Promote open communication and
shares information with all

e Accountable and responsible to others

e Are non-judgmental keeps an open
mind

e Are open to learning from others

e Evaluate themselves before blaming
others

e Are open to receiving criticism and
challenges from others

e  Are trustworthy

e Demonstrate high integrity and
honesty

e Maintain high ethical standards

(table continues)
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Servant Leaders Questionnaire item

Provides leadership

By envisioning the future

Intuition as to the direction for the
organization

By taking the initiative

Moving out ahead of the norm

By clarifying the goals

Understanding what it takes to get
to the vision

Has a vision of the future

Uses intuition and foresight to see the
unforeseeable

Provides hope to others

Encourages risk-taking

Exhibits courage

Has healthy self-esteem

Initiates action by moving ahead of
others

Is competent has the skill necessary to ¢
things done

Is clear on goals and good at pointing tf
correct direction
Is able to turn positives into negatives

Shares leadership

By sharing power
Empowering others
By sharing status

Issues of position, honor and self-
promotion

Threats to Validity

Empowers others by sharing power
Is low in control of others
Uses persuasion, not control of others

Is humble- does not promote
him/herself

Leads from personal influence not
positional authority

Does not demand or expect honor and
awe for being the leader

Does not seek the special status or
perks of leadership

The study was expected to have high external validity because the OLA has been

found to accurately measure SL and OE. It also was expected to have high internal

reliability because Laub’s studies have demonstrated the OLA has strong psychometrics.
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Conducting a reliability analysis on the data added evidence for the internal reliability of
the OLA instrument. Because the study employed a Likert scale the data are considered
practical, expedient, and easily understood (Yilmaz et al., 2016).

Generalizability was a concern with this study as the study was performed only on
those involved with emergency managers in lowa. The concern was whether emergency
manager partners from larger metropolitan areas or, perhaps, smaller rural areas without
the resources to create the partnerships necessary to the new emergency management
paradigm also highly value SL (United States Census Bureau, 2019).

I used the Pearson’s correlation and Kruskall-Wallis H test and Cronbach alpha
internal consistency coefficient to calculate reliability of the data (Yilmaz et al., 2016). |
applied Pearson’s correlation test and Cronbach’s alpha with each of the six independent
variables measuring the presence of SL in their emergency management organization and
the perceived health of the emergency management team (Yilmaz et al., 2016). | analyzed
the returned survey using IBM’s SPSS, version 25.

The independent variables consisted of the six key areas of organizational and
leadership practice: (a) shares leadership, (b) displays authenticity, (c) values people, (d)
develops people, (e) builds community and (f) provides leadership (Laub, 1999). The
dependent variables were the perceived presence of SL and the perceived health of the
organization as determined by three sub-groups: (a) management and team members
from the emergency management teams; (b) management and team members from non-

profit emergency management partners and; (c) management and team members from
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private sector emergency management partners, all members of SIP. Previous research
found that the presence of SL characteristics within organizations correlates positively
with key organizational health factors: employee job satisfaction, trust in leaders and
organizations, organizational safety, team effectiveness and student achievement scores
(Laub, 2000). I further determined there was an association between the following
respondent’s characteristics, gender, education level, type of organization, position with
the organization, age, years in the organization, and ethnicity and each of the sub scores.

The servant leader has a natural predilection first to serve and then to lead.
Greenleaf based his theory on the idea that, in order to change an organization, the leader
must produce enough followers willing to help in a morally acceptable way (Greenleaf,
1977). The questions asked by Sendjaya and Sarros (2002) include: are some persons
more contented as SL and conversely more likely to follow the SL; can SL values be
scientifically measured; and what are the values more likely to advance the concepts
associated with SL. As a consequence of the questions asked by Sendjaya and Sarros,
there have been a number of studies showing evidence that SL values can, in fact, be
measured and determined through social research studies using acceptable measures to

assure reasonable validity (Sendjaya & Sarros, 2002).

Research Questions
RQ1: For each of the six domains of SL as tested by the OLA is there a perceived

presence of SL?
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RQ2: Is there a correlation between the perceived presence of SL and the
perceived effectiveness of the emergency management organization?

RQ3: Is there a difference in the subscale means as measured by the demographic
covariables?

Hypotheses

H1 1: There is perceived observed presence of SL within the emergency
management organizations

H1 2: There is a correlation between the independent variables and the perceived
effectiveness of the emergency manager organization.

H1 3: There is a difference in mean subscale scores by demographic covariables.

Independent and Dependent Variables

The independent variables were, perception of SL subdivided into six key
domains: (a) shares leadership, (b) displays authenticity, (c) values people, (d) develops
people, (e) builds community and (f) provides leadership (Laub, 1999). The dependent
variable was perceived organizational effectiveness. Covariates include six sub-groups:
(a) management and (b) team members from the emergency management teams; (c) non-
profit partners leadership and (d) team members; (e) private sector partners and (f) team
members. All respondents will be members of SIP a non-profit group organized to bring
together all involved in the emergency disaster mitigation and preparation industry.
Operational Definitions for the Variables

Independent variables definitions:
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Shares leadership (SL). The SL shares leadership by sharing power and
empowering team members; uses persuasion rather than coercion; is humble; does not
seek special status.

Displays authenticity. The SL displays authenticity by admitting personal
limitations and errors in judgement, promotes open communications, is non-judgmental
and performs at the highest levels of honesty and integrity.

Values people. The SL values people by respecting team members, showing
appreciation for all efforts, actively listens to team members and puts the needs of the
team above her/his own.

Develops people. The SL develops people by providing team members with
opportunities for advancement, uses power to benefit the team members, encourages a
learning environment, leads by showing team members appropriate behaviors and
develops all team members to their upmost potential.

Builds community. The SL builds community when he or she encourages and
builds the team member, enhances relationships with team members, relating well with
team members, works in a collaborative manner with team members rather than being
dictatorial and allows for a diversified workforce and understands individuality builds a
well-versed organization.

Provides leadership. The SL provides leadership by envisioning the future
through foresight, encourages risk-takers to envision a future unseen by most, has a clear

understanding of the tasks at hand but allows others to perform those tasks and delineates
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a clear set of goals and objectives while also providing the team members with updates
on the progress toward those goals (Laub, 2000).
Data Collection Procedures

A data entry log was created including the data collection dates, a coding
procedure to ensure the privacy of all participants and return dates for all returned
surveys. Each of the participants were sent an email outlining the purpose of the study
along with a statement that participation in the survey is absolutely voluntary. Because
the study contains no interventions and all participant data will be coded as will the name
of the partner organizations, there is no need for a statement regarding the potential harm
through participation.

The Laub organization gathered the data through its internal servers then sent me
the raw data with the identifying characteristics masked to ensure privacy. The coding
included in the data set included, the type of organization the respondent represents along
with the respondent’s present position IE; executive, supervisor or manager, or
workforce. In addition, the respondent’s gender, education level, age, years in the
organization and ethnic origin will be obtained to enrich the results. The data will not be
kept on any one person’s device but rather will be saved on a separate hard drive for three
years and kept in a fireproof safe on my premises. At no time was any data stored in the
cloud or on any other device. Once the data are analyzed it will be removed from the
computer and stored on a thumb drive until destroyed. The preceding procedures will

limit, if not eliminate, any ethical concerns for this study.
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Data analyses performed were descriptive and inferential. Only bivariate tests
were run; no multivariable tests were performed. The descriptive statistics show patterns
that emerge from the data by using measures of central tendency, while inferential
statistics allow the results to be generalized to the entire population involved with
emergency management when testing the null hypotheses. The social scientist in this case
expressed the information as a range of potential results and an associated degree of
confidence in the results rather than the parameters associated with descriptive statistics,
when analyzing the statistical results (Taylor, 2018).

Data Analysis

To evaluate the first hypothesis, a Pearson’s correlation coefficient was used. A
bivariate correlation matrix was created to determine which OLA subscale scores
correlated and whether the overall OLA score correlated with the organizational
effectiveness score (Yilmaz, Demir, & Esenturk, 2016).

I had to choose between using parametric or nonparametric inferential statistical
tests for comparing the means of the OLA subscales by participant characteristics. T-tests
are appropriate when comparing the means for two groups in which the data are normally
distributed, and ANOVAs are appropriate when comparing the means for more than two
groups. The Mann-Whitney U test is used when comparing the means of two groups
when the data are not normally distributed while the Kruskall-Wallis H test is used when
more than two groups are analyzed and the data are not normally distributed (Dinno,

2015; Yilmaz, Demir, & Esenturk, 2016).
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If the data were assessed for normal distribution and found not to be normally
distributed; the means were compared using the Kruskall-Wallis H test (K-W H).

I also ran a reliability test on the entire OLA and each subscale. Cronbach’s alpha
internal consistency coefficient was obtained to calculate the reliability of the data
(Yilmaz, Demir, & Esenturk, 2016). All analyses were conducted using IBM’s SPSS, 25
edition.

Ethical Procedures

Mann (2003) opined there are few, if any, ethical concerns with observational
studies as there are generally no direct interventions involved in this type of study. The
presence of specific safeguards to protect any personal data significantly mitigates most
ethical concerns for a correlational study (Mann, 2003).

The Human Research Ethics Committee (HREC) outlined several concerns
involved with survey research including: the relative sensitivity of the data, are there any
privacy concerns, how are the data safe from hackers, where will the data be stored and
will the servers used for data collection remain under US control (Buchanan, & Hvizdak,
2009).

Use of the OLA eliminated concerns regarding valid questionnaire design as well
as concerns with anonymity issues for participants (Buchanan, & Hvizdak, 2009). The
sample and informed consent issues have been satisfied by using Walden University’s

suggested forms and therefore satisfies the issues of concern as created by HREC.
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Finally, the data collection procedures outlined above satisfied any concerns regarding
data security (Buchanan, & Hvizdak, 2009).
The Potential for Positive Social Change

It is hoped this research study will inform changes in the selection process for
EMs as it relates to the candidate’s leadership abilities, rather than most of the current
selection processes which seem dependent upon the basic skill level of the appointee
rather than leadership expertise. A positive association between SL expertise and
partnership participation could lead to the inclusion of SL training programs which could
lead to EMs who lead their organizations based upon what is good for the members rather
than what is good for the leadership alone.

The potential social change resulting from this research may be the acceptance of
a morality-based leadership modeling in the emergency manager selection process.
Because there seems a dearth of leadership studies including SL model, through this

study I may shed some light on its usage in this arena.

Summary
The OLA featured a 5-point Likert scale questionnaire, which was averaged for
each of the six subsets: displays authenticity, values people, shares leadership, provides
leadership, develops people and builds community (Laub, 2000). The 5-point scale
ranges from 1 strongly disagree to 5 strongly agree. | used the quantitative, observational

research methodology. This methodology used a positivist theoretical framework to
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determine a causal effect based upon the previously listed independent and dependent
variables.

Organizations and their leadership need to obtain constructive feedback to
determine the effectual nature of leadership action on the individual (Savage-Austin &
Honeycutt, 2011). | proposed that a 360-degree type of instrument would best accomplish
that goal of effectively determining these effects by asking followers and recording their
feedback for additional discussion with the leader. Peer appraisals and peer support
groups can often enhance the effectiveness of the leader (Bass & Riggio, 2006).

This chapter discussed the research methodology, research design, and data
collection used for this project. The information used to measure the relative presence of
SL and to correlate the presence of SL with the perceived effectiveness of the emergency
management organization were also discussed. Both the hypotheses and research
questions are included in the chapter. Threats to validity as well as the data collection
procedures and data analysis were discussed, as was the potential for positive social

change.
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Chapter 4: Results
Introduction

The primary purpose of this study was to determine if there was a relationship
between the perceived presence of SL and perceived organizational effectiveness, in
emergency management, as perceived by EMs and personnel who belong to SIP.

Research questions included, “Was there a perceived presence of SL by members
of the Safeguard lowa Partners within local emergency management organizations?,”
“Was there an association between the perceived presence of SL and perceived
effectiveness of the emergency management organization as reported by members of the
Safeguard lowa Partners?,” and, “Was there a difference in mean subscale scores by
demographic covariables?”” Additionally, the major hypotheses included:

H1 1: There is a perceived presence of SL within the emergency management
organizations.

H1 2: There is an association between the perceived presence of SL and perceived
organizational effectiveness (as measured by job satisfaction) in the emergency
management organization.

H1 3: There is a no difference in the perceived presence of SL and perceived
organizational effectiveness by key demographic variables.

In Chapter 4, | reviewed the implementation of the study, including the data
collection process and data analysis procedures. Data analyses were conducted using

IBM’s SPSS, version 25. Statistical analyses included descriptive statistics, Pearson’s
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correlation, Cronbach’s Alpha for reliability, Kruskal-Wallis H tests, Spearman’s rho and
Mann-Whitney U tests. In this chapter, I discuss the assumptions and report descriptive
statistics. The chapter includes tables that summarize the results of the statistical
analyses.

Data Collection

I initially received permission to begin the study on approximately January 4,
2019 and submitted the recruiting consent form to the Walden University Institutional
Review Board (IRB) the following week. After several attempts to submit acceptable
materials, final approval was received on March 21, 2019. A copy of the all approvals
along with copies of the original recruiting plan and follow up emails is being kept by
myself in a safe on my premise.

The first emails were sent to 600 members of SIP on March 28" and only 30
responses were received after the initial email went out. The second email was sent on
April 19" and responses increased to 56. A third request was sent on May 18" as a final
chance to participate. On July 5" data gathering ceased after discussion with my
committee chair. The final sample consisted of 82 participants constituting an 11%
participation rate. On July 12 the Laub organization was notified to send the raw data to
me and the data were received on July 17, 2019.

The respondents were 52% male 48% female, or a frequency of 43 and 39
respectively. Caucasians were 90% of respondents (72 Persons) while African Americans

comprised 7.5% of the sample (six persons) and Asians comprised 2.5% (two persons)
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which accurately reflected the breakdown by ethnicity of the state’s population but not
necessarily the makeup of SIP (United States Census Bureau, 2019).

All 82 respondents answered the OLA in its entirety; however, when analyzing
the covariables, two respondents failed to answer the questions on age and ethnicity, and
one failed to respond to age, education level, and position in the organization. See Table
3 for a full breakdown of participants by ethnicity, gender, and organizational status.
Tenure in emergency management, type of organization, education level, and position in

the organization were fairly evenly distributed throughout the sample.
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Participant characteristics (N = 80 - 82)
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Characteristic Category N Percent
Gender Male 43 52
Female 39 48
Total 82 100
Years in emergency management 1-5 Years 19 0.23
6-10 Years 17 0.21
11-15 Years 16 0.2
16+ Years 29 0.36
Total 80 100
Ethnicity Caucasian 72 90
African American 6 75
Asian 2 2.5
Total 80 100
Age 25-35 7 9
36-50 23 28
51-65 39 48
65 Plus 12 15
Total 81 100
Type of organization Private sector 28 35
Not for Profit 21 26
Public sector 32 39
81 100
Education level High school 14 17
College degree 33 41
Graduate 15 19
Post-graduate 19 23
Total 81 100
Position in organization Top leader 32 40
Manager/supervisor 23 28
Worker 26 32
81 100
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Results

Research Question One

Research question one asked if there was a perceived presence of SL within the
emergency management organizations studied, with the hypothesis that there was a
perceived presence of SL. Figure 3 shows how the Laub organization (2019) defines the
range of subscale scores needed to indicate the presences of SL in an organization. The
range of possible results move up from 1.0 to 1.99 indicating an autocratic organization
with toxic health through 4.5 to 5.0, which indicates a SL organization with optimal
health.
Figure 3

Mean score ranges for each level of organization health

1.0t0 1.99 = Org 1 = Autocratic (Toxic Health)

2.0 t0 2.99 = Org 2 = Autocratic (Poor Health)

3.0 to 3.49 = Org 3 = Negative paternalistic (limited health)
3.5 t0 3.99 = Org 4 = Positive paternalistic (moderate health)
4.0 to 4.49 = Org 5 = Servant (excellent health) excellent

4.5 t0 5.00 = Org 6 = Servant (optimal health)

The overall mean OLA score, as reported to the me by the Laub Group, was 4.212

indicating excellent servant health. The null hypothesis was therefore rejected as
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organizations with a mean overall OLA score between 4.0 and 4.5 are considered to be in
excellent SL health with a high level of perceived presence of SL observed.

All subscale scores also indicated excellent SL health as reported in Table 4. The
subscale means were: Job Satisfaction mean of 4.338, Values People mean of 4.293,
Builds Community 4.226, Displays Authenticity 4.203, Shares Leadership 4.155,
Develops People 4.111, Provides Leadership 4.109 A Pearson’s correlation was also
performed using SPSS 25" edition to verify the Laub data. The Pearson’s data show a
moderate correlation of from .683 to .581 amoung the six subscales with a significance
level of <.001 therefore indicating a moderately high association among the subscales.
This indicates a propensity toward SL in the subject organization using Laub’s
methodology (see Laub, 1999). Additionally, I performed a K-W h test to validate Likert
scale test using non-parametric testing and the results were also to reject the null
hypotheses for all six subsets with a significance level <.001.

Table 4

Descriptive statistics: OLA subscale score means (N = 82)

Std.
Mean Deviation Score
Values people 42.93 6.279 4.293
Develops people 37.00 6.547 4111
Provides leadership 36.98 6.039 4.109
Job satisfaction 26.33 3.300 4.388
Builds community 42.26 5.862 4.226
Displays authenticity 50.44 8.513 4.203
Shares leadership 41.55 7.360 4.155

OLA (all) 252.72 4.212
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Reliability statistics. The Cronbach’s Alpha internal consistency coefficient was
calculated to add evidence of the reliability of the data and OLA instrument. Because the
study employed a Likert scale study the data were considered practical, expedient, and
easily understood (see Yilmaz et al., 2016). A test of reliability was used to determine the
internal reliability of the OLA subscales including job satisfaction. Cronbach’s Alpha
scores are shown in Table 5 indicate all subscales demonstrated good reliability. Because
past analyses of reliability of the job satisfaction variable were reported in previous

studies, the score for job satisfaction was included (Laub, 2018).

Table 5
Cronbach’s Alpha
Scale mean if ~ Scale variance if  Corrected item-
item deleted item deleted total correlation
Values people 234.55 1218.819 934
Builds community 235.22 1263.038 .889
Develops people 240.48 1198.252 941
Displays authenticity 227.04 1064.406 .956
Provides leadership 240.50 1247.117 901
Shares leadership 235.93 1154.192 919
Job satisfaction 251.15 1483.756 .681
Table 6

Job Satisfaction (organizational effectiveness) (N = 82)

Std.
Mean Dev N DF Sig

Job Satisfaction 26.33 3.300 82 81 <.001
Org ltems 92.89 12913 82 81 <.001
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Research Question Two

Research question two sought to determine if there was an association between
the perceived presence of SL and perceived organizational effectiveness (as measured by
job satisfaction). Hypothesis two predicted there would be a correlation between the two.
The Pearson’s correlation for presence of SL and organizational effectiveness was .597
indicating a moderate positive correlation r(81) = .597, p <.001; The p value was below
.05 therefore the null hypothesis was rejected.

Pearson’s test is used to analyze the data, as was suggested by Laub, unless the
skewness of the data were an issue (Laub, 1999, 2019). Because Table 7 indicates a
skewness above the acceptable 1.96 level, a non-parametric analysis Spearman’s rho was
conducted. Table six indicated a non-parametric correlation of .737 using Spearman’s rho
verifying the Pearson’s results stated above.

Research Question Three

To determine differences in OLA subscale score means by categories of key
demographic variables, non-parametric tests were used. These tests were used because
the data were not normally distributed. The Kruskal-Wallis H- (K-W H) test was used in
place of the ANOVA (Dinno, 2015) and the Mann-Whitney u (M-W U) test was used in
place of the t-test. Table 7 indicates the skewness of each OLA subscale. Any skew in
excess of 1.96 as calculated by the skewness divided by the standard error indicates the

use of non-parametric measures (Blanca, Arnau, Lopez-Montiel, Bono, & Bendayan,
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2013). Except for the variable “defines leadership” all variables were skewed above 3.5,

therefore indicating the need for a non-parametric test.

Table 7
Skewness Statistics (N =82)

Values Develops Builds Displays Provides Shares

people People Community  Authenticity  Leadership  Leadership
Skewness -.952 -.860 -.984 -1.199 -.438 -.980
Std. error of skewness .266 .266 .266 .266 .266 .266
If skewness/stnd error > 3.57 3.233 3.699 4.507 1.646 3.68

1.96 then No ANOVA

Six demographic variables were entered into the statistical analyses to determine
differences. Table 8 shows the K-W H and M-W U results.
The six demographic variables were:
» Gender: 1=male 2= female
» Education level: 1= high school, 2= college degree, 3= graduate degree,
4= post graduate work
> Type of organization: 1= private sector, 2= not for profit, 3= public sector
» Age: 1=25-35, 2=35-50, 3=51-65, 4= 65+
» Position in the organization: 1= top leader, 2= manager/supervisor, 3=
work force
> Years in the emergency management field: 1= 1-5 years, 2= 6-10 years,

3=11-15 years, 4= 16 plus years
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A K-W h test was performed for the seven variables values people, develops
people, builds community, displays authenticity, provides leadership, shares leadership,
and job satisfaction by the covariables education levels (n=81), type of organization
(N=81), age of respondent (n=81), position in the organization (n=81), years in
emergency management (n=80), and ethnicity (n=80) of the respondent. A M-W U text
was substituted for the t-test for gender. The null hypothesis failed to be rejected for all
demographic variables except position in the organization and ethnicity. See Table 8 for

full results.
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Table 8
Differences in mean OLA subscale scores by demographic variables
(N =80 - 82)

Values Develops  Builds Displays Provides Shares Job
people people community authenticity leadership leadership satisfaction
Gender
M-W U 1.434 1.397 1.616 1.796 0.534 2.030 0.600
P 0.231 0.237 0.204 0.180 0.465 0.154 0.438
Edu level
K-W h 1.452 1.139 2.281 1.456 1.386 1.076 2.669
P 0.693 0.768 0.516 0.692 0.709 0.783 0.446
Type of org
K-W h 4.623 4.353 2.278 3.232 2.764 3.776 0.682
P 0.099 0.113 0.320 0.199 0.251 0.151 0.711
Age
K-W h 2.353 0.577 1.033 0.509 0.415 0.180 1.022
P 0.503 0.902 0.793 0.917 0.937 0.981 0.796
Pos in org
K-W h 7.770 8.398 9.122 10.325 10.039 8.623 5.737
P 0.021 0.015 0.010 0.006 0.007 0.013 0.057
Years in EM
K-W h 0.602 0.968 4.357 1.852 1.453 3.477 0.990
P 0.896 0.809 0.225 0.604 0.693 0.324 0.804
Ethnicity
K-W h 7.985 7.941 7.831 8.376 10.800 8.625 5.625
P 0.018 0.019 0.020 0.015 0.005 0.013 0.060

There were differences in subscale scores by “position in organization” and
“ethnicity.” To determine where these differences were, variables categories were
compared individually using M-W U. The mean OLA raw scores for the leadership,
workforce, managers, and supervisors were 33.048, 20.015 and 33.017 respectively
indicating managers and supervisors, have a lower level of SL than the organizations’

leadership and work force.
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Table 9 Mann Whitney
Difference in mean subscale scores by position in organization

VP DP BC DA PL SL

Groupl &2

Mann 4948 7.261 8.576 8.697 9.060 7.738
Whitney

Df 1 1 1 1 1 1
Asymp.sig. 0.026 0.007 0.003 0.003 0.003 0.005
Group2 & 3

Mann 6.167 5.666 5.527 7.255 6.376 5.492
Whitney

Df 1 1 1 1 1 1

Asympsig. 0.013 0.017 0.019 0.007 0.012 0.019

Note. Mann Whitney Test 1=leadership, 2=managers and supervisors, 3=workers.

For ethnicity, the total OLA raw scores for the three subgroups were Caucasians
39.95, African Americans 42.17 and Asians 10.04. The data indicated African Americans
perceived a higher presence of SL than other ethnic groups. It is important to note that
because of the small number of Asians in the sample these results may not be reliable;
however, a difference was noted between Caucasians and African Americans.

As for the result regarding research question number three specifically, Table 10
shows the null hypothesis is only rejected for the demographic covariable position in the
organization. The null hypothesis was accepted for the covariables gender, education
level, type of organization, age, and years of service in emergency management
indicating these covariables see the propensity toward SL and the effectiveness of the

organization are positively correlated.
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Difference in mean subscale scores by ethnicity

VP DP BC DA PL SL
Groups 1&2
Mann 57 508 351 53 87 5736
Whitney 46 1 6 77 53
Df 1 1 1 1 1 1
Asymp.sig. 0.0 0.02 0.06 0.0 0.0 0.017
17 4 1 20 03
Groups 2&3
Mann 42 409 404 46 4.0 4.200
Whitney 53 8 8 03 98
Df 1 1 1 1 1 1
Asymp.sig. 0.0 0.04 0.04 0.0 0.0 0.040
39 3 4 32 43

Note. Group 1: Caucasian,

In this chapter I discussed the purpose of the study, the data collection process,

Group 2 African American, Group 3 Asian.

Summary
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and results. Three research questions were answered as follows: There was a perceived

presence of SL by members of the Safeguard lowa Partners within local emergency

management organizations. The total OLA mean score was 4.212 indicating the presence

of SL as measured by the Laub organization’s scale. Mean scores for the subscales were:

values people 4.293, develops people 4.111, provides leadership 4.109, job satisfaction

4.388 builds community 4.226, displays authenticity 4.203, and shares leadership 4.155,

all indicating healthy SL.

There was an association between perceived presence of SL and perceived

effectiveness, r(81) = .597, p <.001. Additionally, there was no difference in mean OLA
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subscale scores for five of the seven demographic covariables; the only significant
differences were for ethnicity and position.

Top leadership and the workers associated with the group believed the group’s SL
effectiveness was excellent indicating a high level of open consultation and
consciousness of purpose (Laub et al, 2019). The respondents also believed the group
readily accepts change and will lead to even greater levels of organizational effectiveness
(Laub et al, 2019). Further analyses of the data related to key findings, limitations
uncovered during the study process, and limitations discovered during the analysis
process are discussed in Chapter 5. A discussion of implications for future research is
included in Chapter 5.

According to the Laub organization assessment of the data, (Laub et al, 2019), the
SIP respondents also indicated they were personally involved with the studied group and
positively contribute to the group’s success. Further, the respondents indicated they can
contribute to the success of the emergency management team using their own creativity
and ability. The respondents believed their interaction with the group allowed them to be
highly productive and they generally enjoy their work when interacting with the group

(Laub et al, 2019).
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Chapter 5: Discussion, Conclusions, and Recommendations
Introduction

Servant leaders believes service is a more efficient way of achieving the shared
objectives of a team and organization (Laub, 2000). Researchers have found that the
presence of SL characteristics within an organization correlate positively with key
organizational health factors including employee job satisfaction, trust in leaders and
organizations, organizational safety, team effectiveness, and student achievement scores
(Laub, 2018). One of the aims of my research was to determine if values of SL can be
scientifically measured within emergency management organizations. The results of this
study illustrated that these values can be scientifically measured. In so doing, 1 filled gaps
in understanding SL in emergency management organizations and coalitions.

The emergency management leader must include private, public, and non-profit
members as partners. In so doing, the EM must be able to relate to group members that
have no direct relationship with the emergency management organization and who will
not respond to a dictatorial paradigm (Department of Homeland Security, 2018a).
Collaborative efforts require emergency management leadership to possess leadership
skills that are different from what is needed to run a paramilitary organization.

Emergency management must possess the ability to motivate all involved in an
incident, as well as the ability to compromise, mediate, and facilitate during an incident.
Further, the EM must be able to clearly communicate with all involved in an incident

whether it be during a practice session or real disaster (McEntire & Myers, 2004).
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Appropriate leadership responses during a disaster can often mitigate the amount and
severity of damages. Conversely, the leader’s reaction an exacerbate the problem with an
inappropriate response. SL would seem like a nature fit for the contemporary emergency
management leadership paradigms where the effective communication of certain values
and ways of addressing disasters is vital.

Key Findings
I aimed to understand the following questions:

» Do members of Safeguard lowa Partners perceive the presence of SL within
local emergency management organizations?

» Was there an association between the perceived presence of SL and the
perceived effectiveness of the emergency management organization by
members of the Safeguard lowa Partners?

> Is there a difference in the subscale means as measured by the demographic
covariables?

Key findings included, (a) there was a high level of perceived SL in the emergency
management teams SIP members they interacted with, (b) there was a correlation
between the presence of SL and organizational effectiveness in emergency management
organization, and (c) there was little difference in the perceived presence of SL by key

demographic variables.
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Interpretation of Findings

The study results indicated, the presence of SL was commonly exhibited in the
emergency management teams and organization members. This finding is consistent with
many groups that must operate in a multi-sector environment where there are few direct
lines of authoritative supervisory lines. In addition, there has been a concerted effort on
the part of many public administrators in the federal, state, and local governments to
privatize services such as trash collection, public health laboratory services, prison
operations, and even private charter schools (Mullner & Kyusuk, 2010). This new
paradigm of governance, which includes a cross- sector alliance of members, has
demanded public sector leadership look at various leadership models for themselves and
their management team. This finding may have been different a decade ago when
paramilitary style leadership was the norm in emergency management.

Prior to this study, no other researchers examined the perceived presence of SL in
the emergency manager organization. Given the new paradigm for the EM, these findings
should influence the process of choosing an EM and impact the design of training
programs provided to current and potential EMs.

Results of this study also revealed that SL was correlated with perceived
organizational effectiveness as measured by job satisfaction. This is a significant finding
because prior research has found that an EM who exhibits SL tends to create the type of

positive environment that leads to improved productivity (Laub, 2000, 2018, 2019).
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Similar to Laub’s original study, the findings of this research also found no
significant differences in the perceived presence of SL by gender, age, years in the
organization, and education (Laub, 2000). Multi-sector collaborative partnerships are
vital to effective emergency management and universally valued and perceived SL can
lead to more effective teamwork and emergency responses. In this study, SL was
perceived and valued similarly by men and women, people with different levels of
education, of different ages, with a different number of years with their respective
organizations, and from different organization types.

Theoretical Framework

The SL framework provided the theoretical foundation for this study which
aimed, in part, to understand the level of SL in emergency management in lowa. This
theoretical framework was used also to determine what SL looks like in emergency
management, and indeed, every facet of SL was perceived by participants in the study.
This framework also suggested SL creates more effective organizations. In fact,
a correlation was found between perceived organizational effectiveness and the perceived
presence of SL by the SIP respondents suggesting emergency management organizations
that use SL may be more effective (Robert K. Greenleaf Center for Servant Leadership,
2018).

Limitations of the Study
While Cronbach’s Alpha results demonstrated strong internal reliability of the

subscales, external validity is a concern for this study which surveyed only emergency
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managers in lowa. Would emergency manager partners from larger metropolitan areas or,
perhaps, smaller rural areas without the resources to create the partnerships necessary to
the new emergency management paradigm also highly value SL? (United States Census
Bureau, 2019).

With 82 responses, the findings should be highly valid (see Norman, 2010) for
this set of respondents, but a different setting and group of respondents may produce
different results. For example, with another set of respondents, SL may not be as highly
valued as reflected by a strong correlation between SL and organizational effectiveness.
In another study SL may also look different, with different facets of SL being more
prominent. A variable that was not included was the region that respondents were from.

Another limitation of this study is the non-parametric data. The non-parametric
analyses are considered less reliable by some experts (White & Sabarwal, 2014). Only
through additional studies of SL in emergency management organization can these
limitations be further understood and overcome.

Recommendations for Future Research

It is recommended that additional studies be performed on emergency
management groups similar to SIP in more diverse environments, as lowa is less diverse
than the nation as a whole. To better understand the broader impact of SL on emergency
management organizations similar research should be conducted, using the OLA, in other
states and regions. | found SL was widely accepted in the emergency management multi

sector environment. It is recommended that emergency management leaders accept this



118
morality-based leadership model because the mitigation of damage from disasters
depends upon the participation of partners from all sectors of the economy. Having an
emergency manager able to lead a diverse group of partners is of paramount importance,
not only to the emergency manager but all those involved with disaster mitigation.

It is suggested that an additional demographic variable be added to future research
seeking to delineate which region they are from. This should be dome rather than by
locality or county, to help mask respondents.

Implications

SL can produce a more effective emergency management organization and have
the additional effect of reinvigorating confidence in public sector management. This in
turn could increase the public’s confidence in government. Imagine constituents
commenting on the effectiveness of public mangers instead of commenting on how
detached they are from their constituents.

While there have been multiple studies conducted on SL generally, using the
OLA in this study provided new information regarding SL organizational effectiveness in
the new emergency manager organization. These new insights can provide those involved
with emergency manager selection with a new set of criteria for selecting the best leaders
for emergency management organizations.

I believe this study can also inform the development of new training materials for current
or future EMs. The information provided by this study may move others to be more

aware of the benefits of SL within the new EM organization paradigm (Padilla, 2015).
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The results reported in this study could also affect how emergency management leaders
lead their organizations and respond to crises. Through this study | may inform the
development of new training materials for current or future EMs. The results may also
move others to be more aware of the benefits of SL within the new emergency
management organization paradigm (Padilla, 2015).
Conclusion

The perception of SL was widely recognized in emergency management
organizations in lowa. There was a relationship between the perceived presence of SL
and perceived effectiveness of the emergency management organization. Furthermore,
the perceived presence of SL was consistent across a diverse population of respondents.

The implementation of a SL selection process or the implementation of a SL
training program for current or potential EMs will move us beyond the current EMs
leadership paradigm which is more paramilitary in nature. EMs can have a positive or
negative effect upon constituents. The better EMs perform their leadership
responsibilities the better they can respond to emergencies and incur fewer losses in a
disaster.
Potential for positive social change

The potential social change resulting from this research may be the acceptance of
a morality-based leadership modeling in the emergency manager selection process.
Because there seems a dearth of leadership studies including SL model, | may, through

this study, shed some light on its usage in this arena.
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It was hoped this research study will inform changes in the selection process for
EMs as it relates to the candidate’s leadership abilities, rather than most of the current
selection processes which seem dependent upon the basic skill level of the appointee
rather than leadership expertise. A positive association between SL expertise and
partnership participation could lead to the inclusion of SL training programs which could
lead to EMs who lead their organizations based upon what is good for the members and

the constituents rather than what is good for the leadership alone.
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Appendix A: Laub Training Model

Executive or Emerging Leadership Program

This special one-year program can be designed for executive leaders or emerging leaders
and is designed to be delivered over a one-year period. The schedule, however, can be
customized to fit your organization and your schedule. The curriculum is presented
within the three C’s of effective leadership; Leadership Competence, Character and
Commitment.

10 Key Leadership Skill Areas

As a Leader, you must know how to ...

|. Take the lead

e Making the decision to lead

« Understanding the key skills of leadership (Vision/Action/Mobilization/Change)
« Understanding the key skills of management (Plan/Organize/Supervise/Monitor)
e What leadership means at the Waterford (mission, vision, values)

Il. Become a leader

o Personal leadership development

o Understanding your unique gifts and capacities (assessment)
e Awareness of personal weaknesses and pitfalls

e Build an individual Learning Plan (ILP)

I11. Assess the situation

o Developing observation and interviewing skills
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e Conducting a needs assessment
o Developing analysis skills — interpreting the information

« Utilizing a positive, assets-based approach to assessment

IV. Envision improvement

o Developing a vision

o Communicating your vision

o Creating a shared vision with your team
« Aligning your team to the vision

V. Plan your strategy

o Establishing priorities

e Setting strategic milestones and goals
e Managing your time effectively

o Organize the work (tasks and people)

VI. Implement your plan

« Building a bias for action, for yourself and your team
e Managing your progress

e Running effective meetings

o Celebrating achievements

VII. Mobilize your team

« Building strong relationships
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Identifying each person’s unique contribution (giftedness)
Building trust & communicating effectively

Handling conflict within the team

VIII. Achieve key results (individual and team)

Empowering/motivating others through transformational leadership
Creating effective job descriptions (negotiating results and support)
Holding people accountable for performance (reports/performance reviews)

Utilizing coaching skills to enhance team and individual performance

IX. Partner with others

Working effectively across departments
Working with other leaders
Partnering with vs. Leading over

Linking to the bigger picture — moving the whole organization forward

X. Celebrate your success

Affirming and encouraging individuals and the team
Understanding incentive and rewards
Taking time to reflect, and learn from, our success

Programming celebration (Laub, 2000)

© James Alan Laub, 1998-2019
Permission to publish obtained: 02/18/2020
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Appendix B: The OLA

Organizational
Leadership

Assessment

General Instructions

The purpose of this instrument is to allow organizations to discover how their leadership
practices and beliefs impact the different ways people function within the organization.
This instrument is designed to be taken by people at all levels of the organization
including workers, managers and top leadership. As you respond to the different
statements, please answer as to what you believe is generally true about your organization
or work unit. Please respond with your own personal feelings and beliefs and not those of
others, or those that others would want you to have. Respond as to how things are ... not
as they could be, or should be.

Feel free to use the full spectrum of answers (from Strongly Disagree to Strongly Agree).
You will find that some of the statements will be easy to respond to while others may
require more thought. If you are uncertain, you may want to answer with your first,
intuitive response. Please be honest and candid. The response we seek is the one that
most closely represents your feelings or beliefs about the statement that is being
considered. There are three different sections to this instrument. Carefully read the brief
instructions that are given prior to each section. Your involvement in this assessment is
anonymous and confidential.

Before completing the assessment, it is important to fill in the name of the organization or
organizational unit being assessed. If you are assessing an organizational unit
(department, team or work unit) rather than the entire organization you will respond to all
of the statements in light of that work unit.

IMPORTANT ..... Please complete the following

Write in the name of the organization or organizational unit (department, team or work
unit) you are assessing with this instrument.
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Organization (or Organizational Unit) Name: Indicate your present role/position in the
organization or work unit. Please circle one.

1 = Top Leadership (top level of leadership)
2 = Management (supervisor, manager)

3 = Workforce (staff, member, worker)

Please provide your response to each statement by placing an X in one of the five boxes

© James Alan Laub, 1998-2019
Permission to publish obtained: 02/18/2020
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Strongl . . Strongl
Disag?e)é Disagree Undecided Agree Ag rgey

142

Section 1 In this section, please respond to each statement as you believe it applies to

the entire organization (or organizational unit) including workers,
managers/supervisors and top leadership.

In general, people within this organization ....

Trust each other

Are clear on the key goals of the organization

Are non-judgmental — they keep an open mind

Respect each other

Maintain high ethical standards

Work well together in teams

Value differences in culture, race & ethnicity

1
2
3
4
5 Know where this organization is headed in the future
6
7
8
9

Are caring & compassionate towards each other

10 Demonstrate high integrity & honesty

11 Are trustworthy

12 Relate well to each other

13 Attempt to work with others more than working on their

14 Are held accountable for reaching work goals

15 Are aware of the needs of others

16 Allow for individuality of style and expression

17 Are encouraged by supervisors to share in making

18 Work to maintain positive working relationships

19 Accept people as they are

20 View conflict as an opportunity to learn & grow

21 Know how to get along with people
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Please provide your response to each statement by placing an X in one of the five boxes

1 2 3 4 5
Strongl . . Strongl
Disag?e)é Disagree Undecided Agree Agrgey

Section 2

leadership

Managers/Supervisors and Top Leadership in this
Organization

In this next section, please respond to each statement as you
believe it applies to the leadership of the organization (or
organizational unit) including managers/supervisors and top

22

Communicate a clear vision of the future of the

23

Are oben'to learning from those who
are below them in the organization

4 Allow workers to help determine where this

organization is headed

25 Work alongside the workers instead of separate from

26

Use persuasion to influence others instead of

27

Don’t hesitate to provide the leadership that is

28

Promote open communication and sharing of

29

Give workers the power to make important

30

Provide the support and resources needed to help
workers meet their goals

31

Create an environment that encourages learning

32

Are open to receiving criticism & challenge from

33

Say what they mean, and mean what they say

34

Encourage each person to exercise leadership

35

Admit personal limitations & mistakes

36

Encourage people to take risks even if they may fail

37

Practice the same behavior they expect from others

38

Facilitate the building of community & team

39

Do not demand special recognition for being leaders

40

Lead by example by modeling appropriate behavior

41

Seek to influence others from a positive
relationship rather than from the authority of their
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Provide opportunities for all workers to develop to
their full potential

43 Honestly evaluate themselves before seeking to

44 Use their power and authority to benefit the workers

45 Take appropriate action when it is needed

1 2 3 4 5
Strongl . - Strongl
Disagge)é Disagree Undecided Agree Agregey

Please provide your response to each statement by placing an X in one of the five boxes

Managers/Supervisors and Top Leadership in this
Organization

46 Build people up through encouragement and

47 Encourage workers to work together rather than
comnetina anainst each ather

48 Are humble — they do not promote themselves

49 Communicate clear plans & goals for the organization
0 Provide mentor relationships in order to help people
5 arow nrofessionallv

51 Are accountable & responsible to others

52 Are receptive listeners

53 Do not seek after special status or the “perks” of
54 Put the needs of the workers ahead of their own

Section 3 In this next section, please respond to each statement as
you believe it is true about you personally and your role
in the organization (or organizational unit).

In viewing my own role ... 1l 2| 3| 4| 5

55 | feel appreciated by my supervisor for what I contribute

56 | am working at a high level of productivity

57 | am listened to by those above me in the organization




145

58

| feel good about my contribution to the organization

59

I receive encouragement and affirmation from those
above me in the organization

60 My job is important to the success of this organization
61 | trust the leadership of this organization

62 | enjoy working in this organization

63 | am respected by those above me in the organization
64

| am able to be creative in my job

65

In this organization, a person’s work is valued more than
their title

66

I am able to use my best gifts and abilities in my job
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