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CHAPTER 1

Followership and Servant-Leadership:
Companions in an Endless Relationship

Robert J. Cruz and Kathleen Patterson

FoLLOWERSHIP: DELEGATED AUTHORITY, INHERITED
AUTHORITY, INFLUENCE, AND POWER

This chapter looks at the symbiotic relationship between leaders and fol-
lowers, specifically servant-leadership and servant followership, indeed an
endless relationship. For Chaleff (1997) leadership and followership do
not exist without one another; this foundational point rightly shows the
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4 R.J. CRUZ AND K. PATTERSON

endless, symbiotic, relationship between leader and follower. Chaleft per-
haps said it best when he used the word “inseparable” for the leader and
follower relationship. Under the lens of servant-leadership and servant
followership, we also urge this degree of inseparable. And while the termi-
nology of servant followership may be new, the concept is not; in fact, the
followership and servant-leadership literature are abundant in the nuances
lending to this concept; therefore this chapter unpacks these ideas and
seeks to show how this is an endless relationship between servants—both
leader and follower.

Robert K. Greenleaf is credited with the terminology of Servant-
Leadership, advocating servant-leaders are “servant first” (1977, 2008);
this advocation is foundational to understand the servant role in follower-
ship. Greenleaf iterates:

As I ponder the fusing of servant and leader, it seems a dangerous creation:
dangerous for the natural servant to become a leader, dangerous for the
leader to be servant first, and dangerous for a follower to insist on being led
by a servant. There are safer and easier alternatives available to all three. But
why take them?

One cannot miss the nuance of how Greenleaf (1977, 2008) elevated
all three levels here and the inclusion of the follower role. Greenleaf then
takes this even further with his insistence of followers in the actual “test”
of Servant-Leadership:

The difference manifests itself in the care taken by the servant-first to make
sure that other people’s highest priority needs are being served. The best
test, and the difficult to administer, is this: Do those served grow as persons?
Do they, while being served, become healthier, wiser, freer, more autono-
mous, more likely themselves to become servants? And, what is the effect on
the least privileged in society? Will they benefit or at least not be fur-
ther deprived?

It is interesting to note Greenleaf’s test is follower-focused and does
not ask if followers become leaders but rather asks if followers become
servants. This is a key element lending to the idea of servant followers. We
unpack servant under the lens of followership, then present servant fol-
lowership, and finally take a look at the Biblical perspective looking at
Noah and Joseph as followers and Jesus as the ultimate servant follower.
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ENTERING THE CONVERSATION

We must consider the interplay between the inner being and self before we
discuss the intricacies of delegated and inherited authority, influence, and
power shared between the servant-leader and follower. According to
Spears (2005) and one of the ten servant-leadership characteristics, aware-
ness, the servant-leader is key not only for self-awareness and followers’
awareness but also for harnessing ethics and values. The awareness of inner
being, and self; is rarely discussed in some circles. Yet, it holds a prominent
position as a concept for the servant-leader and follower to consider.
Servant-leaders have a profound impact on how followers react in their
followership capacity. The job of a servant-leader is to draw the attention
of their followers in such a way that it reaches the crevices of their inner
being. The inner being is a place where their mind, will, and emotions
reside. It is a place where follower decisions are made with clarity or col-
lide in confusion. The servant-leader must develop a trusting companion-
ship with their followers, connecting with that inner being, so that their
relationship will endure through what the two will face together, and the
follower must reciprocate in the same manner. The relationship will mani-
fest positively or negatively in institutions, organizations, communities,
and professional and personal relationships. It is a companionship that
cannot be bought or sold, though some may try. Covey (2001) asserted it
is possible to buy someone’s hand and back, but not their heart, mind, and
spirit (p. 2). He added, the servant-leader is one who seeks to draw from
the follower’s inner being through inspiration and development of the fol-
lower’s gifts and talents, which only reside inside the follower (p. 3). Based
on this companionship, follower reactions are tantamount to the success
of a servant-leader’s efforts to reach the inner being and persuade follow-
ers to bring their gifts and talents to the table of companionship. Moreover,
psychologists have researched the inner being and strengthened its prem-
ise by explaining the interplay of the inner being and self.

The inner being, and self, is an association, almost like a couple in a
relationship. The activity between the two has a significant impact on the
direction of the companionship. Psychologist, Dr. Walter Trinca, professor
at the University of Sao Paulo, Brazil, researched the dynamics between
the inner being and self. Trinca (2007) described the inner being exists
from the beginning of a person’s life. It defines who the person is and
establishes their deepest foundations. He added, the inner being acts to
keep the person in balance and whole in their being and aware of any
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external conflicts which contend and cause chaos with its foundation.
How the individual manages the external will correlate in their behavior
reactions in professional and personal relationships. In terms of the self,
Trinca (2007) explained that the notion of self helps one with survival and
adaptation to their external environment. Self has the capability to con-
nect with the inner being and cause behavior reactions that effect deci-
sions in “education, social, cultural, racial, religious, family background”
and other areas of life (p. 44). Inner being influences self and “becomes
the fundamental factor that works towards the effectiveness and organiza-
tion of the person within the world” (p. 45). Conversely, according to
Trinca, insufficient influence of inner being on self can have self-defeating,
complicated, and conflicting reactions (p. 45). The inner being and self
dynamics are important in persuading and solidifying the servant-leader
and follower companionship.

Momentum Shifts Things

Today in America and globally, followership reaction to good and bad
leadership is on full display. Followers have plenty of opportunities to pray,
examine, critique, applaud, despise, offer solutions, or love and appreciate
what they are witnessing. The latter reactions are follower decisions
birthed in their inner being and self and drawn out by the influence of
their companion leader or servant-leader. Reaction results are measured by
the amount of delegated authority one possesses, the inherited authority
they realize from their position in life, the amount of influence one recog-
nizes they control, and their awareness of the kind of power to wield.
Follower reaction plays out before us as if it were written for a movie script
or for a scene in a Broadway play. Ironically, some follower and leader
reactions will be recorded in history, and some will be produced as movies,
documentaries, and plays. Followers, leaders, and servant-leaders have a
direct responsibility for tragic or catastrophic results on one end of the
spectrum, while the other end delivers results of joy, happiness, a spirit of
success and excellence, or an absolute blessing and divine appointment
orchestrated by the power and spirit of God.

The momentum of recent domestic and global events from the end of
2019 through to 2022 has caused leaders and followers to react in a vari-
ety of ways. Events erupted with the official advent of the 2020 pandemic
which unleashed chaos in ways we could not have fathomed. As a result,
leaders and followers respond to each other and navigate through waves of
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environmental chaos changing personal and professional life. Today, we
find remote work opportunities, racial injustice incidents, COVID-19
medical care inequities, the gig economy, inflation, high gas prices, unem-
ployment, the Supreme Court’s Roe versus Wade decision, the January
6th insurrection, and a war between Russia and Ukraine that have global
implications.

Followership Aspects

While all the chaos encircles followers, they must still contend with many
aspects in their followship capacity. The following discussion will address
the aspects of delegated authority, inherited authority, influence, and
power. More specifically, how followers manage delegated authority,
inherited authority, influence, and power. Each aspect blossoms from the
inner being and self union of the follower, but how the follower performs
within each aspect is predicated on their companionship relationship with
their leader or servant-leader. The aspect discussion will conclude with a
reflection of a biblical worldview matching a biblical character and how
they addressed the aspects in their biblical world. Then, a brief conclusion
will be presented.

Point of Reference

As a point of reference and perspective, the following discussion is derived
from the perspective of a servant-leader and follower: one who served as
an executive assistant for eighteen years under the leadership of US Air
Force general, field, and company officers and senior noncommissioned
officers, and later, for twenty-four years, serving chief executive officers
(CEO) and their c-suite executive staff in the industries of disaster recov-
ery, museum administration, retail sales, magazine and book publishing,
and community health center administration. This point of reference is
key to be mindful of as we consider the companionship relationship
between the servant-leaders or leaders and followers in their subordinate
roles. The distinction between servant-leader and leader is necessary for
this discussion. Greenleaf (1977) described them as “two extreme types,”
explaining “the servant-leader s servant first,” one who has an inner being
and self-desire to serve his followers and help them achieve their highest
priority needs (p. 27). Conversely, the leader is one having an inner being
and self-desire “to assuage an unusual power drive or to acquire material
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possessions. For such, it will be a later choice to serve-after leadership is
established” (p. 27). This reference helps to present the origin of the fol-
lowership aspect perspectives.

Delegated and Inhevited Authority

When you are hired for a position in an organization you are presented
with a job description at some point along the interview and onboarding
processes. The job description is your first acquaintance with delegated
authority that is bestowed upon you in your new organization. While it
may be presented to you by your human resource department, it was
approved by your supervisor, who happens to be either your servant-leader
or your leader. The distinction between these two made in the later sec-
tion will help you determine how your supervisor leads. But understand-
ing your ability to learn and observe how your supervisor leads will not be
immediate but will come with time. Servant-leader identification “is a
long-term, transformational approach to life and work-in essence, a way of
being” (Spears, 2005, p. 3). Hence, another opportunity for the inner
being and self to commune for the servant-leader and follower.
Meanwhile, the job description contents will clarify your position title,
provide a summary, purpose, job objectives, primary duties, and, in some
cases, specify the scope and limits of authority you require to function in
the position. According to Bass and Bass (2008), “[D]elegation implies
that one has been empowered by one’s superior to take responsibility for
certain activities” (p. 362). The servant-leader must develop a trusting
companionship with their followers, connecting with that inner being and
self. The follower or subordinate must learn to reciprocate and be in har-
mony with their servant-leader’s inner being and self to earn the superior’s
trust, so that the companionship grows and continues to blossom.
Followers must be proactive and take hold of the delegated authority
that comes with the job description and own it. A CEO once said, “You
are the CEO of your job description.” The statement can be treated as an
investment in yourself. Taking this approach will give a strikingly different
perspective to your position description, your effort, and behavior toward
your job. In essence, as a follower, we could say that one’s inner being and
self have struck a positive chord. Meanwhile, delegated authority must be
treated delicately. Sometimes one is met with the delegation of tasks with-
out authority. This is a great example of a possible conflict between the
inner being and self in terms of behavior reactions. Bass and Bass (2008)
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shared how some managers are delegated responsibility without matching
authority (p. 363). When managers are expected to display expertise, lis-
tening, empathy, awareness, or persuasion—all servant-leadership charac-
teristics—they must be given an identical level of delegation and authority
to achieve success (Spears, 2005; Bass & Bass, 2008). Ideal followers,
according to Finegan (2021), take a problem in a situation like this and
convert it into a positive for the organization. Finegan defines follower-
ship in this way:

Those who possess the attributes of positive, active, and independent think-
ers, who evaluate actions or decisions as opposed to blindly accepting them;
they voice differences in a constructive manner and ultimately support the
group’s decision as if they were their own. (p. 118)

While serving as a follower or executive assistant for CEOs and senior
executives, it was determined that inherited authority comes with the seat
you are sitting in. This may sound simplistic or inconceivable; however, to
inherit is implied as a succession of the authority just from merely being
seen sitting in that seat. The person in this seat must have the gift and tal-
ent to function as a servant follower. The expectations for the person are
inherited. One is under a constant microscope as the liaison between his
or her superior, their staff, and the external people they serve. It is an
opportunity for the inner being and self to unite and consistently perform
as would a servant follower. Finegan (2021) asserted followers are moti-
vated to be the best servant to the leaders and organizations going above
and beyond (p. 132). They go the extra mile to emulate the characteristics
of servant-leadership (p. 137). With delegated and inherited authority at
their fingertips, followers wield lots of influence, but even influence done
well must come from a positive convergence of the inner being and self.

Influence

Followership influence is often an overlooked aspect in the relationship
between the servant-leader and the follower. However, influence managed
well can dramatically benefit superiors and followers. Conversely, influence
dispensed with the wrong motives can result in negative implications.
Earlier we said, one must recognize the amount of influence they control.
For the follower, influence is derived from the delegated and inherited
authority their leader or servant-leader empowered them to possess. With
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respect to the inner being and self, this is also where and how influence can
be controlled or governed. Again, the association and existence between
inner being and self must not go unnoticed but must reside in the con-
science of the servant-leader and follower as their companionship relation-
ship deepens. As mentioned earlier, the influence that spawns from the
inner being and self will cause behavior reactions that effect professional
and personal decisions in “education, social, cultural, racial, religious, fam-
ily background” and other areas of life (Trinca, p. 44). The follower role
is one that should not be taken lightly.

The influence most followers are aware of lead them to listen and per-
suade other followers they serve. Listening and persuasion are servant-
leadership characteristics (Spears, 2005). Followers are found working
behind the scenes putting their influence in action. Fairholm (2001) elab-
orated how most followers are proactive in getting results. He added,
“[Flollowers are those who can comfortably work behind the scenes to
help meet organizational goals without special status or recognition ...
they are, in essence, the unsung costars by today’s standards” (Fairholm,
p. 99). Delegated and inherited authority, matched with influence, gives
the follower a level of power.

Power

Power comes in many forms. Power resides in people and their motives
govern how it is utilized. It was mentioned that awareness of the servant-
leader is key not only for self-awareness and followers’ awareness but also
for harnessing ethics and values. In the servant-leader or leader and fol-
lower companionship there exists a distribution of power. Ethics and val-
ues underlie power in this distribution and weigh heavily on motives that
influence power; ethics and values are on full display as power is exerted.
Followers are observers of how the superiors wield their power. Followers
not only observe but are delegated power from their superior and use it to
influence and help communicate their vision, mission, objectives, and
goals of their organizations. Power manifests positively or negatively in
institutions, organizations, communities, and the professional and per-
sonal relationships we find ourselves interacting in today. Power is con-
stant; it never ceases. We wake up with it and go to sleep with it. Power is
always at work in our lives. The inner being and self will determine how
one attempts to wield the power. Trinca’s (2007) research on inner being
and self'is important to consider with respect to the management of power
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one displays. The job description example describes how the scope and
breadth of authority is delegated by the superior; it is at this stage influ-
ence surfaces, and power is knowingly or unknowingly transferred to
another.

The injection of one’s power fueled the events mentioned earlier in this
section. It was someone’s power, idea, and awareness of the pandemic
environment that led to remote work becoming a permanent business
strategy and employment tool. It was the power of racial injustice inci-
dents by groups of people and institutions that continually allow our
nation to struggle with race and discrimination issues. The power of gov-
ernment continues to lead, whether we agree or not, in the battle of the
COVID-19 pandemic that does not seem to disappear. Meanwhile, the
pandemic’s power caused medical care inequities to reveal across ethnic
groups. The power of economies and financial conditions have driven
workers to join the gig economy with companies like Uber or Lyft.
Inflation, high gas prices, and unemployment have been impacted by the
power of economies and financial conditions.

Nation power is just as evident. The power of the US branches of gov-
ernment—Ilegislative, executive, and judicial—has heightened division in
our nation as seen through the Supreme Court’s Roe versus Wade deci-
sion and the January 6th insurrection. Global power is on display in the
war between Russia and Ukraine, which is impacting global economies
and causing neighboring countries to consider joining the North Atlantic
Treaty Organization (NATO). These same neighboring countries have
been courageous in exerting their power in helping Ukrainians to resettle
in their countries. Power comes in many different shapes, sizes, and from
many places. It manifests positively or negatively in institutions, organiza-
tions, communities, and the professional and personal relationships we
find ourselves interacting in today.

Power is no respecter of persons. Everyone is exposed to power. Bass
and Bass (2008) presented five bases of power developed under the French
and Raven Model: expert power, referent power, reward power, coercive
power, and legitimate power. Bass explained these as follows:

Expert power is based on B’s perception of A’s competence. Referent Power
is based on B’s liking of identification with A. Reward power depends on A’s
ability to provide rewards for B. Coercive power is based on B’s perception
that A can impose penalties for noncompliance. Legitimate power is based
on the internalization of common norms or values. (p. 270)



12 R.J. CRUZ AND K. PATTERSON

Each kind of power is resident in the companionship relationship
between a servant-leader, leader, and follower. All three have some level of
delegated and inherited authority, influence, and power to utilize any of
these power bases. The interaction between their inner body and self, and
their external environment and experiences will help each one gauge
which power base works best or which ones they transition to in any given
situation. However, for the sake of the relationship, having a working
knowledge of these power bases is worthy of consideration.

Servant Followership

The concept of servant followership is just beginning to enter the narrative
in both the followership and servant-leadership literature (Stone et al.,
2004; Stone & Patterson, 2022). And while perhaps just entering the nar-
rative conceptually, the ideas and concepts are lived-out realities that are
nothing new or novel to leaders, followers, organizations, and even his-
tory. The servant follower idea is not new, perhaps nothing is new, but the
traction being gained conceptually is worth noting.

Greenleaf (2008) advocates the servant can be ecither a leader or a
follower:

But if one is servant, either leader or follower, one is always searching, listen-
ing, expecting that a better wheel for these times is in the making it may
emerge any day. Any one of us may find it out of his own experience.
I am hopeful.

The servant is not limited to the role of leader, nor limited to the role
of follower—the servant can be either or both. This test sets the stage for
servant followership in that we can literally see how the symbiotic relation-
ship is to work—the leader serves the follower, and the follower responds,
showing great depth in the followership role.

We have already shown Greenleaf’s (1977, 2008) nod to the concept
of servant followers, though the work of Winston (2003) deserves atten-
tion as he is likely the first in the scholarly literature to bring the concept
forward. Winston incepted a circular model extending Patterson’s (2003)
Servant-Leadership work; his model was built to explain how both leader
and follower interact, specifically how the servant-leader “affects” and
impacts followers, and of interest Winston was conceptualizing—we
would say forecasting—how Millennials would need, even require, leaders



1 FOLLOWERSHIP AND SERVANT-LEADERSHIP: COMPANIONS... 13

to be highly engaged with followers; Winston’s work was well ahead of its
time in thinking.

Winston (2003) showed how Patterson’s (2003) model presented
leader to follower engagement but failed to show follower back to leader
engagement, thus the extension, or what Winston called the “second half
of the story,” in essence the full range of how serving in the organization
actually looks. Both sides of the “story” include love as a foundation,
Agapao love. Agapao love is moral love (Winston, 1999; Patterson 2003)
causing one to do the right things, at the right time, and for the right
reasons. One can hardly contain oneself if one is looking for leadership or
followership that would be high functioning and life-giving to leader, fol-
lower, and the organization. Ultimately Winston contributed six servant
follower constructs: love, commitment to the leader, self-efficacy, intrinsic
motivation, altruism to the leader’s interest, and service. Both Winston’s
and Patterson’s models begin with love and end with service.

BisLicAL WORLDVIEW APPLICATION

The terms authority, inherited, and power have a biblical application in the
Old and New Testaments of the bible. A search on these terms was con-
ducted through the New King James Version (NKJV) in the BibleGateway.
com application. The search returned 91 results on the term authority, 4
results on the term inherited, and 263 results on the term power. The
words are significant spiritually and to God. Many men and woman in the
Bible display servant-leader, leader, and follower qualities. Noah was a
man in the Old Testament who exemplified relentless followership attri-
butes. He demonstrated how the servant-leader and follower are a com-
panionship in an endless relationship. The terms are also noticeable in
Joseph’s relational life experiences that evolved in the Old Testament
beginning at the young age of seventeen (NKJV, Gen. 37:2). Noah and
Joseph were followers who demonstrated the followership aspects in ways
uncommon to men and women today.

Noab as Follower

The Lord had become grievous with the evil desires of man and woman,
so He allowed the earth to be covered by a flood to destroy them and all
living creatures (NKJV, Gen. 6-9). Before this was done, Noah was a man
who pleased God; he found favor in the eyes of the Lord (Gen. 6:8). God
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chose and delegated His authority to Noah to oversee the project of
repopulating the earth. Noah was assigned the task of building an ark with
specific construction details, which Noah followed to the letter. Noah
used the delegated authority to influence his family to join him to help
build and occupy the ark, bringing two of every creature. When the flood
subsided, Noah’s wife, sons and their wives, and the animals repopulated
the earth. God verbally delegated His authority, influence, and power to
Noah, his wife, and his sons and their wives by establishing a covenant,
which read, “[N]ever again will all life be cut off by the waters of the
flood; never again will there be a flood to destroy the earth” (Gen. 9:11).
Noah was a man under authority. The greatest kind of authority anyone
can receive is God’s authority. As a follower he acknowledged the ceaseless
image of God’s nature and emulated this through the generations of his
family. This is an example of exemplifying the servant-leadership and fol-
lowership companionship.

Joseph as Follower

Joseph was talented and blessed with the gifts of dreams and interpreta-
tion. His gifts and talents were recognized by his father and the Egyptian
leaders he served under as a follower. Recognition of a follower’s gifts and
talents is a servant-leader’s responsibility as identified by Greenleat (1977)
who deemed the servant-leader is the catalyst to persuade followers to
bring their gifts and talents to the table of companionship with the servant-
leader. Joseph was persuaded and delegated authority, influence, and
power by Potiphar and Pharaoh. They trusted him to oversee their house
and nation (NKJV, Gen. 39:2-6). The Lord was with Joseph, and this was
ever so evident when his ethics and values were challenged by the likes of
Potiphar’s wife, who tried to seduce him. But Joseph’s ethics and moral
values kept him from sinning against God (Gen. 39:9-10). We have dis-
cussed Trinca’s (2007) theory and the chasm between the inner being and
self, which does bring clarity for explaining behavior, and right and wrong
decisions.

However, with Joseph, he wanted and chose to have the constant influ-
ence of the spirit of God in his life. When allowed to manifest, the spirit of
God takes hold of the mind, will, and emotions found in the inner being
and self. The spirit of God allows one to become effective in their deci-
sions and behavior in their world, and better able to contend with the
chaos and mayhem of the environment the self finds itself exposed to. The
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spirit of God offers solutions to mending or closing the chasm between
the inner being and self for followers, servant-leaders, and leaders. The
New Testament offers solutions. This is one of them:

Do not love the world or the things in the world. If anyone loves the world,
the love of the Father is not in him. For all that is in the world—the desires
of the flesh and the desires of the eyes and pride in possessions—is not from
the Father but is from the world. And the world is passing away along with
its desires, but whoever does the will of God abides forever. (English
Standard Version, 1 John 2:15-17)

Jesus as Follower

Jesus is often touted as a servant-leader or the ultimate leader, and indeed
He was. However one cannot overlook how Jesus was also completely
both leader and follower. He bent to His Father’s will in the Garden of
Gethsemane, “nevertheless, not as I will, but as you will” (English
Standard Version, Matthew, 26:39). Jesus also in teaching us to pray
(English Standard Version, Matthew 6:10) included the words “Your
kingdom come, your will be done”—Jesus was about His Father’s busi-
ness—His will and Kingdom and not His own, He served and He followed.

Jesus had concerned for, loved (Patterson, 2003), His followers—be
they His disciples and even the men, women, and children He ministered
to. Jesus knew no boundaries in sharing this love with others, ministering,
teaching, healing, and serving many. He also loved His Father—and stayed
true to the reason He was on our earth, to die and restore mankind to the
Father serving us in sacrifice. 1 John 4:14 (English Standard Version):
“And we have seen and testify that the Father has sent his Son to be the
Savior of the world.”

Jesus showed us the way into serving with both our leadership and fol-
lowership. The words of Nouwen (1989), “[T]he history of people ever
and again tempted to choose power over love, control over the cross,
being a leader over being led,” give us hope in our own humanity that we,
and you, can surrender our own will and find ourselves as Jesus, being
servants in both leader and follower roles.

Jesus also showed us (English Standard Version, John 14:6) that He
was the “the way, and the truth, and the life”—and indicated no one could
come to His Father “except through me”—showing ultimate servant fol-
lowership to His Father. Jesus willingly led. Jesus willingly followed.
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A Biblical Affirmation of Followevship

Noah and Joseph came to understand their calling as followers and servant-
leaders in the Old Testament; Jesus was the ultimate leader, ultimate fol-
lower, and ultimate servant in the New Testament. We can feel certain
they were servant-leaders because first and foremost they had the inner
being, natural desire, to meet the highest priority needs of the servant-
leaders they served and, later, of the followers they led (Greenleaf, 1977).
We submit to you Jesus as the ultimate servant follower and also submit
Noah and Joseph as the two men of God who, with integrity, served as
examples who demonstrated followership and servant-leadership as com-
panions in an endless relationship.

CONCLUSION

Followership positions itself as a dynamic form of authority, influence, and
power. Many would debate this fact, and many have a negative opinion of
the terms “followership” and “follower.” Hopefully, this chapter has
moved you to see otherwise. We can both lead and follow from a myriad
of motivations ranging from the ethical, moral, or virtuous perspectives; a
point of clarity in both servant-leadership and servant followership is we
are referring to virtue—the moral—the good—the kind side of the leader
follower continuum here.

The inner being and self in followers is just as important as they are in
servant-leaders and servant-leadership, especially when they are influenced
by the spirit of God. Both play important roles in societies, communities,
organizations, institutions, governments, nations, and professional and
personal relationships. Further study and research would benefit follower-
ship and servant-leadership concepts. These concepts deserve their respec-
tive focus because followership and servant-leadership will continue to be
companions in an endless relationship.

Greenleaf (2008) boldly advocated the role of servant and was clear the
servant role was not limited to just the leader, or just the follower. Servant
can be servant-leader, it may be servant follower, and it certainly can be
both. He was clear the servant—whether it be leader or follower—is
“always searching”—may we join this search. And perhaps, just perhaps
we may find the “better society” Greenleaf advocated all along.



1 FOLLOWERSHIP AND SERVANT-LEADERSHIP: COMPANIONS... 17

REFERENCES

Bass, B. M., & Bass, R. (2008). The Bass handbook of leadership: Theory, research,
and managerial applications (4th ed.). Free Press.

Chaleft, I. (1997). Learn the art of followership. Government Executive, 29(2), 51.

Covey, S. R. (2001). Forward. In R. K. Greenleaf (Ed.), Servant leadership: A
Journey in the naturve of legitimate power and greatness (25th ed., pp. 1-13).
Paulist Press.

Fairholm, G.W.(2001). Masteringinner leadership. Greeenwood Publishing Group.

Finegan, T. (2021). Amplifiers: How great leaders magnify the power of teams,
increase the impact of organizations, and turn up the volume on positive
change. Wiley.

Greenleaf, R. K. (1977). Servant leadership: A journey in the nature of legitimate
power and greatness (25th ed.). Paulist Press.

Greenleaf, R. K. (2008). The servant as leader. Robert K. Greenleaf Center for
Servant Leadership.

Nouwen, H. (1989). In the name of Jesus: Reflections on Christian leadership. The
Crossroad Publishing Company.

Patterson, K. A. (2003). Servant leadership: A theoretical model. Doctoral
Dissertation, Regent University. UMI No. 3082719.

Spears, L. C. (2005, August). The understanding and practice of servant-leadership.
Servant Leadership Research Roundtable (pp. 1-8). School of Leadership
Studies, Regent University, VA.

Stone, A. G., & Patterson, K. (2022). The History of leadership focus: Servant
leadership’s coming of age. In S. Dhiman & G. Roberts (Eds.), The Palgrave
handbook of servant leadership. Palgrave Macmillan.

Stone, A. G., Russell, R. F.,; & Patterson, K. (2004 ). Transformational versus ser-
vant leadership: A difference in leader focus. Leadership and Organization
Development Journal, 25(4), 349-361.

Trinca, W. (2007). The inner being, the self and the psychic disorders. Psicologin:
Teor ¢ Pritica, 9(1), 42-60.

Winston, B. E. (1999). Be a manager for God’s sake: Essays about the perfect man-
ager. Regent University School of Business Press.

Winston, B. E. (2003). Extending Patterson’s servant-leadership model: Explaining
how leaders and followers interact in a civcular model. Regent University Servant
Leadership Roundtable. Regent University.



®

Check for
updates

CHAPTER 2

Servant Followership and Servant Leadership

Seth Akhilele

INTRODUCTION

Studies on followership may not be widespread, while studies on servant
followership are even more unpopular (Akhilele, 2021). The question is,
are there servant followers? Can one find servant followers? The pericope
under consideration, Ephesians 6:5-9, aimed at providing answers to
these challenges observed with the servant leadership and the followership
theories in this study (King James Bible, 2021, Ephesians 6: 5-9).

Ephesians 6:5-9 addresses the relationship between employees and
employers, who can also be seen as leaders and followers. The text is clear
that the employees are accountable to God. The working relationship of
Christian workers is essential to God. Daily employees and their masters
relate with one another and are expected to be upright, be at the center of
God’s will, and ultimately make heaven. Today, there is much blame
between leaders and followers, otherwise known as bosses and workers.
Some of the challenges may be fairness to one another at work.
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The study of servant leadership theory dates back to 1977; one will
wonder why individuals and organizations have not put this construct to
work like others. Are there challenges associated with its adoption? For
instance, Hofstede claimed servant leadership would not work well in a
high-power distance culture. Still, it is very unpopular (Hofstede, 2001).
Greenleaf believed it would be hard to implement servant leadership
(Greenleaf, 1977).

Servant followership construct is seeing Christ as one’s boss while
wholeheartedly following (Akhilele, 2021; Ephesians 6:5-9). It means
serving or following for Christ’s sake (1Peter 2:21). This suggests that
values such as the fear of God, obedience, trembling (reverence), and sin-
cerity to Christ and man are vital to follow. Greenleaf (1977) argued that
the challenges of being a servant leader could be addressed as one focuses
on Christ. One can say that servant followers may have the same experi-
ences as they focus on Christ.

deSilva (2004) refers to the issue raised in Ephesians 6:5-9 on masters
and servants (leaders and followers) as household issues. In his view, he
believes that Christians should understand their roles and allow the knowl-
edge of Christ to shape their relationship with one another. He argued
that the enslaved person and master position with Jesus as the master
should provide the framework for the duo to fulfill roles in the household.
The household here can be the family, Church, or other organizations.
What is also worthy of note here is having a common master. What this
might mean is that servant leaders exist, and servant followers do. So, this
will form the subject of discussion in this book chapter. Also, there will be
a review of how servant leaders and followers relate in the same space.

Research Question

From a biblical perspective, what can be learned about the working rela-
tionship between leaders and followers?

LITERATURE REVIEW

This study which is about servant followership and leadership was reviewed
from biblical perspective and contemporary studies. The study was
reviewed on followership, servant leadership, and servant followership.
They are discussed extensively below.



2 SERVANT FOLLOWERSHIP AND SERVANT LEADERSHIP 21

Sevvant Leadership

The servant leadership literature, according to Linda Parris and Welty
Peachey, takes its roots in Greenleat’s seminal work in which he contended
that servant leaders must tread the path of being servants first (Parris,
2012). Greenleaf characterized servant leadership as one that begins with
the natural desire to serve first (Greenleat, 1977). Afterward, a conscious
choice brings the ‘servant’ to seek to lead. Boone and Makhani claimed
that this kind of person is distinctly different from one who is, first of all,
a leader (Boone & Makhani, 2012). Sendjaya and Sarros also argued that
the major motivation for servant leadership has to do with the desire to
serve first, and this is what makes servant leadership different from other
types of leadership (Sendjaya & Sarros, 2002). The attitude of the leader
is ‘T am the leader. Therefore I serve’ instead of ‘I am the leader. Therefore
Ilead.’

Servant leadership theory shows that the main concern of leaders
should be to nurture, develop, and protect followers (Yukl, 2013). Laub
asserted that the servant leader takes great pains to make sure that others’
needs are a priority (Laub, 1999). He described servant leadership as an
understanding and practice of leadership that places, above the self-inter-
est of the leader, the good of those led.

Leaders who display servanthood assist in building a business environ-
ment that produces employee empowerment and ultimately makes busi-
ness perform better (Liden et al., 2008). Also, the approach of servant
leaders brings about a positive environment in the organization, improv-
ing workers’ job satisfaction and commitment to the organization
(Jaramillo et al., 2009).

Greenleaf developed a thought that servant leadership is a way of life
rather than a management style and described servant leadership as one
that displays and encourages post-conventional moral reasoning
(Greenleaf, 1977). He described servant leaders as those focusing on the
highest priority needs of followers within and outside an organization. He
posed a question whether those served become healthier, freer, more
autonomous, wiser, and more likely to become servants while being
served? In servant leadership, Greenleaf sees the leader’s greatest priority
as serving the least privileged by creating an institution that makes people
first develop trust, selflessly serving others, while helping followers grow
to inspire followers to become servants themselves (Greenleaf, 1977).
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Servant leadership is not about self-sacrifice or self-denial. It is about
self-fulfillment (Keith, 2008). Greenleaf admitted, though, that servant
leadership would be hard to putinto operation and apply (Greenleaf, 1977).

Servant leaders are more likely to depend on referent power instead of
legitimate authority (French & Raven, 1959). They see power as a way to
improve the service that can benefit their team, organization, and com-
munity and not as an end in themselves. Servant leaders are not motivated
by a yearning for control and status but by a call to servanthood, with the
primary obligation to care for others. Greenleaf corroborated this by
asserting that coercive power cannot accomplish much of that which is
important (Greenleaf, 1977).

Servant leadership is not effective in the power distance common with
large hierarchies (Hofstede, 2001). Furthermore, servant leaders, accord-
ing to Jesus, should be at the service of their followers. Jesus believes that
anyone who wants to be great should be willing to serve others (King
James Bible, 2021, Mark 10:43—44). Servant leadership is a self-sacrificial
model of leadership (Pekerti & Sendjaya, 2010). There is a claim that the
spiritual and moral views of servant leadership could apply to secular non-
profit organizations which may not necessarily be only religious organiza-
tions (Parris & Peachey, 2012). Also, servant leadership provides
multifaceted benefits to profit organizations (Grisaffe et al., 2016); in
agreement, Schwepker and Schultz found that it can influence sales peo-
ple’s performance.

Avolio claimed that servant leadership might be a way to achieve future
leadership development since servant leadership is about followers’ suc-
cess, development, and progression into leader status (Avolio, 2011). This
is supported by scholars who claimed that servant leaders help to provide
an ethical work climate and reduce behaviors that are unethical (Liden
etal., 2014).

CEOs (at least those in the technology industry) might have a poten-
tially positive impact on their firms’ performance through more inclusive
styles of leadership, such as servant leadership, which are more focused
and take into consideration a larger number of stakeholders (Peterson
etal., 2012).

There are five identified main attributes necessary to implement servant
leadership successfully. They include seeing “vision” as not everything but
the beginning of everything; seeing ‘listening’ as worth every energy
expended and a major investment of personal time; seeing one’s job as
that of talent hunting and committing to one’s staff and followers’
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success; knowing that it is a good thing to give away one’s power; know-
ing that servant leadership requires one being a community builder (Boone
& Makhani, 2012), in agreement with Aury, who contended that strong
corporate social responsibility (CSR) is one of the natural offshoots of
servant leadership (Aury, 2001).

Followership

There is the belief that little or no attention has been paid to the study of
followership though it is as important as leadership (Nolan & Henry,
1984). The understanding of leader-follower interface as a consumptive
occurrence could lead to knowing the different dimensions of the follower
that can assist them in increasing their commitment to an organization
(Winston, 2005). On the other hand, Kellerman contended that followers
are gaining power while the impact of leaders is reducing (Kellerman,
2004). She also noted that developing real followers is as essential as
developing good leaders. Kelly argued that followers furnish an approxi-
mated 80 percent to the success of the organization (Kelley, 1992).
However, it is misleading to separate followership from leadership because
one cannot understand leadership properly without accounting for the
skills, attitudes, and behaviors of followers (Johnson, 2009). The psychol-
ogy of the followers has been identified as the key to grasping the leaders’
impact (Popper, 2011). Also, be obsessed about leaders and overlooking
followers is very myopic (Kellerman, 2008).

Followers are strong individuals who are honest and courageous
enough to, rather than chase societal goals such as fame and status, frame
their meaning of life (Kelley, 1992). Their goal is not to compete for
power or leadership; rather, they cooperate with leaders to accomplish
organizational goals and objectives. Followership is the ability to effec-
tively follow the directives of a leader and support his or her efforts to
maximize a structured organization (Bjugstad et al., 2006). In contrast,
followership can be seen as the process of reaching one’s individual goals
through being influenced by a leader into taking part in personal or group
efforts to achieve organizational goals in a given situation (Wortman,
1982). Another way to define followership is to see it as complementing
leadership (Crossman & Crossman, 2011).

Followers are subordinates with less power, influence, and authority
than do their superiors and who therefore usually, but not unfailingly, fall
into line (Kellerman, 2008). She categorized followers, based on their
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level of engagement, as isolates, bystanders, participants, activist, and die-
hards. However, alternative terms like ‘constituents,” ‘collaborators,” ‘par-
ticipants,” and ‘partners’ be used instead for followers as it is passive and
subservient (Uhl-Bien, 2006). There are two dimensions of followership:
critical thinking and active engagement (Kelley, 1992), which Blanchard
et al. (2009) validated, although not exactly as suggested by Kelley.
Furthermore, their research indicated that active participation has a posi-
tive relationship with job satisfaction and organizational commitment,
while independent critical thinking has a negative correlation with organi-
zational commitment and extrinsic job satisfaction.

Courage is an essential trait of the follower (Chaleft, 2009). Followers
are responsible for their actions and that of the organization. They serve
their leaders through hard work. However, they stand up to and challenge
leaders who are engaged in improper behaviors, help leaders change their
ways and actions, and leave the organization when the organization or
leader refuses to change their unethical conduct.

Followers are important, although often overlooked component in
some popular leadership theories. Also, followership theories can be
grouped, ranging from leader-centric to follower-centric, according to
their degree of emphasis on followers and followership (Johnson, 2009).

The review of the related literature showed that there are still unre-
solved challenges at work or in organizations in the way followers and
leaders relate. Some schools of thought talk of follower’s neglects, while
others claimed that they have become very powerful, and some followers
even rise to challenge the leadership. Just as work on followership has been
few, not much has been done on servant followership. The development
of servant followership concept might make it easy for workers or follow-
ers to follow.

Servant Followership

Roberts (2015) is of the view that from a Christian worldview perspective,
when we pursue leadership skills first, we are putting the proverbial ‘cart
before the horse.” Jesus was a real leader because he practiced servanthood
first! He is of the view that Jesus set the values for both followership and
leadership by his complete submission to the will of the Father. Robert
also claimed that Jesus spent the first thirty years of his life following his
parents, being an excellent carpenter, and serving the Lord in an unassum-
ing fashion. From conception to ascension, in his every word and action,
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Jesus promoted the mission that the Father anointed him to complete: the
work of redemption.

Roberts (2015) also believes that servant followership entails commit-
ting every aspect of our work to godly excellence, irrespective of the obsta-
cles and situation (‘Work for God, not man,” Colossians 3:23). Servant
followership is an offshoot of servant leadership. It encourages altruistic
behavior by inciting individuals to remain in a follower role. It reduces
conflict and competition for leadership positions (Kelley, 1992). Servant
followers recognize that they have duties to their leaders just as servant
leaders have responsibilities to their followers. Followers demonstrate the
independent thinking and active engagement typical of outstanding or
exemplary followers (Johnson, 2009).

METHODOLOGY

Data was collected by using an intertextual analysis of Ephesians 6:5-9.
Intertextual analysis is a representation of a given pericope by the utiliza-
tion of another phenomenon in the ‘world’ outside the text being inter-
preted (Robbins, 1999). The forms of intertexture include the use of
other text (oral scribal), the use of other cultures (cultural intertexture),
social roles institutions, codes and relationships (social intertexture), and
the use of historical events or places (historical intertexture).

Social Intertexture

The focus of social intertexture analysis is on words, phrases, concepts,
and practices that involve individuals. They include (a) social responsibil-
ity, (b) social roles, (c) social codes, (d) social responsibility, and (e) social
institution (Robbins, 1999).

Social Roles and Identity

As illustrated in Table 2.1, there are five instances of social roles and iden-
tity in the pericope under consideration. The phrase ‘bond servant’ is used
twice, while the word ‘master’ is used twice, and the phrase ‘master in
heaven’ is used once. In the context in which Paul used these words and
phrases, they address work conduct of a servant. It shows how a servant
(follower) would relate with his master (leader). The servant is admon-
ished to be of good ethical behavior at work; being disobedient to one’s
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Table 2.1 Social roles and identity of Ephesians 6:5-9

Verse Reference

6:5 Bond servants
6:5 Master

6:6 Bond servants
6:9 Master

6:9 Master in heaven

Table 2.2 Social relationships of Ephesians 6:5-9

Verse Reference

6:5 To your master

6:6 Bond servant of Christ

6:9 Own master also in heaven

boss or leader will be unethical. In order words, Paul addresses how the
followershould follow theleader (King JamesBible,2021, Ephesians 6:5-6).

The phrase ‘master also in heaven’ as seen in Ephesians 6 indicates and
addresses the master of the bondservant who must remember that he also
has a master in heaven (King James Bible, 2021, Ephesians 6:9). The
implication of this is that he must deal with the servant (worker or fol-
lower) fairly because he has an ultimate boss in heaven to whom he is
accountable. The realization that one must serve or follow as unto Christ
and be a boss or leader as unto the Lord will bring checks and balances
to work.

Social Relationships

There are three occurrences of social relationship in Ephesians 6 as shown
in Table 2.2. “To your master’ appeared once. It implies that the master
has a relationship with Christ. The word ‘bond servant of Christ” occurred
once. The implication of this is that the servant also has a relationship with
Christ. Finally, the phrase ‘own master also in heaven’ appeared once. It
implied that the boss or leader has an ultimate boss, which is God, and this
implies working or leading with the consciousness that God is watching.
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Social Codes
In social codes, there is the occurrence of four words. They are as follows:

Obedience: 1t is the willingness to do or follow. Paul admonished the
Christian worker to do what his master tells him or follow his master’s
instructions (King James Bible, 2021, Ephesians 6:5). In other words,
do things the way one’s master asks one to do them or follow one’s
master well.

Fear: The bond servant is told to serve with fear. Fear means with pro-
found reverence.® In this case, it implies serving with reverence to
Christ (King James Bible, 2021, Ephesians 6:5).

Trembling: It means to shake slightly because of some force. In the
Ephesians 6:5 text, it is shaking slightly for Christ (King James Bible,
2021, Ephesians 6:5). That is, the bond servant should work trembling
for Christ.

Sincerity: To be sincere is to be honest, pure, true, and transparent.
Sincerity is a state of being sincere. Paul admonished the bond servant
to work and serve his master with sincerity (King James Bible, 2021,
Ephesians 6:5).

These codes describe values the bond servant must keep to at work to be
able to deliver service of good standard to his master at work and the
master in heaven (King James Bible, 2021, Ephesians 6:5-6, Colossians
3:23-24) (Table 2.3).

Oral Scribal

Oral scribal consists of recitation, reconstruction, reconfiguration, recon-
textualization, narrative amplification, and thematic elaboration (Robbins,
1999). Building on the sacred textual analysis of Colossians 3:22-25 an
intertextual analysis of Ephesians 6:5-9 to understand the two epistles, the

Table 2.3 Social codes

Verse Reference
6:5 Obedient
6:5 Fear

6:5 Trembling

6:5 Sincerity
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Table 2.4 Recitation of Colossians 3:22-25; 4:1 in Ephesians 6:5-9

Argument  Scripture vefevence, Scripture Scripture Scripture
structure Colossians reference,
3:22-25; 4:1 Ephesians 6:5-9
Conduct 3:22 Obey in all things 6:5 Be obedient
3:22 Not with eye 6:6 Not with eye
service service
3:22 Not as men pleasers 6:6 Not as men
pleasers
3:22 Whatever you do, 6:6 Doing the will
do it heartily to the from the heart
Lord
Reward 3:23 From the Lord, 6:8 Receive the
reward of the same from the
inheritance Lord
Justice and 3:24 No partiality 6:9 No partiality
fairness with Him

advantage in exploring both texts is that they are letters written by the
same author, Apostle Paul.

Recitation: There is an attempt to show words and phrases in Ephesians
6:5-9 that are recited in Colossians 3. These phrases ‘Obey in all things,’
‘Not with eye service,” ‘Not as men pleasers,” ‘from the Lord reward of the
inheritance,” and ‘No partiality’ from Ephesians are found recited in the
Colossians text as can be seen in Table 2.4. All these phrases except ‘no
partiality’ were used by Paul to admonish the bond servant on conduct at
work. The ‘no partiality” phrase that occurred in both passages was
addressing the master who was admonished to be fair to the bond servant
because he also has a God in heaven who will deal with the servant and
master equally.

D1scuUsSION AND APPLICATION

So much to learn from the working relationship between workers and
their bosses in the Ephesians 6: 5-9 text. Today, to understand this pas-
sage, the bond servant is a worker or a follower, while the master is the
supervisor or the leader at work (King James Bible, 2021, Ephesians
6: 5-9). An intertextual analysis of the passage opened up many principles
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and values that can be applied. One striking revelation from the pericope
and confirmed by Colossians 3:22-25 is that the bond servant and the
master are both servants of Christ. They both have the same boss. So, one
can conclude that they are both servant worker or follower and servant
master or leader (King James Bible, 2021, Ephesians 6:5, 9). For the ser-
vant leader and the servant follower it is a rich source of work conduct and
work ethics. Some of the lessons include the following;:

Motivation: The motivation of the bondservant or follower from the
text is not just from the boss/leader but Christ (King James Bible, 2021,
Ephesians 6:5-6). He will not work or follow the leader with eye service
just to please him but to please Christ. His drive to follow the leader
comes from Christ and not man. It implies that the follower will follow
instructions, work accordingly as a result of Christ consciousness. The
understanding that there is another reward for him from Christ is motiva-
tion to perform, follow well, and work well (King James Bible, 2021,
Ephesians 6:8).

So, he is following and serving for Christ’s sake. He is a servant but a
different one. He is one who follows for Christ’s sake. Also, the master
which is also the boss or leader is expected to relate with the servant dif-
ferently. He should remember he also has a master. The implication of this
is that he is a servant to someone else (Christ). It means two servants are
in the household, office, or church. It, therefore, means there is a servant
leader and a servant follower who must all work and lead unto the Lord
(King James Bible, 2021, Ephesians 6: 5, 9).

Conducts: Conduct at work is a challenge to many leaders. A major part
of what Paul addressed in both passages was the servant’s conduct. The
inspiration to be of good behavior because of Christ is addressed by both
passages (King James Bible, 2021, Ephesians 6:5-8, Colossians 3:22-25).
The servant follower or worker can be of good conduct to his boss/leader
by heeding the Pauline counsel. The drive to behave well can always
resonate from this text.

Values: The values—honesty, sincerity, fear of the Lord, and trembling
unto Christ—are part of what was prescribed to the bond servant (King
James Bible, 2021, Ephesians 6: 5, Colossians 3:22). The lesson here is if
the modern-day worker or follower can uphold these values, he will be
different at work and in his relationship to others. Therefore, it implies
that a value-driven servant follower or worker will be sincere to himself
and others at work, and work in fear and trembling unto the Lord. It
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might be hard for people to be value-driven, but with Christ, it is possible
(King James Bible, 2021, Luke 1:37).

Service: The quality of service and how it is done out of goodwill or
kindness is also Paul’s focus (King James Bible, 2021, Ephesians 6:7). The
master (leader or boss) with a servant who is serving unto the Lord will
have confidence at all time. The leader knows that the servant, who is a
follower of Christ, will deliver quality service.

The Servant Leader

So much has been discussed about servant leadership since 1977, yet it
looks as if it is a leadership that is hard to practice and sell to the world of
work. With the intertextual analysis of Ephesians 6:9 and Colossians 4:1,
it is evident that when leaders see themselves as a servant of Christ, it will
be easy to relate to their workers or followers. It is naturally not easy for
many who are used to the culture of hierarchy leadership to submit to
servant leadership. Jesus modeled this type of leadership and admonished
His followers to follow suit (King James Bible, 2021, Philippians 2:5-11,
Mark 10:35-45). Paul, writing to the Corinthians Church, asserted that
they should follow him as he follows Christ (King James Bible, 2021,
2Corinthians 11:1). To be a true servant leader, one will need to follow
Christ. A servant leader is one who follows Christ. It will be easier to serve
the follower if one keeps looking at Jesus (King James Bible, 2021,
Hebrews 12: 2a). The servant leader must work in the consciousness that
he has a master above in leading the follower or worker (King James Bible,
2021, Colossians 4:1, Ephesians 6:9). Here, he is called a servant not
because of the service rendered but because of whom he reports to
(Christ). The Christ he reports to has the values such as humility and sac-
rifice that make it easy to serve (King James Bible, 2021, Philippians
2:5-11).

The Servant Follower

The pericope under examination, Ephesians 6 and corroborated by
Colossians 3, indicates that there has been a challenge by the servant to
serve or follow. One of the key conducts emphasized was ‘servant obey,’
which was earlier explained to mean following instructions. There is an
indication that followers have difficulties to follow. Paul’s admonition to
the Ephesians and Colossians churches showed that there might have been
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challenges then or codes for the saints to avoid challenges in future. Today,
there might be followers who find difficulties at work to follow their lead-
ers and organizational goals. The servant follower concept is about seeing
Christ as one’s main boss at work (King James Bible, 2021, Colossians
3:22-25). It implies that one is working as unto the Lord. The scriptures
admonished that one should work as bond servants of Christ (King James
Bible, 2021, Philippians 6:6). So, working as a servant of Christ or a fol-
lower of Christ. Apostle Peter’s writing requested that the saints should
note that they are called to follow Christ’s steps (King James Bible, 2021,
1Peter 2:21). The values fear of the Lord, obedience, trembling (rever-
ence), and sincerity to man and Christ are necessary to serve or follow as
a servant follower.

Paul admonished the Church in Corinth to follow him as He is follow-
ing Christ. One might interpret the passage as meaning that both Paul and
the followers have the same master or leader. They are following Paul, but
their eyes are also on Christ. It also implied both are accountable or influ-
enced by the same Christ, which means both are servants of Christ (King
James Bible, 2021, 1Corinthians11:1). The challenge of workers or fol-
lowers who only serve or follow when the leader is around can be taken
care of by the servant follower concept. The servant follower is not an eye
service person or a men pleaser. He knows if the earthly boss or leader is
not watching, the heavenly one is (King James Bible, 2021, Ephesians 6:6,
Colossians 3:22).

CONCLUSION AND LIMITATION OF THE RESEARCH

The understanding of the intertextual analysis of the pericope Ephesians 6
is that both the servant and masters in this work environment are servants
of the same person, Christ (King James Bible, 2021, Ephesians 6:5-9).
Christ who is the master of both has work values expectations such as:
conducts, motivating rewards, and service quality where there must be
compliance. Today, the workplace can be different if this servant leader-
ship and followership concept are adopted. It will be a place of work where
workers will work as servants of Christ and leaders will lead as servants of
Christ. The difficulty of being a servant leader as claimed by Greenleaf can
be taken care of if one focuses on Christ (Greenleaf, 1977). The textual
analysis was not exhaustive because of time constraint. How not to employ
threat to lead and how not to serve at work should be examined in future
research.
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CHAPTER 3

Leader—Follower Influence from a Servant
Leadership Perspective in a Southern African
Context

Karen Cerff

INTRODUCTION

The intentionality of the relationship between a leader and a follower from
a leader’s and potentially a follower’s perspective is emphasized in the
words of Martinez et al. (2012), namely that “there is perhaps no more
important didactic relationship than between a leader and a follower”
(p- 142). Kelly (1992), widely regarded as the founder of followership
studies, points out that history’s great leaders without their trained follow-
ers are simply individuals “with grandiose ambitions” (p. 142). Kelley
traced the origin of the concept of follower to its German roots,
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comprising the constructs of “to assist, help, succor, or minister to,” dur-
ing a historical period in which followers helped to take care of leaders.
The context of the concept of follower did not denote any inferior stand-
ing, but was considered an honor, in which followers “gained prestige
rather than lost it” (Kelly, 1992, p. 35).

Bass (1990) researched the influence of leaders on their followers from
the perspective of transformational leaders. Transformational leaders have
the innate ability to inspire their followers to achieve greater outcomes
than followers would have originally set out to achieve. Transformational
leaders demonstrate four constructs, being individual consideration, intel-
lectual stimulation, inspirational motivation, and idealized influence. Bass
identified the charisma of transformational leaders as key in their influence
over their followers, together with the trust followers held in relation to
their leaders. The leader—follower influence is of such a nature that follow-
ers become inspired, committed, and empowered to achieve the shared
vision of the leader (Bass & Avolio, 1994; Yukl, 2002).

In recent years, studies that have researched leader—follower influence
from a transformational leadership perspective include the work of Dvir
et al. (2002), who undertook a longitudinal field experiment that sought
to test leader—follower influence on two groups, one in which the leaders
received transformational leadership training and a control group whose
leaders received eclectic leadership training. The results of the study
showed that the “leaders in the experimental group had a more positive
impact on the direct followers’ development and on indirect followers’
performance” (p. 735) than the leaders in the control group.

Hansbrough (2012) researched leader—follower influence in the field of
applied social psychology. Hansbrough utilized attachment theory, which
“suggests that unmet needs may filter perception of reality” and “pro-
posed that individuals high in attachment anxiety are predisposed to per-
ceive leaders as capable of meeting their needs” (p. 1533). The findings of
Dvir et al. and Hansbrough’s studies reinforce constructs common in
transformational leaders, such as the influence of charisma and inspiration
to work toward achieving the shared vision of the leader.

As the founder of servant leadership, Greenleaf (1997) states that “the
servant leader is servant first” (p. 1), indicating a contrast between the
servant leader’s orientation and that of a transformational leader.
Consequently, the nature of servant leadership indicates that the influence
of servant leaders in relation to their followers may differ from the influ-
ence of transformational leaders in relation to their followers. As the
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influence of transformational leaders on their followers is closely aligned to
their leadership style and associated constructs, the same may be true of
servant leaders.

Stone et al. (2003) and Winston (2002) maintain that servant leaders
have a high regard for their followers. Winston (2002) calls this founda-
tional construct of servant leadership “Agapao love.”

Patterson’s (2003) model of servant leadership includes the constructs
of Agapao love, humility, altruism, vision, trust, empowerment, and ser-
vice, indicating the interactivity and progression of the constructs when a
servant leader practices these behaviors continuously. Winston (2003) fur-
ther developed Patterson’s (2003) model to a cyclical model indicating
leader—follower influence. The inclusion of hope (Cerff & Winston, 2006)
in Patterson’s (2003) and Winston’s (2003) models adds another dimen-
sion to the dynamics of servant leadership, providing a cyclical eight-
construct model that demonstrates the leader—follower influence in a
reciprocal relationship as depicted in Fig. 3.1.

This qualitative study utilized the eight constructs of the Extended
Model of Servant Leadership with the Inclusion of Hope (Cerft &
Winston, 2006) to evaluate the extent of leader—follower influence
through the lens of the follower as well as the leader. The study comprised

Servant Leadership Model

Humility Vision
Map;: < )_ s [ [l
Trust

Altruism

Fig. 3.1 Extended Model of Servant Leadership with the Inclusion of Hope
(Cerff & Winston, 2006)
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three leaders and twelve of their senior followers from three different
organizations, representing a variety of nations in southern Africa. All
three leaders were committed Christians who had been intentionally
embracing and advancing servant leadership over the last few years. The
study aimed to explore the extent of the leader—follower influence in orga-
nizational environments in which servant leaders seek to be a “servant
first,” as maintained by Greenleaf (1997).

LITERATURE REVIEW

This literature review commences with the historical background to the
independent southern African nations from which the leaders and follow-
ers in this study emanated. The five nations involved in the study were all
colonies for centuries under the leadership and rule of European nations
until the twentieth century. South Africa, Zimbabwe, Zambia, and Malawi
gained their independence from Britain, while Mozambique gained inde-
pendence from Portugal. Dahl and Shilimela (2002) point out the impact
of centuries of “colonial rule, imperialism and racial discrimination” (p. 1)
on African nations. The African history of colonialism and oppression fol-
lowed by decolonialization and independence, where “command and con-
trol leadership styles” (Winston & Bekker, 2004, p. 1) are perpetuated, is
customary.

Bass (1990) refers to definitions of leadership by Nash, Tead, and
Stogdill, among others, where the leaders’ influence imparted to followers
is significant. This influence can be positive or negative. Examples across
the continuum of positive and negative leadership can be cited from
African nations. The Sentry (2022, n.p.) is an organization that collects
evidence and provides “new leverage for human rights, peace, and anti-
corruption efforts” in Africa to counter the perpetuation of the extreme
limitation of the leadership style and lifestyle modeled during colonial
rule. By contrast, the USA signed a collaboratively managed grant of
$350 million for infrastructure projects in Malawi, due to the “good gov-
ernance” of the new president, Lazarus Chakwera, whose administration
has “taken a zero-tolerance stance against corruption” since his election in
2020. US Secretary of State, Anthony Blinken, applauded President
Chakwera, who is the current chairperson of SADC, for his “deep com-
mitment to democratic and economic reform” (eNCA, 2022, n.p.). Five
years prior to his election as president, Chakwera stated, “I believe that I
represent the kind of transformational leadership that Malawi needs to stir



3 LEADER-FOLLOWER INFLUENCE FROM A SERVANT LEADERSHIP... 39

her from the seeming vicious cycle of mediocrity, corruption, nepotism,
and politics of subsistence to high levels of excellence, integrity, unity and
abundance for all” ( Nyasa Times, 2013, n.p.). Leaders who model values-
based leadership styles to their followers are more likely to nurture sustain-
able development and pass on the baton of healthy leadership through
their influence on future generations.

The transformational leadership principles to which Chakwera referred
are aligned with the perspective that the leader can effectively inspire fol-
lowers to reach higher than they initially anticipated and empower their
followers to reach these objectives, as argued by Bass and Avolio (1994)
and Yukl (2002). The somewhat paradoxical central perspective of servant
leadership of serving first as the primary means of leading may be a less
“popular” approach (Greenleaf, 1997, p. 24); however, for followers who
continuously experience the values and constructs that their servant lead-
ers embrace and advance may exert significant influence on them as fol-
lowers, and in turn on those within their sphere of influence within the
organization, thereby developing a culture of servant leadership in the
organization.

According to Patterson (2003), the seven constructs of the servant
leadership model commence with Agapao love, “the Greek term for moral
love” (p. 12), which Winston (2002) describes as “embracing the judge-
ment and the deliberate assent of the will as a matter of principle, duty and
propriety” (p. 5) and in practice could be described as a servant leader
regarding followers as “hired hearts” rather than “hired hands” (p. 9).

Agapao love is the foundational construct of servant leadership and is a
thermometer that plays an important role in determining the success of
servant leaders in relation to their followers. The extent to which the
leader practices Agapao love will determine the extent to which Patterson’s
(2003) other six virtues of humility, altruism, vision, trust, empowerment,
and service are advanced.

The eight constructs of the Extended Model of Servant Leadership
with the Inclusion of Hope (Cerff & Winston, 2006) are the following;:

Agapao love: The leader’s Agapao love, the foundational construct of
servant leadership, is based on the high regard servant leaders have for
their followers (Stone et al., 2003) and comprises the outcomes of the
leader’s practice of the constructs of servant leadership. Consequently, as
leaders advance an increased focus on a vision for their followers as well as
trust and empowerment toward them, a greater level of service to the fol-
lowers is a result (Winston, 2003).



40 K CERFF

Humility: Humility is defined as a non-overestimation of one’s own
merits (Hare, 1996), rather than a low regard or meekness. Humility
comprises the ability to keep accomplishments and talents in perspective,
without the action of flaunting these, and as Sandage and Wiens (2001)
state, these characteristics of humility include being others-focused, rather
than self-focused. Swindoll (1981) points out that the ability of servant
leaders to be both humble and vulnerable counts among their most sig-
nificant attributes. The ability to be truly humble is possible for someone
with a healthy self-esteem.

Altruism: Patterson (2003) states that altruism is the pursuit of helping
others simply for the sake of helping. According to Kaplan (2000), altru-
ism involves a combination of good behavior and good motives, while also
including the dimensions of personal risk and possible sacrifice involved in
advancing altruism. DeYoung (2000) argues that those advancing altru-
ism derive personal pleasure from their unselfish concern for others.

Vision: According to Patterson (2003), the vision of the servant leader
is focused on the follower rather than on the organization, thereby regard-
ing the follower as capable and worthy, and actively seeking to empower
followers toward achieving this accomplishment. The ability of servant
leaders to both see the potential and empower followers to achieve this
supports Greenleaf’s (1997) observation that servant leaders have an
innate ability to enable their followers to achieve a larger vision or purpose
than they would be able to achieve for themselves.

Trust: Patterson (2003) argues that a trusting leader empowers follow-
ers, who tend to respond without compulsion in serving the organization
well. Harris (2002) regards trust as a virtue that is closely linked to integ-
rity, respect for others, and service to the organization. Trust is integral to
the leader—follower relationship (Hunt, 2000) and a building block of the
organizational culture associated with servant leadership. The extent of
the trust of leaders in their followers sets the tone of excellence in the
organization. By contrast, a lack of trust results in disharmony and discord
(Fairholm & Fairholm, 2000).

Hope: The construct of hope comprises a future-orientation and invis-
ibility. Snyder (1994) states that hope reflects the expectation of goal
attainment and is closely related to optimism. Snyder (1994) maintains
that hope and optimism can be influenced by situational factors or may be
the result of an individual’s underlying disposition. Snyder et al. (2003)
identified three foundational characteristics relating to high-hope individ-
uals’ perceptions of their capabilities, namely their ability to clearly
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conceptualize goals, their ability to develop the specific strategy to reach
those goals, known as “pathways thinking,” and their ability to initiate and
sustain the motivation for using those strategies, known as “agency
thinking.”

Empowerment: Buchen (1998) regards empowerment as one of the
most important constructs of servant leadership, and Veronesi (2001)
states that without sharing power, servant leadership is not possible.
Empowerment comprises entrusting followers with power and advancing
actions and attitudes that affirm followers, with emphasis on valuing love,
equality, and teamwork (Russell & Stone, 2002). Empowerment is also a
significant goal of servant leaders (Russell, 2001).

Service: Patterson (2003) argues that service is at the heart of servant
leadership, and according to Farling et al. (1999), service is a primary
function of leadership that is based on the interests of others, rather than
on one’s own. Servant leadership encompasses an attitude of service
(Guillen & Gonzalez, 2001), and according to Wis (2002), servant lead-
ers are both called to serve and to regard life as a mission of service, thereby
accepting the responsibility for others. Swindoll (1981) points out that a
servant leader’s service requires generosity, time, compassion, personal
involvement, and authenticity.

Cerft and Winston’s (2006) Extended Model of Servant Leadership
includes hope as an essential construct. In the leader’s practice of humility,
“followers will necessarily experience increased hope” and become con-
tinuously empowered to develop as “highly effective followers who are set
for success and future leadership service.” In practice, committed and
effective servant leaders inspire these virtues in their followers, producing
a positive culture of hope in the organization, which will in turn increase
“intrinsic motivation, altruism towards the leader and the leader’s inter-
ests, and high levels of service, as a direct consequence” (Cerft & Winston,
2000, p. 5).

This qualitative study explored leader—follower influence from a servant
leadership perspective in a southern African context, utilizing the eight
constructs of Cerff and Winston’s (2006) Extended Model of Servant
Leadership with the Inclusion of Hope to establish the effectiveness of the
potentially positive leader—follower influence given the intentionality of
the relationship between servant leaders and their followers. The study
provided an opportunity to explore the constructs in the unique context
described and to explore the development of a culture of servant leader-
ship in organizations, with medium- and long-term ripple effects in
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associated families, communities, and nations. Through the application of
findings of the study, and the deliberate actions of faith-based servant
leaders to advance servant leadership, the potential exists to further
develop young leaders in the current and future generations to affect deep
and lasting change to achieve a reawakening of what Thabo Mbeki, the
second democratically elected president of South Africa, termed an
“African Renaissance” (Boloka, 1999), thereby encouraging leaders and
followers to rise above circumstances and the impact of history to develop
leaders of integrity for the future.

OVERVIEW OF DATA COLLECTION METHOD

The author selected and approached three strong Christian servant leaders
who were longstanding clients and were closely linked to the author’s
organizational network. Two of the leaders were the founders and CEOs
of their organizations and the third held a senior management position in
a multinational organization.

During a consultative telephonic discussion with the leaders about the
nature, purpose, and process of the proposed research project, each of the
leaders responded with enthusiasm regarding the project and its benefits
for their organization and the followers who would be respondents. The
leaders were additionally particularly interested in the feedback and
insights that they would gain from the research as leaders. Each leader
agreed to consult with their four selected senior followers with the inten-
tion of engaging these followers as respondents for the study. The leaders
selected appropriate followers for the research project who continuously
had the most consistent interaction and closest working relationship with
their leader.

While the leaders of the three organizations were dedicated Christians,
their followers were not all practicing Christians, and some emanated from
other faith groups. All three leaders resided in South Africa: two were
South African citizens and the third was a Zimbabwean citizen with South
African residency. Eight of the followers who were respondents were resi-
dents of South Africa, and four followers who were respondents resided in
Zimbabwe, Mozambique, Zambia, and Malawi. The respondents repre-
sented a total of five of the fourteen nations that comprise southern Africa.

The author chose to utilize the eight constructs identified in the
Extended Model of Servant Leadership with the Inclusion of Hope (Cerff
& Winston, 20006) to form the basis of the qualitative study as well as a
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coaching approach to interviews with the individual followers of the three
leaders. A Leader—Follower Questionnaire was developed to provide a
background to the study, explanations of the constructs to be explored
during the coaching interviews, and a demographic data section to be
completed. The three leaders received copies of the questionnaire in
advance of their followers and arrangements were made for follow-up
coaching interviews with the leaders after the data collection and analysis
process.

Each follower who was selected as a respondent received a copy of the
questionnaire via email in advance of the interview and was requested to
complete the demographic section and return the document to the author.
The questionnaire was developed in English, which was the first language
of some of the respondents, but a second or third language of others. The
motivation for providing the questionnaire in advance was to assist the
respondents in overcoming any language barriers and to provide them
with adequate time to read and potentially research any of the constructs
listed, thereby facilitating the most potentially rich and accurate data pos-
sible during the coaching interview. The brief descriptions of the con-
structs to be explored ensured that the context in which the constructs
would be used in the coaching interview would be understood in the same
context in which they are used in the literature, thereby adding to the
validity and reliability of the data to be collected.

Although all respondents completed the questionnaire and agreed to
include their names and other details, the completed questionnaires were
coded, and the respondents were kept anonymous. The respondents also
signed the completed questionnaire indicating their permission and agree-
ment to the author’s use of the anonymous data that would be collected.
Only the author was privy to the identity of the respondents and the
unique data linked to the respondents’ interviews.

Appointments were secured with each of the respondents, took place
on the Zoom platform, and were recorded. The automatic transcription
service was utilized to provide accurate written records.

After the twelve coaching interviews with the followers were com-
pleted, a coaching interview was secured with each of the three leaders to
provide an opportunity for further analysis, application, and insight. The
process of data collection consequently covered leader—follower influence
through the lens of both the follower and the leader.
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RESEARCH QUESTIONS AND CODING

Research Questions for Followers

The eight research questions emanated from the eight constructs associ-
ated with the Extended Model of Servant Leadership with the Inclusion
of Hope (Cerff & Winston, 2006) as depicted in Fig. 3.1. The eight
research questions pertained to the followers’ responses and comprised
two parts each. The first part of each question represented the construct
examined from the perspective of how the follower perceived the leader
demonstrating evidence of the leadership behaviors associated with that
construct, and the second part of each question represented the follower’s
perception of how the leader’s behavior regarding the construct continu-
ously influenced him or her as a follower.

The research questions were coded (RQ1) and (RQla) pertaining to
Agapao love, (RQ2) and (RQ2a) pertaining to humility, and similarly for
each of the constructs, ending with (RQ8) and (RQ8a) pertaining to
service.

Consequently, there were sixteen questions to which followers were
asked to respond. The responses to the sixteen questions represent the
leaders” demonstration of servant leadership for each of the constructs, as
well as the followers” experience of the influence that each of their leader’s
behavior exerted on them. The research questions and the responses to
the questions are provided for each of the eight constructs in the section
on the results of the study.

Researvch Questions for Leaders

The three leaders were asked to respond to two research questions that
emerged during the author’s coaching interviews with the followers. The
two research questions and the responses of the three leaders are provided
in the results of the study.

Codinyg for Research Questions and Respondents

The three leaders were coded as L1, L2, and L3. The twelve followers
were coded F1l, F2, F3, and F4 continuously, ending with FI12.
Consequently, the data for the study were collected through a coaching
approach to interviews and utilized a total of fifteen respondents.
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For clarity and to link followers to their appropriate leaders, the coding
resulted in L1F1, L1F2, L1F3, L1F4, L2F5 continuously to L3F12. In
reporting the findings of the results of the followers’ data, the same coding
was used. The findings of the results of the leaders’ data are reported as
L1,L2,and L3.

Resurts OF THE STUDY AMONG THE FOLLOWERS

The following comprises the two-part research questions associated with
each of the eight constructs, together with the coded responses from the
twelve followers.

Agapao Love

(RQ1) How Have You Seen Your Leader’s Agapao Love Demonstrated

in His Leadership in the Workplace?

The followers said that all three leaders demonstrated that they “really
cared deeply” about all their followers at work, regardless of rank, and said
their leaders’ genuine interest extended to their family’s needs (L1F1,
L2F5, L1F3, L2F7, L3F12, L2F6, L3F11). L3F9 pointed out that his
leader was “always interested in how we are doing, which goes deeper
than the superficial, not just in the workplace, but in life,” indicating the
integration of work life and personal life in the relationship between the
leader and follower. Examples included practical care and concern, such as
assisting with payment of schooling for the children of kitchen staft, secur-
ing an advocate for an adoption, and showing empathy and practical help
for personal losses of loved ones. L2F5 stated that the leader’s “door is
always open—if he’s in a position to help he will readily do so” and that he
provided “emotional support.” L2F7 identified this trait as “extra-ordinary
generosity,” combined with a spontaneous desire and ability to solve
problems, and sometimes being “overeager” in his desire to meet needs.
All three leaders were identified as being very relational by nature in inter-
acting with followers as well as clients.

Followers said the leaders showed compassion and empathy (L2ES,
L2F5), and handled relationships in the workplace with sensitivity.
Followers explained that new employees were treated with special consid-
eration, particularly during the initial on-boarding process, while “not tol-
erating sub-standard work” (L1F2). Followers pointed out the significance
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of leaders making a concerted effort more than once per week to reach out
to them during the isolation period of the COVID-19 pandemic, utilizing
Zoom, the telephone, and personal messaging for individual and group
calls, and utilizing other communication a few times per week.

Three followers who had been recruited in Zambia, Zimbabwe, and
Mozambique during the preceding year made detailed comments about
their leader’s efforts to enable them to acclimate speedily and excellently.
This was accomplished through the leader’s regular visits to their organi-
zation’s offices in their nations, as well as his support, focused listening,
and encouragement toward followers” actively applying their own initia-
tive and innovation. The followers said their leader was deeply interested
and involved in their successful on-boarding. L1F3 explained that this
leadership behavior earned his deep respect as a follower, helped him to
“adapt and be assimilated quickly,” and led to him developing a “special
bond of mutual respect and affection” with his leader. L1F2 and L1F3
pointed out that the characteristic swift and effective on-boarding process
with their leader was different from other organizational cultures which
they had experienced and that the regular in-person visits from their leader
nurtured a deep mutual respect and enabled them to “understand my
leader’s expectations clearly” (L1F3). L1F2 recounted his personal experi-
ence with his leader during his initial growth period in the organization,
where a gracious and compassionate attitude was demonstrated toward
the follower after an unfortunate mistake. The follower said that the leader
chose to respond wisely in handling situations that could have caused con-
flict, thereby modeling maturity and sensitivity. L1F8 pointed out that his
leader showed integrity of character and dedication through his high levels
of genuine interest and engagement with him and gave his followers the
“space to propose and disclose.”

L3F9, L3F10, L3F11, and L3F12 said that in their unique service
industry, emergencies often occurred that required them to work very late
and sometimes through the night. The followers described their leader’s
care for them in such circumstances, providing time off for recovery, and
said he would not “force you in a situation in which you cannot perform,”
and that “he gives, and you give in return” (L3F12), indicating consider-
ation and reciprocity in the leader—follower relationships.
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(RQ1a) How Has Your Leader’s Demonstration of Agapao Love
Influenced You?

L1F2 explained the deep impact on him as a follower that he had responded
with increased respect, understanding, and wanted to please his leader. He
stated that his leader had modeled leadership behavior he had not encoun-
tered before and that his leader “showed compassion and I appreciated his
generous nature,” and that he wanted to be like him and to treat others in
his own team in a similar manner.

L3F12, L2F5, L3F10, L3F9, L1F1, and L2F7 spoke of the lasting
influence of their leader’s demonstration of Agapao love. L3F9 said, “[H]e
made me want to reciprocate and be more generous and relational” and
“lead without fear” (L1F1), and that “it gives me the freedom to be myself
in the workplace, which is flexible and healthy. I have the liberty to give
more and enjoy my work environment, where we are like a family” (L2F5).
L3F10 reiterated his gratitude in having a leader who “puts his followers
and customers first, and as followers we reciprocate what we see.” L1F4
said his leader’s Agapao love made it possible for him as a follower to be
vulnerable.

L2F8 stated that her leader’s demonstration of Agapao love had encour-
aged her to “take on greater responsibilities to grow and identify places
where help is needed” and had increased her confidence, compassion, and
sensitivity toward others, while “equipping me with the tools to become
the best that I can be.”

L1F3 related how his leader’s behavior had an impact on him and said
it was “a special mutual bond of respect and affection,” which reflected a
unique organizational culture. As the follower related his response, he
spoke of feeling honored and affirmed in his interactions with his leader.
L1F4 said his leader’s respect had an impact on him, showing that “he
valued my spirituality and every other part of my life, family values and
how I integrated this with my work life.” L2F5 referred to the high level
of gratitude and loyalty she experienced toward the leader for the sponta-
neous desire to support and for the discretion demonstrated in personal
matters. L3F12, L1F2, and L2F8 said the leader influenced them to be
their best, and L2F6 explained that she had learnt from her leader how
valuable it was “to build the team and the relationship.”
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Humility

(RQ2) What Demonstrations of Humality Have You Seen in Your

Leader’s Behavior in the Workplace?

The followers recounted humility as a significant virtue that their leaders
demonstrated and pointed out the apparent contrast between their busi-
ness success and humility. L2F5, L2F7, and L3F12 referred to their lead-
ers’ willingness to engage and said the staff looked to them for advice and
wisdom at work and that the leaders made them “feel important” and lis-
tened “like my coach before responding.” They explained that despite
being very busy, the leaders always made themselves available and valued
the input and contributions of the followers. L3F12 said the leader mod-
eled the way in menial tasks when needed, such as unpacking supplies, and
that followers “know him personally.” L2F6, L3F9, and L3F11 referred
to their leaders’ healthy self-esteem and their ability to admit their own
errors, and said they chose to consistently affirm and give credit to the
team, rather than being in the limelight themselves.

L1F3 talked of the leader’s ability to “treat me like a teammate,” while
L1F4 said the leader invited his followers’ “opinions and allows me to do
what is best without making the decision himself.” L1F4 discussed the
leader’s humility and “lack of power distance,” contrasted with leadership
tendencies in the African culture. L3F12 pointed out that the leader val-
ued the input and contributions of his followers and was always available
and accessible.

(RQ2a) How Have Your Leader’s Demonstrations of Humility

Influenced You?

L2F8 said the leader had many years of experience, yet never made his fol-
lowers feel intimidated by his knowledge and insight, but rather instilled
“courage to approach the leader for help in difficult situations,” as he was
always approachable, which was liberating. L2F8, L3F10, and LI1F2
pointed out that the leader’s humility encouraged boldness, confidence,
innovation, approachability, loyalty, and mutual respect in them. L2F5
referred to the desire to learn from the leader as an outcome of his influ-
ence. L2F7 discussed the significant impact of the leader’s deliberate
action to pay full attention to anyone who entered his office and spoke of
her choice to emulate this behavior, including demonstrating patience and
understanding toward staff members. L1F3 said the example of his lead-
er’s exemplary leadership behavior “enables me to see myself behaving the
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way he does,’
work ethics.

L2F6 said the leader’s tendency to credit the team for achievements was
inclusive, encouraged followers, and imbued them with confidence while
adding to the team synergy. The leader communicated these aspects per-
sonally and publicly, which boosted the team morale and positive culture
in the organization.

L1F1 referred to the impact that the leader made through his approach-
able nature and his desire to connect with his followers through learning
to speak the local language. This congenial attitude demonstrated his
friendliness and desire to learn from his followers. L1F1 discussed the kind
nature of the leader and how his ability to connect well with all followers
engendered respect and said his gracious correction of errors had an
impact on his followers, which contrasted with autocratic leaders who had
been associated with the organization. As followers, they experienced the
courage to admit mistakes to their leader without fear of retribution.

L3F10 said the leader’s humility influenced his followers and custom-
ers. The leader’s humility was noticeable in his strengths as a communica-
tor and in his relationships. The follower pointed out the importance of
strong relational capital in their organization’s niche field, and how he had
learnt much by observing his leader’s natural skills in developing trust
relationships with clients as “one of the organization’s core foundations.”
As an outcome, the follower sought to emulate his leader. L3F11 and
L1F4 also said they sought to emulate their leader’s humility and
approachability.

which included his attitude to stress management and

Altruism

(RQ3) Which Acts of Altruism Have You Seen Demonstrated Through
Your Leader’s Actions in the Marketplace?

L2F5 listed selflessness as a priority act of altruism, noted particularly dur-
ing the first hard lockdown of the COVID-19 pandemic when other local
organizations in the same niche field were forced to close permanently.
During this period, the leader demonstrated unselfish leadership behavior
in reducing salaries and provided a bonus in December 2021, while the
directors agreed to not receiving their regular salaries. The follower stated
that she was aware of the leader’s intention to avoid retrenchment during
that period. L2F7 referred to the foresight of the leader in establishing a
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non-profit division in the organization to assist with special needs. This
division was the source of funding during the pandemic.

L3F12 said the leader had a generous spirit, engaged in various charity
work, and had funded followers pursuing further studies. L2F6 identified
examples of the leader’s altruistic acts and mentioned his gracious attitude
in giving without the expectation of the receiver fulfilling an obligation to
repay. The follower referred to the healthy attitude of his spirit in giving
generously without counting the cost or expecting a return on his
investment.

L1F2 said his leader demonstrated altruism in his efforts to ensure the
personal development of his followers, seen particularly in his support and
encouragement during their performance review process. L3F11 and
L3F10 said that his leader “had a kind heart” and L3F10 said that their
leader possessed “the simple kindness of helping others” and demon-
strated this practically in helping followers solve personal problems, as well
as rallying support and assisting communities in an unexpected food short-
age need during 2021. L3F4 explained that his leader’s altruistic attitude
was demonstrated in his consideration and thoughtfulness toward others.
L3F9 identified altruistic acts in his leader outside the workplace, includ-
ing physical and financial support, which often came at the cost of a com-
mitment of time to help others.

(RQ3a) How Have Your Leader’s Acts of Altruism Influenced You?

L2F5 said the leader’s acts of altruism created a culture in which all the
followers felt that they “were in this together and wanted to help to save,
while experiencing immense gratitude.” The follower also stated that she
was aware that she could confidentially refer other followers navigating
difficulties to the leader and had the confidence of knowing that the mat-
ters would be timeously, wisely, and sensitively addressed, without her
needing to know any details.

L2F7 explained that the unselfish acts of foresight planning and swift
response during the pandemic had an impact on the personal lives of the
organization’s followers. L2F7 said that the actions of the leader “stirred
compassion in us all” and that the leader’s commitment and actions had
inspired her, as did his desire to keep his selfless actions confidential. She
indicated her great respect for and loyalty to the leader as an outcome.

L1F3 spoke about the selfless acts of kindness his leader extended to
him in undertaking a long journey by road to assist him. The follower said
the collaborative approach of the leader had been humbling, brought
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comfort, and encouraged him during a difficult economic period. L3F12
explained how humbled she had been because of her leader’s acts of altru-
ism and the impact this had on her. She stated that the leader’s actions
made her want to emulate his behavior.

L2F6, L1F1, and L3F9 said they felt inspired to examine their own
attitude and to emulate their leaders’ behavior. L2F8 referred to how the
altruistic behavior contrasted with common business practice and was an
inspiration. L1F2 said the leader inspired his followers through his altruis-
tic attitude and actions to ensure the success of his followers. The follower
expressed that this leadership behavior had inspired him to excel, and not
to let his leader down. L3F10 referred to the impact his leader’s many acts
of altruism had on him and expressed gratitude in being associated with
the leader.

L3F10 said his first response to his leader’s altruistic acts was one of
gratitude in being associated with such a leader who served and inspired
others. L3F11 stated that the modest attitude of his leader had an
impact on him.

Vision

(RQ4) How Does Your Leader Demonstrate His Vision for the Future

in the Workplace?

L2F5 said the leader placed strong emphasis on communicating his vision
for the future in the workplace and kept the followers “accountable to take
responsibility for our own growth.” The follower said that sometimes she
had the impression that the leader saw her beyond where she was and held
her accountable to achieve this.

L2F7 said her leader started management meetings during the last two
years in which spiritual, moral, and visionary aspects of the organization
were discussed. In addition, the leader had been coaching the followers in
senior management since that time. The follower said that she experienced
the meetings as somewhat uncomfortable at times, but mostly encourag-
ing and uplifting. L2F6 said her leader was vision-focused and facilitated
frequent workshops to gauge the progress of individuals and the organiza-
tion, while continuously inspiring the followers. L2F8 explained that her
leader clearly cast the vision and equipped her with the skills to successtully
achieve the goals.
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L3F10 pointed out that the organization’s vision was communicated in
an engaging way and that followers believed that they “are a family.” L1F1
said her leader consistently communicated with his followers about his
future vision, thereby modeling the way and encouraging the followers to
develop a plan. The leader assisted his followers to achieve this both for-
mally and informally throughout the year and held them accountable for
their progress.

(RQ4a) How Has Your Leader’s Demonstration of His Vision

for the Future Influenced You?

L2F5 shared that she had willingly given her leader permission to hold her
accountable and that this gave her confidence to grow. The follower stated
that she wanted “to be the person that he sees me being and I don’t want
to ever disappoint him.” She also credited her leader with inspiring her
toward her career achievements and was proud to be a follower in his
organization with its servant leadership culture. L2F6 said she admired
the leader’s ability to clearly see and cast his expansive vision for the
organization.

L2F7 said that she initially struggled with the challenge to follow her
leader’s example in vision casting with her own team; however, the lead-
er’s individual coaching had assisted her with new insight, and she experi-
enced his modeling of leadership behaviors, which she began to successfully
emulate in her own team. L2F8 said her leader communicated confidence
in her as a follower, which encouraged her to lead her own followers.
L2F8 pointed out that her leader’s belief in her encouraged her to give her
best and make her leader proud of her.

L2F6 and L3F12 said the leader inspired them to continuously improve
themselves to provide a better service. L2F8 indicated that she wanted to
challenge herself and demonstrate that the time invested in her was well
spent. L1F3 explained that his leader’s first visit to his nation added to his
regard for his leader and the awareness of his leader’s sacrifice. L1F2 said
he was invited to demonstrate his capacity for managing challenges him-
self, while being innovative and nurturing self-confidence. L1F1 referred
to the significant influence the leader had on her and how he helped her
to establish her goals and work toward achieving them, while keeping her
accountable throughout the process.

L3F10 said his leader’s demonstration of his vision made him feel good
to be part of the organization and inspired him to want to come to work.
L3F11 pointed out that the leader had influenced him significantly
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through his priority for relationships and the associated benefits that these
add. L3F9 said his leader was not primarily focused on the organization,
but on the followers and on their personal and career growth. L3F9 said
he was affirmed and encouraged in his own role through this leadership
behavior.

Trust

(RQ5) How Has Your Leader Demonstrated That He Can Be Trusted

in the Workplace and Trusts You?

L1F1 and L1F2 said their leader demonstrated his trust in them, achieving
a relationship including healthy accountability of his followers, which
strengthened the followers’ trust in their leader and their effectiveness in
the workplace. L1F3 said trust played a significant role in enabling him to
adapt to his new role quickly and that trust added to the synergy in relying
on his leader’s experience to advance quickly. The follower said, “[I]t was
very important to enable me to adapt fast and understand my role. I relied
on his experience to advance quickly.” The follower explained that mutual
trust played an important role in his success and that he valued the rela-
tional dimension that grew from shared interests, values, and work ethic.

L1F4 said he drafted the national budget for the organization, and his
leader demonstrated his trust in him throughout the interactions involved
in this process. The follower also said that his leader exemplified trust in
the way he handled the organization’s funds when they were on a business
trip. L2F5 said her leader “would not have a vision for me growing and
being here long term if he didn’t trust me.” The follower has worked with
the leader for a long time and said, “I know I can trust him, that he would
have my back in a crisis, and that he would secure the appropriate help for
me if needed.”

L2F6 and L2FS8 said their leader was accountable and vulnerable where
trust was concerned, which they believed made him a more effective
leader. L2F7 explained that her leader tested her structured mind continu-
ously in her role in the organization; however, “every time he has chal-
lenged me, he has shown me that I can trust him.” The follower explained
that in her long history of working under the leader, he had consistently
demonstrated his absolute trustworthiness.

L3F9 said the healthy trust in him that his leader demonstrated resulted
in reciprocity and helped him to emulate the behavior with his own
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followers. The follower referred to the cyclical behavior that had emerged
and the outcome of a more relaxed atmosphere, with more efficient work
at high standards due to the increased self-esteem among the team
members.

L3F10 said his leader was naturally trusting and demonstrated trust-
worthiness. The follower highlighted the act of trust in which the leader
gave a set of office keys to new staff members within two weeks. In advanc-
ing trust, reciprocity and high levels of loyalty were demonstrated con-
tinuously. L3F11 said trust was a foundational dimension of the
organization’s values, while L3F12 said the mutual trust relationship
enabled her to fulfill her responsibilities at work with excellence, while
knowing that her leader was available if needed.

(RQ5a) How Has Your Leader’s Demonstration of Trust

Influenced You?

L1F1 explained that her leader’s trust in her enabled her to be more effec-
tive, and that she naturally reciprocated in her trust of her leader and her
own followers. The follower said, “Once you are trusted, you will also
trust others.” L1F2 said his leader’s trust in him motivated him to per-
form better and increased his confidence, knowing that he served a leader
whom he could trust. The follower responded with reciprocity toward his
leader and his own followers.

L1F3 and L1F4 said their leader’s trust in them led to reciprocity
toward their leader and their own followers. The followers also said that
they developed the confidence to admit errors without fear of judgment
due to the trust relationship with their leader. L2F5 explained that the
trust relationship with her leader provided a safety net and security. L2F6
said that as the leader advanced trust toward her, she reciprocated, and
experienced the liberty to “be honest when I have not measured up, and
when I lead my team, it encourages me to advance the same behavior.”

L2F7 explained that her leader’s consistent high levels of trustworthi-
ness over many years had increased her trust in him and her loyalty to the
organization, especially during times of crisis. The follower reflected on
the confidence she had developed due to the high level of trust that her
leader placed in her personally and in her abilities, which she described as
liberating. The experience has increased her self-esteem, confidence, and
response in emulating trust in leading her followers.

L2F8 said the reciprocal trust relationship between leader and follower
was initiated by the leader. The leader’s choice to trust the follower first



3 LEADER-FOLLOWER INFLUENCE FROM A SERVANT LEADERSHIP... 55

increased the follower’s respect for the leader. L3F9 stated that his leader’s
trust encouraged him to demonstrate reciprocity toward his followers,
peers, and family, which was culturally challenging for him. This led to
positive relational changes in his sphere of influence.

L3F10 said the culture of trust that existed in the organization ensured
that followers were unafraid to admit errors and increased the interper-
sonal trust at all levels in the organization. The follower explained that
“mutual trust enables me to fulfil my job with greater excellence.” L3F12
said the trust relationship was reciprocal with her leader and extended to
her followers and boosted her confidence and ability to be a stronger team
member. These circumstances empowered her to perform her responsi-
bilities with confidence and efficiency.

Hope

(RQO6) What Demonstrations in Your Leader’s Behavior and Demeanor
Have You Seen That Provide Indications of His High Level of Hope

in Relation to the Marketplace?

L1F1 personally regarded hope as a cornerstone of successful leadership
and goal achievement. The follower was grateful for her leader’s example
of high hope and encouragement to work toward achieving their goals,
stating that her leader “fuels hope in his followers.” L1F2 said his leader
did “not function on the basis of rewards but shows a pathway to growth
and considers how work can lead to better versions of ourselves.”

L1F3 said his leader’s extensive experience and professional approach
were contagious and instilled confidence in his followers. The leader’s
ability to work closely with his followers despite the physical distance was
the source of significant encouragement in difficult market
circumstances.

L1F4 explained that his leader was able to retain his high-hope approach
despite circumstances beyond his control in their niche market. He said,
“[T]here was never any gloominess in the atmosphere with him.” He
appreciated that his leader set high standards, expected high performance,
was encouraging, and exemplified high hope in his leadership style.

L2F5 said her leader’s calm demeanor and high levels of hope, despite
the fluctuations in the market, were a constant encouragement and imbued
her with confidence. She further stated that her leader analyzed data con-
tinuously and set a positive tone in the organization. L2F6 and L2F8 said
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their leader communicated a sense of hope and calmness even when his
followers did not see this perspective. L2F6 said that the leader exercised
an ability to choose a practical approach and apply possibility thinking in
the most challenging circumstances.

L2F7 stated that the leader continuously operated in high levels of
hope and gratitude toward all his followers and never gave up in difficult
circumstances, including communicating “hope to the staft” and encour-
agement not to give up during difficult business circumstances and the
pandemic. L3F9 referred to his leader’s consistent behavior of high hope,
which demonstrated its characteristics in every area of the organization,
regardless of circumstances.

L3F11 said that his leader “encourages us with hope” and L3F10 said
their leader created “a culture of hope and tackles many things that have
never been done before” as they pursued solutions through perseverance
and innovation. L3F10 said his leader imbued hope during the uncertain
personal and business circumstances of the pandemic and economic down-
turn. His leader communicated his priority to ensure that followers
retained their jobs. The leader initiated regular online contact in groups
and with individuals, and thereby “kept hope alive and kept us together.”
The follower said he was grateful to be part of an organization like this
that created a continuous culture of hope, with transparency, and said the
organization’s culture was unique. When reflecting on his leader’s hope,
the follower said his leader’s consistency came as no surprise.

(RQO6a) How Has Your Leader’s High Level of Hope Influenced You?
L1F1 said her leader’s example of advancing high hope was contagious
and that her reaction of reciprocity was a natural response. L1F2 and L1F3
explained that their leader’s high levels of hope had an impact on their
own perspective and encouraged them to emulate the leader in their inter-
action with their followers as well as in their personal lives.

L1F4 pointed out how contagious his leader’s high hope and optimism
were, noting that “I wake up in the morning with high levels of hope,
knowing that my attitude counts. It’s a privilege to work with a leader who
has high hope, regardless of circumstances.” L2F5 stated that the leader
encouraged his followers to trust in God’s provision and modeled the way
in staff meetings, opening with an appropriate scripture and reflection,
which had become part of the organization’s culture. The leader chal-
lenged the staff regularly with biblical reflections and assignments that
were part of open and honest discussions. The follower related how much
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she valued the culture and focus, saying “this means everything to me, and
I have never wanted to look for a job elsewhere.”

L2F6 and L2F7 referred to how their leader’s high levels of hope
encouraged them and filled them with confidence. They explained that
they were grateful for the unique organizational culture and admired his
servant leadership, and said the attributes were contagious in working
with him. L2F8 said the high levels of hope modeled by the leader have
been a continuous motivation, inspiration, and encouragement to her and
to keep on persevering despite circumstances, which motivates the follow-
ers and inspires them to use situations innovatively to the organization’s
advantage. L2F6, L2F7, and L2F8 said they reciprocated their leader’s
behavior in relation to trust in their interactions with their own followers.

L3F10 told of the influence of his leader’s high levels of hope during
the challenges of the pandemic, during which he experienced the conta-
gious nature of his leader’s hope during the many uncertainties that pre-
vailed. The follower explained that his leader was the same person of
integrity and hope in the most trying of circumstances. L3F11 said his
leader’s high levels of hope had a positive impact on him and caused reci-
procity in his own leadership.

Empowerment

(RQ7) How Has Your Leader Demonstrated Empowerment

in the Workplace?

L1F1 said her leader consistently empowered his followers and gave them
authority in the workplace. These actions demonstrated empowerment
and his trust in his followers.

L1F4 said his leader gave him the ability to make decisions with mini-
mal oversight. He explained that the performance level of followers was
observed and small adjustments when necessary encouraged followers to
excel. The leader’s recognition of performance was appreciated and
increased the confidence and ability of followers to perform well.

L2F5 explained that her leader advanced the perspective of continu-
ously empowering his followers. This approach inspired the followers to
work toward upgraded qualifications and skills, thereby ensuring that they
could provide the best possible quality of work for their organization.
L2F6 said that her leader demonstrated the insightful ability to see his fol-
lowers’ individual potential, provided the challenge, allowed them to
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make mistakes and be innovative, and trusted his followers with the pro-
cess of what they thought would be most effective. The follower regarded
this course of action as both challenging and empowering.

L2F7 said her leader was passionate and diligent about coaching his
senior leadership to empower them and to encourage them to take greater
responsibility. The follower said she was empowered in her work skills,
grew spiritually, and practiced reciprocity in working with her followers.
The follower advanced the strong organizational values to newer members
of the team and said of the leader, “He believed in me and has helped me
to believe in myself.”

L2F8 said their leader empowered them through giving them the lib-
erty to make necessary decisions and take risks and allowing them to learn
from their mistakes. L3F9 stated that empowerment and hope were closely
linked, and that his leader placed emphasis on these perspectives to develop
the followers. The successful outcomes were demonstrated in the business.

L3F11 said he experienced empowerment to complete responsibilities
with excellence, rather than being micro-managed. The follower said that
empowerment gave him the liberty to be proactive, which he experienced
as being liberating. L3F12 explained that her leader consistently delegated
work as part of empowering his followers, while providing the resources to
achieve success. She said her leader “gives us the platform to achieve any-
thing you think you can achieve.” The outcome was that followers were
being more productive.

(RQ7a) How Has Your Leader’s Demonstration of Empowerment

in the Workplace Influenced You?

L1F1 and L1F3 said the leader exemplified humility, trusted his followers,
and enabled them to be successful. They referred to the oversight and col-
laboration in the empowerment process and the extent to which the leader
had demonstrated his special interest in them. This process led to increased
success and confidence evident in them as followers.

L1F2 said the leader demonstrated empowerment through “cascading
authority downwards rather than upwards.” The follower said this leader-
ship approach was liberating. L2F6 said the leader empowered her to
overcome her cautious nature and take risks. The follower referred to the
security she experienced in being part of the unique family culture and the
fulfillment of exercising innovation and taking risks. She quoted the lead-
er’s empowering statement: “Courage is knowing that someone has your
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back,” and related how the leader’s empowerment had a positive impact
on her confidence.

L3F9 pointed out that the construct of follower influence through
empowerment excited him and gave him freedom to explore and explained
that his leader was not restrictive in his vision. The follower said this lead-
ership perspective was dynamic and helped him to think creatively, provid-
ing him with “the capacity to see beyond the horizon.” The follower said
the leader’s empowerment was not restricted to the workplace, and that as
a follower he recognized how his leader has empowered him in his per-
sonal development both inside and outside the workplace. He explained
that the belief in him and his success made him feel worthy and capable.

L3F10 said the leader’s level of trust in him as a follower empowered
him to fulfill his responsibilities more effectively and referred to the inter-
play between the levels of trust and empowerment in achieving greater
success and autonomy for the organization’s goals. L3F11 said the leader
demonstrated confidence in him and that the symbiotic relationship pro-
vided him with opportunities to play to his strengths and liberated him to
excel. As a follower, he found this fulfilling and he said the empowerment
process took time and trust to develop to higher levels. L3F12 said the
empowerment the leader demonstrated toward the followers in her orga-
nization engendered greater confidence and mutual trust between the
leaders and followers.

Service

(RQS8) How Has Your Leader Demonstrated His Service to His

Followers in the Workplace?

L1F1 said the leader served the followers through wanting them to be
excellent and assisting them in finding solutions, thereby encouraging the
followers to perform with excellence as a team toward achieving a joint
goal. L1F2 and L3F11 explained that their leaders demonstrated their
service as a combination of the constructs and naturally served in humility.
The followers said that the strength of their leaders lay in their ability
to serve.

L1F4 told how he had broached a conversation with his leader on serv-
ing without overstepping personal versus work boundaries. His leader’s
insights had made a deep impression on him and resulted in the follower
requesting further assistance in growing in this area. The follower said he
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held a deep sense of gratitude toward his leader for their mentoring and
coaching relationship.

L2F2 referred to her leader’s high level of service and innovative
approach during difficult and challenging circumstances. His acts of ser-
vice included assisting family members of followers in medical emergen-
cies, thereby affirming followers’ sense of value to the organization. The
follower said these acts contributed to the way she experienced the leader
valuing her personally and her role in the organization.

L2F5 related her appreciation for her leader, his ctfective leadership
development program for the organization, and his continuous encour-
agement. She said her leader’s coaching had enabled her to focus on rela-
tionships and that she valued the input into her development through a
coaching process. L2F6 said the leader demonstrated willingness to assist
followers to develop, contributing to the team through his unique service
as a problem solver and mentor.

L2F8 explained that the leader gave additional time to assist, teach, and
support his followers, thereby developing mutual respect and enabling
followers to achieve higher outcomes. L3F9 said his leader served sponta-
neously in manual labor when needed in unpacking supplies delivered
from suppliers. The follower said his leader’s ability to model the way
made a lasting impression on him.

L3F10 explained that his leader demonstrated his strength in service,
which was communicated through the affirmation of being trusted and
valued and knowing that the leader held the followers in high esteem.
L3F12 told that the leader went to additional lengths to serve and encour-
age his followers during the pandemic through uplifting them with spiri-
tual encouragement and motivating the team in the workplace and in their
personal lives. The leader continued to pay his followers despite the cir-
cumstances and encouraged the followers that circumstances would
improve.

(RQ8a) How Has Your Leader’s Demonstration of Service

in the Workplace Influenced You?

L1F1 said she had grown significantly through the demonstration of her
leader’s service. She said she identified the traits that her leader demon-
strated continuously as being those which she sought to emulate in all
areas of her life and leadership. L1F2 referred to the impact of the leader’s
service on the follower’s motivation. He explained that he sought to emu-
late the principles he saw demonstrated in his leader, in dedication to
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work, maintaining a healthy work-life balance, and achieving his highest
goals for the organization. The follower identified the impact of his leader
on his level of loyalty and desire to achieve more within the organization.
The follower sought to emulate his leader’s service in his family relation-
ships as well.

L1F3 said his leader had affected his own leadership behavior beyond
his work environment in a very positive way. The follower explained that
he sought to emulate his leader’s behavior in relation to stress manage-
ment, exercising patience, and being more collaborative in his family rela-
tionships. L1F4, L2F5, and L3F11 said the unique cultures of service
within which they functioned tended to increase their desire to emulate
their leaders’ levels of service and that they consequently tended to strug-
gle with setting boundaries relating to loyalty to their organizations.

L2F5 said her leader had inspired her to want to offer a similar leader-
ship development process at the branch where she operated. She experi-
enced the support and assistance in this process that her leader offered as
encouraging. L2F7 and L3F12 stated that their leaders were consistently
appreciative of their followers. They explained that the affirmation
increased the followers” confidence, and that the leaders’ healthy attitude
encouraged reciprocity among their followers. L2F8 explained that the
leader created a trust relationship in which followers did not fear challeng-
ing tasks because they were confident of the leader’s support and assis-
tance when needed. Consequently, followers were inspired to achieve the
outcomes they set as goals and experienced high levels of loyalty and
work ethic.

L3F9 said his leader’s level of service helped him to stay humble and
was a reminder that no follower was too good to serve wherever needed.
L3F10 explained that he was encouraged through the affirmation of his
leader as an act of service, and that it made him proud to be associated
with such a leader. The follower referred to the reciprocity that was a
result of this leadership behavior. L3F12 said she was able to achieve more
in the workplace because of the healthy working environment that led to
greater work focus. She further said that she experienced a willingness to
serve beyond the call of duty.
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REesuLTs OF THE STUDY AMONG THE LEADERS

The following comprises the two research questions and responses from
the three leaders in individual coaching interviews that took place after the
interviews with their followers.

(RQYL): As a Sevvant Leader, What Are Your Highest
Expectations from Your Followers as a Result of the Influence
of Your Leadership Style in Which You Continuously Advance
the Eight Constructs of Sevvant Leadevship, Commencing
with Agapao Love?

L1 mentioned honesty and following through on commitments made as
his highest expectations of his followers. He said he also expected reliabil-
ity, which was an essential component due to the long distances between
the leader and his followers at various centers. These constructs were
essential for servicing commercial teams to achieve their goals. The leader
said that followers needed to be able to receive both negative and positive
feedback to enable growth in excellence. He explained that it was essential
for the followers to separate emotions from the real issue, as they repre-
sented the organization in serving diverse clients who all needed to feel
valued. The leader also expected followers to emulate servant leadership
since experiencing the “genuineness of my leadership” and to change their
behavior. He said he believed that practicing servant leadership would
increase the followers’ commitment, reliability, and reciprocate trust. The
leader asked how he could measure this. The leader identified the growth
process in his followers as becoming increasingly vulnerable and trusting,
with the followers asking for assistance and practicing reciprocity of ser-
vant leadership constructs. The leader referred to his gratitude for the
culture shift in his followers and the affirmation of followers of other lead-
ers expressing their desire to serve on his team. The leader expected to see
the transformation across all areas of their lives with a ripple effect across
the followers’ communities.

L2 said he “had not initially thought of influence and expectations,”
but that his focus had been on serving his followers. The leader said that
he saw increasing evidence of his followers’ growth in embracing and
advancing servant leadership and practicing the principles in their spheres
of influence. As a result of the potential vulnerabilities of the organization
that became apparent during the pandemic, the leader had introduced the
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concept of “Everyone Teach One” to provide backup and overcome
potential issues that could emerge due to reliance on and absence of a fol-
lower fulfilling a particular role. It was necessary for the leader to win the
trust and buy-in of senior followers to ensure the success of the concept in
the organization and thereby the longevity of the organization in any cri-
sis. Consequently, the leader related how his followers were “finding new
levels of trust” and adjusting to him as their leader coaching them in
recent months.

L3 said he placed a priority of his leadership relationship with his indi-
vidual followers, as he emulated the example set by Christ in modeling
servant leadership. The leader explained that he expected his followers to
grow in their relationship with him and to emulate servant leadership,
which he saw demonstrated increasingly among most of his followers. The
leader wanted to see his followers serving and caring for people.

RQ10: To What Extent Do You See Evidence of the Influence
of Your Leadership on Your Followers’ Behavior, with Specific
Reference to the Eight Constructs of Sevvant Leadership?

L1 said he saw increased performance and commitment among his follow-
ers who were “not afraid to raise suggestions and innovation.” The leader
explained that the organizational culture increasingly encouraged creativ-
ity, commitment, and engagement. The leader identified an example from
his organization involving innovation, commitment, and excellence in
teamwork at a recent international agricultural show. The hard work of the
remote teams involved demonstrated “hearts that are committed, not just
hands.” The leader referred to the role of coaching in enhancing the self-
esteem of some team members throughout this process and said the orga-
nization’s performance resulted in praise for the project from other
organizations. The leader stated that he sought to encourage followers to
flourish and for them to gain, rather than lose, trust and integrity. In offer-
ing his assistance to one of his followers, he told of how his followers had
gained the liberty to ask for advice and explained that seeing evidence of
his followers increasingly working together as a team was liberating. The
leader said the servant leadership culture was engendering trust and
affirmed the followers as individuals. Two of the followers had told the
leader that they achieved certain goals through the trust and humility of
working together.
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L2 said that of one his senior followers, L2F6, strongly embraced and
advanced servant leadership. Empowerment was among this follower’s
strongest qualities, and she demonstrated reciprocity in her leadership. An
area of value was her oversight of a group of young professionals in the
organization, in which there was significant evidence of her leadership
influence and excellent feedback from the organization’s clients regarding
the young professionals’ high levels of excellence in service. The leader
said that recent evidence demonstrated how the follower’s mature team
was able to function at high levels of excellence without the oversight and
presence of the follower, L2F6. The leader further said that the high levels
of expectation and buy-in to the dynamics were less well developed at
some of the other branches of the organization; however, his senior fol-
lowers at the branches, with whom he kept in close communication and
whom he coached, were persevering in the development of strong teams
and servant leadership constructs in practice.

L3 said he saw the evidence of humility as the strongest construct
among his senior followers, although in newer followers this was less evi-
dent, as they were still being integrated into the organization’s unique
culture. The leader spoke of seeing followers developing from extreme
introverts into followers who engaged with increasing depth and sponta-
neity, taking responsibility for vision casting. The culture of the organiza-
tion was such that academic standing was not a conscious focus among
followers. The development of high levels of trust and strong relationships
among the followers was evident, despite the demands associated with the
24-hour access nature of their service organization. The leader identified
the changes that took place due to the pandemic, which caused followers
to withdraw relationally. This situation took an intentional process to
restore, which included specific prayer at that time. The leader shared the
fulfillment he experienced in seeing followers emulate servant leadership,
the examples of personal development in completing qualifications, achiev-
ing greater relational growth, and seeing “people grow, come out of
themselves and blossom.”

DiscussioN

Patterson’s (2003) model of servant leadership, Winston’s (2003) cyclical
model indicating leader—follower influence, and Cerff and Winston’s
(2006) Extended Model of Servant Leadership with the Inclusion of
Hope formed the foundation of the research in this study that utilized the
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eight constructs of servant leadership to explore leader—follower influence
in a southern African context. The study focused on three servant leaders
and four followers of each leader and aimed to explore the extent to which
the leaders demonstrated the eight constructs of Cerft and Winston’s
(2006) model in their unique flow, commencing with Agapao love,
through the lens of the followers, and the potential influence that the lead-
ers’ behavior might have had on the followers. The reciprocal relationship
created in Winston’s (2003) model was also explored. The two research
questions that were developed to represent each construct covered the
potential leader—follower influence. Two additional questions that were
developed for gathering data from the leaders sought to provide insights
from the lens of the leaders.

During the data collection, the enthusiasm to participate in the study,
the authenticity and vulnerability of all the respondents were outstanding
characteristics. Securing appointments for the interviews was a quick pro-
cess, except for the unavailability of a few respondents in remote areas and
others who worked to serve clients in emergencies. The length of the
interviews with the followers who were respondents was generally longer
than anticipated because the respondents were both open and enthusiastic
in their responses, which supported the healthy servant leadership culture
in which they functioned. The quality of the data was richer and deeper
than anticipated due to respondents’ willingness to serve by adding value
to the research.

From the first interview, it became consistently apparent that the lead-
ers fulfilled the criteria for servant leaders, that the positive leader—follower
influence was exceptionally high, that the data supported Winston’s
(2003) cyclical model, that the followers emulated servant leadership con-
structs, and that both leaders and followers saw the evidence of the value
of practicing servant leadership. The practice of servant leadership was
applied effectively in the workplace and in the respondents’ personal lives.
The followers took ownership of servant leadership principles and new
followers in one of the organizations demonstrated their early ownership
of the value and strength of servant leadership constructs. The leaders
responded to the two questions they were asked with enthusiasm and
insight. The leaders were encouraged and inspired through the initial
feedback from the trends and general results of the data that were col-
lected from the followers.

Several of the respondents displayed awareness of desiring to and the
advantages of emulating the servant leadership constructs in the



66 K. CERFF

workplace and in their personal lives. It became clear that many of the fol-
lowers were becoming or had become servant leaders in their own sphere
of influence. The leader—follower influence had caused them to become
servant followers—a construct that could be explored in more detail.

The responses from followers demonstrated their grasp of the servant
leadership constructs and the flow, commencing with Agapao love. L1F3
and L2F5 pointed out the apparent overlap of some of the constructs,
noting that one construct was a preparation for another and that the con-
structs worked together to effectively achieve empowerment though
their leader.

The data of the study relating to hope support the value of leaders and
followers surrounding “themselves with high hope leaders, thereby con-
tinuously and deliberately nurturing a culture of high hope in themselves,
since hope is a choice” (Cerft, 2021, p. 21).

The three organizations which the respondents represented were from
vastly different industries. The remote leadership component of L1 and
his followers represented a multinational organization; however, the
results of the study among this group were consistent with those of the
other two organizations despite these differences. A common key compo-
nent was the mindfulness, presence, and availability that defined the rela-
tionship with the leader in each of the three organizations. All four
followers of L1, three of whom did not have English as their first lan-
guage, spoke of their leader being a “close leader,” giving expression to
the relational dynamics that were common among all the leader—follower
relationships associated with this leader.

The open, spontaneous responses and the content provided by the fol-
lowers during the interviews supported the reality of the constructs being
practiced continuously by the leaders and being emulated in the leadership
behavior of most of the followers. The extent of the emulation in some of
the senior followers was more marked than in others. Some of the follow-
ers said that they were acutely conscious of the rare privilege of working in
the servant leadership culture of their organization and were enthusiastic
about the culture being replicated in other organizations. The data that
were collected support the continuous dynamic leader—follower influence
taking place in the three organizations—before, during, and after the
pandemic.

The deliberate and costly efforts of practicing servant leadership con-
structs during the prolonged crisis of the pandemic, as well as other crises,
underpin the true personal and financial costs of practicing biblical
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leadership standards when demonstrating Agapao love. The raw cost of
upholding the servant leadership practices in principle, despite the impli-
cations of the financial cost, is further evidence of the follower focus of a
true servant leader. The principle of applying servant leadership constructs
amid pressure and crisis is a challenge to the servant leader’s true belief in
Micah 6:8: “He has told you, O man, what is good; and what does the
Lord require of you, but to do justly, to love mercy, and to walk humbly
with your God?”

Two followers were vulnerable and conveyed stories about serving
beyond the call of duty due to loyalty to the leader and the great need that
the situation required. These acts were accomplished willingly, but at sig-
nificant cost to the followers and their families. The apparent blurring of
personal boundaries could cause tension in families and in organizations,
and both leaders had shown their appreciation for their followers’ sacri-
fices and sought ways to overcome the challenges that were encountered
to ensure wise stewardship in similar circumstances in the future. These
special sacrifices of followers did not go unnoticed and were handled with
wisdom and foresight planning by the leaders and followers. The conge-
nial atmosphere and culture in the organizations made it possible for these
potentially difficult aspects to be addressed wisely and sensitively.

Recommendations for Further Reseavch

Further research on leader—follower influence from a servant leadership
perspective would serve to shed light on the dynamics of the interchange
in the unique relationships and cultures of organizations globally where
servant leadership is practiced.

There would also be value in ascertaining how different cultures and
regions responded to leader—follower influence from a servant leadership
perspective. Some of the respondents said that the servant leadership con-
structs were contrary to the culture with which they were familiar and
drew positive aspects from servant leadership that enhanced their interper-
sonal relationships at work and at home.

CONCLUSION

This study was undertaken to investigate leader—follower influence from a
servant leadership perspective in a southern African context. The out-
comes of the study demonstrated the unique leader—follower influence
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from a servant leadership perspective in a southern African context,
thereby validating Patterson’s (2003) original seven-construct model,
Winston’s (2003) cyclical model, and Cerft and Winston’s (2006)
extended eight-construct model. The use of the eight constructs and the
cyclical nature of the model to develop the research questions further vali-
dated the model, commencing with Agapao love and flowing continu-
ously toward service as the final construct.

A unique dimension of the study was that the respondents spontane-
ously raised the way the practice of the eight constructs of servant leader-
ship were able to function and adjust to the untenable levels of pressure
and economic and personal crises during the prolonged strain of the pan-
demic. The high levels of the continuous and sincere practice of servant
leadership constructs and leader—follower influence during this period
demonstrated the extent of the commitment of the servant leaders and
served to further validate the effectiveness of the leader—follower influence
and gain additional respect from their followers.

The followers provided many examples relating to their leaders that
supported Greenleaf’s (1997) statement that the “servant leader is servant
first” (p. 1). The data collected from the followers supported the concept
that the influence of servant leaders on their followers is closely aligned to
the leadership style and associated constructs as leaders who both inten-
tionally and through their inherent nature embrace and advance the con-
structs of servant leadership in all aspects of their leadership interaction.
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CHAPTER 4

Navigating Toxic Followership Through
Strategic Communication

Hanisha Besant

INTRODUCTION

“Any organization will be only as successful as those at the bottom are will-
ing to make it.”—Gen. Bill Creech

This chapter will discuss the role of the follower in creating dynamics that
can either help or hurt a leader’s communication and leadership effective-
ness. Followers within an organization can be identified based on many
characteristics, including their rank within an organization’s hierarchical
structure, performance, loyalty, humility, and personality type (Billsberry,
2009; Thomas et al., 2017; Boswell, 2015). Observations of followers
have led to broadly categorizing them as good or bad. As the term “bad”
suggests, bad followers are toxic or harmful to the organization (Thomas
et al., 2017). It is essential to remember that leaders face the challenge of
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communicating and leading good and bad followers and are under pres-
sure to do so in a manner that fosters productivity and healthy work
culture.

It is hard to deny that communication is essential to leadership
(DeChurch et al., 2010). The communication approach between a leader
and a follower can depend on a leader’s leadership style, among other fac-
tors. Some models of communication that address communication styles
between leaders and followers include the groundwork of Tanenbaum and
Schmidt (2009) on decision-making styles and leadership, Likert’s (1961,
1967) participative decision management theory, and Richmond and
McCroskey’s (1979) management communication style. In most leader-
ship styles, communication is interpersonal, where both the sender of the
message and the receiver of the message are involved in the communica-
tive event. This means that the followers are active participants in the pro-
cess of communication. The burden of communication is on the leader
and the follower. The models mentioned above will be discussed, consid-
ering the dynamics between leaders and the actions of good and bad
followers.

Situations created by bad followers can lead to organizational conflicts
and impede efficiency and morale. Navigating negative situations created
by bad followers and coming to a resolution requires skill and strategic
communication from a leader (Maxwell, 2005). Some scholars and leader-
ship experts offer insights into conflict resolution. The chapter will also
explore their recommendations and address the application of conflict
resolution strategies in the context of bad followers.

COMMUNICATION STYLES OF LLEADERS

Richmond et al. (2013) recognize that most leaders face two primary
responsibilities: concern for the task and the workers or people. Both these
responsibilities require communication between leaders and followers.
Different leadership approaches address the two concerns with various
communication styles. Based on their work on decision-making styles, and
leadership, Tannenbaum and Smidt (2009) identify four dimensions of
communication styles that leaders demonstrate. These include telling, sell-
ing, consulting, and joining. The dimensions span a continuum that moves
from autocratic communication to democratic communication.

The telling style is a top-down communication approach where direc-
tives come from the leader, and the followers must obey. This
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communication style lacks concern for the subordinate and is usually task
oriented. This is similar to what Likert (1961, 1967) classified as exploi-
tive authoritative in his participative decision management theory. Leaders
following this communication style do not trust followers. Followers are
not involved in decision-making. The atmosphere where this is employed
as the predominant communication style is filled with fear and mistrust,
and employees are reluctant to communicate with their supervisors. It is
fair to assess that the tell communication style is not the healthiest approach
to communication for an organization. The leader controls the communi-
cation, and the follower has little say.

The selling style has persuasive elements. The leader who adopts this
communication style tries to persuade the followers that the decisions
should be accepted. When the decisions are challenged, the leader uses
more persuasion to sway the followers’ opinions. This approach can be
compared to Likert’s (1961, 1967) benevolent authoritative management
style. Leaders make most decisions, but few are carried on to followers for
their contribution. In this structure, leaders have just a little faith in their
followers. If subordinates violate protocol, they know they will be chas-
tised, and their leader can become exploitative authoritative in their
approach. This style creates a sense of uncertainty where followers can
walk on eggshells around the leader. Though some leaders may get away
with this communication style, critical thinkers and high performers will
likely have an issue with this approach.

Consulting involves leaders making decisions only after the issue is
presented to followers, and a discussion has happened. The leader makes
the final decision after considering the followers” input. The well-being of
the followers is considered in this style. Likert’s (1961, 1967) consulta-
tive management style is similar. Leaders have substantial trust and faith
in some followers who are generally involved in top management and
make decisions for the organization. Decisions that pertain to subordi-
nates are made at lower levels. There is a sense of responsibility toward
the organization across the board. Both leaders and followers are involved
in communication. However, the leaders hold the ultimate decision-
making power.

In the join approach, the leader lays the parameters for decision-
making for the followers. The power to make decisions is in the hands
of the followers as long as they remain within the scope given to them.
Decisions are based on majority opinion. This approach is the most
democratic dimension of the communication spectrum of the leadership
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communication style. Leaders and followers are equally important regard-
ing communication and decision-making impact.

According to Richmond et al. (2013), the favorite communication style
of most employees is the consult communication style because they are
not responsible for the final decision. However, a study by Hamzah (2017)
revealed that leaders who desire high organizational productivity should
employ a join communication style. Employees are responsible for setting
the target and deciding how to achieve the target. They are engaged in the
decision-making process and the productivity of the organization. In the
join approach, it is essential to note that communication happens fre-
quently and across the board. It is vital to have an environment where
good followers influence communication and perceptions rather than
toxic followers.

The consult and join approaches to communication and leadership
styles are essential in creating healthier organizations. However, it is essen-
tial to realize that the more leaders adopt these communication approaches,
the more power is shared with followers. The more power followers have,
toxic followers can cause more harm to the leaders and organizations they
are involved with. Considering the significant role followers play in influ-
encing leaders and organizations, the issue of bad followership must be
taken seriously. Leaders should adopt strategies to mitigate risks caused by
toxic followers. This chapter proposes a three-step approach to assess and
mitigate such risk. The first step in the process is to identify the difference
between good and bad followers. The second step is to identify the degree
of toxicity and the threat posed by the toxic or bad followers. The third
step is confronting the toxic follower using conflict resolution communi-
cation strategies.

GooD AND BaDp FOLLOWERS

Overview of Studies on Good and Toxic/Bad Followers

In the early 1900s, the focus of leadership studies was on the role of the
leader. A leader was considered the focal point of an organization’s engine;
the head of the proverbial body that directed the growth and design of its
functionality. The chief was the one who carried the DNA of greatness,
whereas the followers were passive recipients of orders from their superiors
(Baker, 2007). The idea that leaders were the center of attention in a
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leader-follower relationship was noted by Follett (1996). She admitted
that around the 1930s, a well-accepted view was that a person was either
a leader or not of much significance (Baker, 2007). High value was placed
on the leader while the followers were disregarded. Individuals with out-
standing abilities and skills that were usually inherent emerged as leaders.
It was assumed that a person had to be born with the qualities of a leader.
Leadership development was unheard of (Galton, 1900).

The idea that followers served a passive or insignificant role in an orga-
nization started losing ground as theories advocating active followership
gained momentum in the post-World War II era. Follett (1996) was
among the first to propose that followers played an active part in maintain-
ing the leader’s control over a given situation. Hollander and Offermann
(1990) assert that leadership and followership are active responsibilities.
Heifetz’s (1999) observations are in tandem with Hollander, Offermann,
and Follett. He contends that good leaders develop followers that are
capable of being responsible. Gilbert (1990) sees leaders and followers as
partners. Pittman et al. (1998) claim that a partnership is the best relation-
ship between a leader and a follower. Kelley (1991) promotes a partner-
ship where the leader and follower are accountable for the organization’s
outcomes, and both play equally important roles.

Though a leader and follower hold equally advantageous positions
within the structure of an organization, a dance between leading and fol-
lowing is necessary for productivity to happen. Only some people can
assume the role of giving directions, and someone needs to submit and act
on the directions. Barnard (1987) claims that a leader’s authority depends
on a follower’s willingness to collaborate. Hansen (1987) agrees with
Barnard that an active follower is essential for the efficacy of a supervisor.
Only if a subordinate responds appropriately to the supervisor’s instruc-
tions does the supervisor hold legitimate power. Litzinger and Schaefer
(1982) point out that followers are active in an organization as they can
obey or disobey a leader. Followers understand the organization’s goals
and can keep the leader accountable to take actions within the boundaries
of the goals. If a leader acts outside the guidelines and expectations of a
follower, they have the choice not to obey the leader. There is a difference
between followers who actively obey and follow their leader and those
who rebel against them. The following section looks closely at the differ-
ence between such followers.
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The Difference in Behaviors Between Good and Bad Followers

The literature on active followership establishes the active nature of fol-
lowership. However, the action does not equate to goodness. Therefore,
active followership is only sometimes synonymous with good follower-
ship. Active and good followers support leaders’ authority by providing
helpful feedback to them. They provide insights into work-related chal-
lenges as well as triumphs. They only sometimes agree with the leaders
when appropriate course correction is in order. In essence, they are not
passively subservient to all that the leaders have to say (Follett, 1996).
Hollander (1992) expresses that initiative can come from someone other
than the leader. Followers must take the initiative too. Chaleft’s (1995)
The Courageous Follower proposes that a leader’s courage is displayed
when they are less dominant, whereas followers display courage in being
more dominant. The courageous follower is willing to take on responsibil-
ity, help, challenge the leader to grow, actively engage in the change pro-
cess when needed, and disagree with the leader when their actions harm
the organization.

Similarly, Litzinger and Schaefer (1982) emphasize that good followers
keep their leaders accountable for the objectives and purpose of the orga-
nization. A good follower paves the way to being a good leader. A leader
must follow the organization’s purposes as perceived by their follower
(Litzinger & Schaefer, 1982).

The importance of good followership is especially evident in their abil-
ity to provide support and exert positive influence within the organization.
Apart from being loyal, they are accountable, honest, united in purpose,
and help keep the team focused (Leonard, 2021). In other words, good
followers are eftective. Kelley (1988) describes effective followers as those
who express enthusiasm, are intelligent, and are independent or self-reliant
in their participation.

In contrast to working with effective followers, leaders face the reality
of bad or toxic followers. Leonard (2021) explains that bad followers are
everything good followers are not. Toxic followers are not necessarily
unintelligent. They are usually critical thinkers but use their intellect
against the organization and the leaders for personal gain, immoral or
illegal purposes (Billsberry, 2009; Thomas et al., 2017; Boswell, 2015).
While good followers actively engage in a constructive relationship with
their leader, a bad follower is an unwilling follower that deprives the leader
of the power to exert authority (Barnard, 1987). Ineffective followers
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tend to place a tremendous amount of value on the hierarchy of an orga-
nization. They possess a victim mentality and feel they lack power and the
ability to produce a change healthily and effectively. They resort to manip-
ulative tactics to alleviate their fears and fulfill their agenda over the orga-
nization’s or their team’s welfare (Kelley, 1988). Usually, bad followers are
either incapable or simply unwilling to work cohesively with a team. To
compensate for their lack of competence, they are not shy to adopt unethi-
cal or immoral strategies to exert control and influence on the team
(Leonard, 2021).

Apart from being manipulative, toxic followers are chronic complain-
ers. They must constantly find flaws in the leader’s decision-making pro-
cess and find their leaders incompetent despite evidence suggesting
otherwise (Pease, 2017). Bad followers are often arrogant and blind
toward their incompetence. They instead shift the blame on the leader
than accept their own mistakes. A toxic follower’s actions can ultimately
sabotage an organization’s goals if not appropriately addressed (Leonard,
2021). The real danger of these traits starts to brew when bad followers
covertly turn other followers against the leader (Pease, 2017). Boswell
(2015) acknowledges that the effects of toxic leaders are indeed a reality
and the outcome of their toxicity “impacts morale and works upward as
well as downward.” However, Boswell emphasizes that toxic followers are
inevitably more hazardous because “they affect all levels of the rank struc-
ture.” He says, “Not only do they spout venom amongst followers and
peers, but also adversely impact the leader.”

To avoid being blindsided by toxic followers, it is vital to recognize
them within an organization. Several researchers have attempted to cate-
gorize followers into types. Most of the archetypes of followers expose
personality traits in an organizational context. The next part of the chapter
addresses types of good and bad followers and the toxicity levels displayed
by bad followers.

Types of Good and Bad Followers in Organizations
and Levels of Toxicity

The categorization of followers into types can be traced back to Burns
(1978). According to Burns, types of followers include passive, participa-
tory, and close followers. It is essential to understand that all these types of
followers play an active role in the organization regarding the impact of
their responsibility toward the leader and organization. Passive followers
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in an organization provide “indiscriminatory support” (p. 68) in exchange
for favors. Participatory followers desire to be a part of the leadership
group and selectively negotiate support depending on the favors they
receive. Close followers are technically co-leaders but reliant on the leader.
The least manipulative followers in the categories described by Burns
(1978) are the close followers who carry a certain amount of the weight
and responsibility of leadership but fully understand that they must follow
the leader and depend on the leader’s vision to make their decisions. They
do not compete with the leader but instead resort to healthy boundaries
in their functionality. The two other types of followers, passive and partici-
patory followers, described by Burns, present a potential for toxicity
depending on the type of favors they expect from the leader and the extent
to which they would withhold support if they did not receive what they
demanded. The benefits demanded should be fair, within the organiza-
tion’s policies, and without unethical or immoral implications.

Passive followers are perhaps the least on the spectrum of potential
toxicity because they offer undiscriminating support in exchange for ben-
efits. Participatory followers display ambition toward leadership and seek
favors through strategic negotiation. If gone unchecked, their ambition
for leadership and penchant for strategic bargaining has the potential to go
awry. The leader needs to keep a close eye on the types of demands partici-
patory followers place in exchange for their support toward them and the
organization. Also, a leader must pay attention to the level of withdrawal
from support if the demands of participatory followers are not met and the
impact of such revocation of support on the performance of a unit. When
participatory followers are unwilling to provide essential support and
employ manipulative tactics that make it impossible for the leader to
decide whether to grant a favor impartially, they demonstrate toxic traits
that need to be managed.

Another popular follower typology used in leadership studies is Kelley’s
(1988) followership typology (Thomas et al., 2017). Kelley (1988) identi-
fies five types of followers within an organization: effective followers, sur-
vivors, alienated followers, sheep, and yes-men. Each type of follower
displays unique patterns in their roles within an organization. Kelley
(1992) addresses the power held by each type of follower in his five-
typology model of followers. The first type, eftective followers, hold posi-
tive power as they gear their thoughts and actions toward fulfilling their
leader’s and the organization’s vision. They are efficient, can manage their
time and resources well, are straightforward, and maintain credibility.
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Effective followers are good at troubleshooting and initiating important
projects without requiring much from their leader. They do not yield to
toxic behavior and are the most desirable within an organization (Thomas
et al., 2017). In their communication with their leaders, they might
express disagreements. However, they overcome their disagreements or
reach a place of compromise and continue working toward building the
organization.

The second type of follower in Kelley’s (1988) model is the survivor.
Survivors, as their name suggests, survive change. They are high in adapt-
ability and change with the organizational atmosphere depending on what
it takes from them to subsist. They tend to be unstable in their ideals,
values, and ethics because they readily alter them depending on the situa-
tion they face. Survivors usually have an ultimate agenda and are willing to
endure anything to fulfill their ulterior motives. Their goals are usually
self-serving and do not have the leader’s or organization’s best interests in
mind. To them, people in the organization are cogs in a machine and can
be used as they please to serve their purposes. These characteristics in a
follower can create a high level of toxicity for the leader by influencing
them negatively to do possibly cruel things. Some leaders, with the proper
toxic support, are capable of brutal behavior (Thomas et al., 2017).
Survivors communicate what they must do to slip into the change. They
are the politicians of the organizations. Their words can vary from one
moment to the next, but their loyalty to the leader appears steadfast to the
leader. They use this as a manipulative tactic to maintain the leader’s good-
will while leaving a trail of chaos for others around them. Leaders that do
not fall prey to the unscrupulous tactics of survivors find themselves clean-
ing messes caused by them. These dynamics cost the leaders time,
resources, and, ultimately, the organization’s productivity.

Kelley (1988) describes the third type of followers as alienated follow-
ers. These followers do not believe in their leader or the authority model
adopted by the organization. The absence of goodwill makes them an
opposing force. They tend to quietly follow the instructions of the leader
when told to do something. In Kelly’s model, alienated followers passively
resist the leader’s authority while still serving them. Though passive, this
can cause toxicity simply because of these followers’ negative disposition
(Thomas et al., 2017). They do not necessarily communicate their dis-
agreement with the leader. They are more passive in their communication
style and prefer to stay “drama-free.” It is hard for leaders to please such
people, but they do not face a direct threat from alienated followers.
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According to Kelley (1988), the fourth follower type is sheep followers.
These followers do not apply critical thinking skills. They live moment by
moment without taking any initiative to create utility and lack responsibil-
ity for their actions. They essentially follow their leader blindly.
Consequentially, they become toxic when their leaders ask them to do
something wrong and lack the courage, awareness, or capability to resist
their wishes (Thomas et al., 2017). The toxic leader controls their com-
munication, and they are easily intimidated into silence. Their silence or
even support of the leader under duress can encourage toxic behavior in a
leader. A leader that does not have underlying toxic traits can avoid the
toxic effects of sheep followers.

The fifth type of follower is called yes-men. They share