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PART I Ð LEADERSHIP IN MANAGEMENT STUDIES  

1. WHAT IS LEADERSHIP?  

Leadership is one of the most popular subjects in business writing in the last decades. Its 

popularity can be easily explained. Managers and CEOs realized that there bad and good sides 

of leadership and that the quality of leadership directly and greatly influences an organizations 

performance. It is said that Òpeople are the most valuable asset of an organizationÓ, yet they 

have to be led in a way that allows delivering most of what the company is producing or 

allows having the best quality of the service the company provides. Company bosses 

understood that there is good and bad leadership and they started investing in trainings and 

programs that raise awareness of positive leadership activities. 

One could therefore say that leadership has become a product of mass consumption due to the 

fact of its popularity. There is some truth in this, because bookstores are flooded with books 

titled ÒPerfect Leader in One WeekÓ or ÒLeadership in a NutshellÓ. My experience so far 

shows that no one can become a leader in a very short period of time. He can only lay some 

groundwork for becoming a great leader in the future, but to understand leadership, to develop 

the proper mindset and start delivering results to a business organization one needs a lot of 

time and experience. WhatÕs more, there is no one proper answer to the questions Òhow does 

one become a leader?Ó or Òwhat is the best leadership style for a business organization?Ó 

The authors and leadership gurus have their specific methods and they often believe these 

methods are the best because they led them to success in life or business. But if one has the 

big picture, one can discover that leadership poses a lot of questions to which there is no clear 

answer. Among these are the following: 

¥ Are leaders born or created? 

¥ Is it best to have one style of leadership or adjust them to the situation? 

¥ Can anyone become a leader? 

¥ What is the best style of leadership? 

¥ What is charisma? 
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I will try to answer these questions in this thesis and I will also provide my views on one of 

the leadership styles Ð servant leadership. This thesis will also focus on leadership in business 

organization, on leadership as a tool for more productivity and faster growth. I will also 

present my own 5CÕs model of leadership Ð I believe that courage, communication, creativity, 

consistency and competence are the five most important areas of traits that a leader needs to 

possess to be effective. 

The essence of leadership cannot be easily grasped. It should not be expressed by words; it 

should rather be expressed by actions. The essence also comes from within Ð as with many 

managerial topics, the topic of leadership deals a bit with business management and a bit with 

psychology. In this thesis I will show both the business side of leadership consequences, but 

also the self-teaching (psychological?) side of the sources of leadership. Self-teaching can 

deal both with the soft side of leadership (changing oneÕs mindset), but also with hard 

analysis and frameworks (e.g. Myers Briggs Type Indicator as a tool for recognizing work 

potential among employees). 

Finally, one has to ask the question: Why do we actually talk about leadership so much? The 

answer is very simple Ð because it has a huge impact on the organization. Even Jim Collins in 

his book ÒGood to GreatÓ tried to define the factors which lead a company to over perform. 

And even though in his preliminary studies he decided not to talk about leadership, he was not 

able to write a book about companies going from good to great without mentioning leadership 

as one of the factors Ð yet he defined a new type of leadership, ÒLevel 5 LeadershipÓ, which is 

very similar to servant leadership. Therefore it is true to say, that great companies often owe 

their greatness to visionary and successful leadership.
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2. DEFINITIONS OF LEADERSHIP  

Leadership due to being very intangible can be defined in many different ways. Throughout 

my studies I have encountered many different definitions. The best way to define leadership 

seems to be defining it through quotes of past inspirational leaders. These quotes often grasp 

the essence of leadership and provide people with a Ògut feelingÓ of what leadership is. 

Academic definitions very often deal only partly with what leadership is Ð I can speak about 

the best definitions I have encountered, but none of them included all the elements of what 

leadership is. Therefore defining leadership is a very hard task. What makes it even harder is 

the fact that there are many different types of leadership depending on the environment Ð 

business, political, military or in social organization. There is also something that can be 

called Òpersonal leadershipÓ and is related to leading oneÕs life in a manner consistent with 

oneÕs values. It was even once said Òthat there are as many definitions of leadership as people 

who try to define itÓ1. 

Let me start with a couple of quotes, which I believe grasp the idea of leadership very well: 

¥ Chester Bernard: ÒLeadership is the ability of a superior to influence the behavior of a 

subordinate or group and persuade them to follow a particular course of action.Ó 

¥ U.S. Air Force: ÒLeadership is the art to of influencing and directing people in such a 

way that will win their obedience, confidence, respect and loyal cooperation in 

achieving common objectives.Ó 

¥ Peter F. Drucker: ÓManagement is doing things right; leadership is doing the right 

things.Ó 

Scholars have also defined leadership. These definitions focus more on the objectives and are 

very pragmatic. They define the actions of leadership, the consequences and sources, but 

often fail to highlight the inspirational part of leadership. James A.F. Stoner in his famous 

management textbook defines business leadership as the Òprocess of managing and 

influencing the actions of group members, focused on group objectives.Ó2 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
1 B.M. Bass, StogdillÕs Handbook of Leadership: A Survey of Theory and Research, Free Press, New York 1990, 
p. 7 
2 James A.F. Stoner, Management (Polish Edition), PWE, Warszawa 1997, p. 453 
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Other definitions focus on either defining the person behind leadership Ð the leader Ð or focus 

on the objective of leadership and show how leadership helps to accomplish the task of an 

organization: 

¥ Alan Keith (Lucas Digital): ÒLeadership is ultimately about creating a way for people 

to contribute to making something extraordinary happen.Ó 

¥ Harry Truman: ÒMy definition of a leader . . . is a man who can persuade people to do 

what they don't want to do, or do what they're too lazy to do, and like it.Ó 

Most definitions of leadership do have some common denominators. Grouped all together, 

they would probably make for a perfect definition grasping all aspects of leadership, 

regardless of the environment in which it is exercised: 

¥ Leadership helps to attain the goals of an organization or a team. 

¥ Leadership is different from management, although it cannot exist without 

management. 

¥ Leadership is exercised by a person who influences or persuades his subordinates and 

is successful at doing that. 

¥ Leaders have a certain set of traits, from which I believe the most important ones to be 

the three CÕs Ð courage, communication skills and consistency. 

¥ Leaders are extraordinary people, who, very often, put the needs of others before their 

own. 

¥ Leadership is art and cannot be grasped by mathematical or numerical formulas. 

Very often leadership is confused with great motivational skills. This is not true, because 

motivation, similarly to management or administration, is just a part of leadership. A leader 

can motivate his people, but if he is not able to have the courage to do the right thing or he 

compromises on the core values of a company to achieve short-term success he will not 

deliver long-term results and will therefore fail in leading an organization towards its long-

term objectives. Therefore motivating a team of people is one thing, but knowing where to 

lead a well-motivated and hard-working team of people is another thing. 

I personally believe that leadership is best defined by quotes and actions of former great 

leaders. In this work I will not use any particular definition of leadership, but I will stick to 

my personally-developed 5CÕs model of leadership.
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3. LEADERSHIP STYLES  

Throughout history leadership has been classified by scholars into many different styles. It is 

fairly easy for all of us to define the basic differences between a leader who is authoritarian 

and abuses his power and a leader who is democratic and looks for consensus and agreement 

before taking a decision. But there is more to that. In general different leadership styles can be 

divided into two groups Ð objective-oriented and people-oriented.   

It is also very important to notice that a perfect leader is the one who can be somewhat of a 

chameleon. He or she will be able to adjust the leadership style to the current situation. For 

example during a normal project day at a business organization it is probably best to have a 

democratic style of leadership, but during moments of crisis an authoritarian approach might 

be more beneficial for the organization. Styles need also to be adjusted to the environment 

and to the type of organization Ð it is hard to imagine a military platoon with a democratic 

style of leadership.  

Among the most known styles of leadership are (dates indicate moment of first publication): 

¥ The bureaucratic leader (1905) 

¥ The charismatic leader (1905) 

¥ The autocratic leader (1939) 

¥ The democratic leader (1939) 

¥ The laissez-faire ("let do") leader (1939) 

¥ The people-oriented leader (1967) 

¥ The task-oriented leader (1967) 

¥ The servant leader (1977) 

¥ The transformation leader (Burns, 1978) 

¥ The environment leader (2005) 

All these styles have important differences. The bureaucratic leader will follow procedures 

and will not encourage change Ð it seems like a recipe for disaster for a business organization, 

but not for university or hospital. On the other side we have the transformation leader will 

encourage change as long as it is beneficial for the company Ð even if it surpasses the vision 

of the company. The charismatic leader can be dangerous Ð since he can influence his 
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subordinates to the job very efficiently he or she needs to be very careful in expressing the 

companyÕs vision. It is easy to express views which are beneficial for the short, rather then 

long-term sustainability. The Òlet doÓ leader, who does not give a lot of feedback nor does he 

supervise his or her employees can be useful in organization where the employees are highly 

experienced. Yet, this style often leads to bad service or failure to meet deadlines. 

Environment leaders are using many influence skills (NLP language) to achieve the result 

they are looking for, but at the same time they are doing their best to develop new leaders in 

all levels of the organization. It is a highly manipulative type, but very beneficial in the long-

term. 

Yet, my favorite style of leadership remains the one described by Robert K. Greenleaf in the 

70Õs Ð servant leadership. I will focus on it later on in my thesis, but it is fair to describe this 

leader shortly by saying that a servant leader is an instrument in the hands of his employees Ð 

he facilitates goal accomplishment and puts the needs of his employees before his own or her 

own.
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4. LEADERSHIP MODELS  

Even though it is considered to be on the very Òsoft sideÓ of management ideas, leadership in 

business organizations was modeled in a number of different ways. Leadership models 

usually only show part of the truth about leadership and are, therefore, only partly relevant. 

Yet, the whole concept of economics lies in understanding the underlying models, which, not 

always hold an answer to every economic situation. Therefore I believe that understanding the 

models of leadership can help in understanding leadership as a whole. 

I will present in detail three leadership models Ð The Functional Leadership Model, The 

Leadership Grid and The Four Framework Approach. A number of other models has been 

developed but I will talk about them superficially. 

 

THE FUNCTIONAL LEADERSHIP MODELS3 

A model proposed by John Adair (1973) argued that it is not who you are but what you do 

which establishes you as a leader.  A leader needs to balance the needs of the task, the team 

and the individual, shown clearly in the diagram below in his 3 circle model.  The effective 

leader carries out the functions and demonstrates the behaviors appropriate to the circles, 

varying the level according to the needs of the situation.  The leader whilst balancing the three 

circles, sits in his/her helicopter above the process, ensuring the best possible overview of 

what is happening.4 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
3 Wikipedia: The Functional Model of Leadership, http://en.wikipedia.org/wiki/Functional_leadership_model. 

4 Leadership Models and Theories, http://www.stewart-associates.co.uk/leadership-models.aspx 
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These three areas are derived from John Adair's "three circles" model of leadership that has 

been used with some success in the British military. It is considered to be too much of an over 

simplification by many. 

Leadership behaviors can be divided roughly into three types that meet needs in the above 

three areas: 

¥ Substantive, or behaviors directly relevant to performing the group's task, such as 

proposing possible solutions or providing important information;  

¥ Procedural, or behaviors that help direct the group's discussion, such as developing 

group procedure or testing the degree of agreement among members; and  

¥ Maintenance, or behaviors that improve the relationships among the members, such 

as encouraging silent members or facilitating open discussion.  

Any member can perform these behaviors, and so any member can participate in leadership. It 

was once thought that members always specialized in one type or another, but while that can 

happen it is not necessarily the case. 

The functional leadership model places more emphasis on how an organization is being lead 

rather than who has been formally assigned a leadership role. This allows the analysis to 

spend less time looking at the person who has formally assigned authority and instead focus 

on how the leadership function is actually taking place. 
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THE LEADERSHIP GRID5 

Robert Blake and Jane Mouton developed another theory called the Leadership Grid, focusing 

on production/relationship orientations uncovered in the Ohio State and Michigan University 

studies.  They went a little further by creating a grid based on LeadersÕ concern for people 

(relationships) and production (tasks).  It theory suggest there is a best way to lead people the 

9,9 way. 

 

 

 

 

The Seven Managerial Grid Styles: 

 

(9,1) Ð Authority-Compliance; Managers in this position have great concern for production 

and little concern for people.  They desire tight control in order to get tasks done efficiently.  

They consider creativity and human relations to be unnecessary. 

I expect results and take control by clearly stating a course of action. I enforce rules that 

sustain high results and do not permit deviation. 

(1,9) Ð Country Club Management; Managers in this position have great concern for people 

and little concern for production.  They try to avoid conflicts and concentrate on being well 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
5 Ibidem. 
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liked.  To them the task is less important than good interpersonal relations.  Their goal is to 

keep people happy.  

I support results that establish and reinforce harmony. I generate enthusiasm by focusing on 

positive and pleasing aspects of work. 

(5,5) Ð Organization Man Management; Often termed middle-of-the-road leadership.  Leaders 

in this position have medium concern for people and production.  They attempt to balance 

their concern for both people and production, but they are not committed. 

I endorse results that are popular but caution against taking unnecessary risk. I test my 

opinions with others involved to assure ongoing acceptability. 

(1,1) Ð Impoverished Management; Leaders in this position have little concern for people or 

productivity, avoid taking sides, and stay out of conflicts.  They do just enough to get by. 

I distance myself from taking active responsibility for results to avoid getting entangled in 

problems. If forced, I take a passive or supportive position. 

PAT Ð Patternalistic [depending on situation it is either (1,1) or (9,9)] Ð ÒFather Knows 

BestÓ Management; A style in which reward is promised for compliance and punishment 

threatened for non-compliance. 

I provide leadership by defining initiatives for myself and others. I offer praise and 

appreciation for support, and discourage challenges to my thinking. 

OPP Ð Opportunistic (depending on situation it is one of the five styles) Ð ÒWhatÕs In It 

For MeÓ Management; In which the style utilized depends on which style the leader feels will 

return him or her the greatest self-benefit. 

 

I persuade others to support results that offer me private benefit. If they also benefit, thatÕs 

even better in gaining support. I rely on whatever approach is needed to secure an advantage. 

(9,9) Ð Team Management; This style of leadership is considered to be ideal.  Such managers 

have great concern for both people and production.  They work to motivate employees to 

reach their highest levels of accomplishment.  They are flexible and responsive to change, and 

they understand the need to change. 
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I initiate team action in a way that invites involvement and commitment. I explore all facts 

and alternative views to reach a shared understanding of the best solution.6 

 

FOUR FRAMEWORK APPROACH7 

In the ÒFour Framework ApproachÓ Bolman and Deal (1991) suggest  that leaders display 

leadership behaviors in one of four types of frameworks: Structural, Human Resource, 

Political, or Symbolic. The style can either be effective or ineffective, depending upon the 

chosen behavior in certain situations.  

Structural Framework  

In an effective leadership situation, the leader is a social architect whose leadership style is 

analysis and design. While in an ineffective leadership situation, the leader is a petty tyrant 

whose leadership style is details. Structural Leaders focus on structure, strategy, environment, 

implementation, experimentation, and adaptation.  

Human Resource Framework 

In an effective leadership situation, the leader is a catalyst and servant whose leadership style 

is support, advocacy, and empowerment while in an ineffective leadership situation the leader 

is a pushover, whose leadership style is abdication and fraud. Human Resource Leaders 

believe in people and communicate that belief; they are visible and accessible; they empower, 

increase participation, support, share information, and move decision making down into the 

organization.  

Political Framework 

In an effective leadership situation, the leader is an advocate, whose leadership style is 

coalition and building. While in an ineffective leadership situation the leader is a hustler, 

whose leadership style is manipulation. Political leaders clarify what they want and what they 

can get; they assess the distribution of power and interests; they build linkages to other 

stakeholders, use persuasion first, and then use negotiation and coercion only if necessary.  

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
6 Grid International, http://www.gridinternational.com/gridtheory.html 
7 Concepts of Leadership, http://www.nwlink.com/~donclark/leader/leadcon.html 
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Symbolic Framework 

In an effective leadership situation, the leader is a prophet, whose leadership style is 

inspiration. While in an ineffective leadership situation, the leader is a fanatic or fool, whose 

leadership style is smoke and mirrors. Symbolic leaders view organizations as a stage or 

theater to play certain roles and give impressions; these leaders use symbols to capture 

attention; they try to frame experience by providing plausible interpretations of experiences; 

they discover and communicate a vision.  

This model suggests that leaders can be put into one of these four categories and there are 

times when one approach is appropriate and times when it would not be. Any one of these 

approaches alone would be inadequate, thus we should strive to be conscious of all four 

approaches, and not just rely on one or two. For example, during a major organization change, 

a structural leadership style may be more effective than a visionary leadership style; while 

during a period when strong growth is needed, the visionary approach may be better. We also 

need to understand ourselves as each of us tends to have a preferred approach. We need to be 

conscious of this at all time and be aware of the limitations of our favoring just one approach.  

 

OTHER LEADERSHIP MODELS8 

¥ Theory X and Theory Y 

¥ FielderÕs Contingency Model 

¥ Path-Goal Theory 

¥ The Leadership Diamond9

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
8 Ibidem. 
9 Peter Koestenbaum, Leadership The Inner Side of Greatness, Jossey-Bass Publishers, San Francisco 1991, p. 
83 



16 
 

 

5. CAN ANYONE BECOME A LEADER?  

Every businessperson knows a story of a person who over performs in daily tasks and delivers 

more than is expected. After some time this person is promoted to a managerial position. In 

one day he or she becomes a boss, suddenly has people to manage, to lead. And the most 

unexpected thing happens Ð this person stops delivering and it is apparent that leadership is a 

task that overwhelms this person. At the same time the opposite often happens. A person that 

performs well, but simply meeting expectations one day becomes a boss and flourishes, 

suddenly showing leadership potential that no one supposed he or she would have. 

According to Daniel Goleman such situations can be explained by using the concept of 

emotional intelligence. According to Goleman there are three categories of skills: technical 

skills (like accounting and business planning), cognitive abilities like analytical reasoning and 

skills associated with emotional intelligence. 

Goleman believes that emotional intelligence in respect to leadership in organizations can be 

seen in five areas, five skills a leader can possess: 

¥ Self-Awareness 

¥ Self-Regulation 

¥ Motivation 

¥ Empathy 

¥ Social Skills 

A great leader would have all of these and according to Goleman all of these can be learned. 

Below you can find a description of what all of these five traits exactly mean: 

The Five Components of Emotional Intelligence at Work 

 Definition Hallmarks 

Self-Awareness The ability to recognize and 

understand your moods, 

emotions, and drives, as well as 

their effect on others 

¥ Self-confidence 

¥ Realistic self-assessment 

¥ Self-deprecating sense of 

humor 

Self-Regulation The ability to control or redirect ¥ Trustworthiness and integrity 
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disruptive impulses and moods 

 

The propensity to suspend 

judgment Ð to think before 

acting 

¥ Comfort with ambiguity 

¥ Openness to change 

Motivation The passion to work for reasons 

that go beyond money or status 

 

A propensity to pursue goals 

with energy and persistence 

¥ Strong drive to achieve 

¥ Optimism, even in the face of 

failure 

¥ Organizational commitment 

Empathy The ability to understand the 

emotional makeup of other 

people 

 

Skill in treating people according 

to their emotional reactions 

¥ Expertise in building and 

retaining talent 

¥ Cross-cultural sensitivity 

¥ Service to clients and 

customers 

Social Skills Proficiency in managing 

relationships and building 

networks 

 

An ability to find common 

ground and build rapport 

¥ Effectiveness in leading 

change 

¥ Persuasiveness 

¥ Expertise in building and 

leading teams 

 

Goleman highlights the important of all five traits, but at the same time he says that it is 

possible to learn all five skills although perseverance and the desire to change are crucial.  

This brings a partial answer to one of the hotly debated questions of leadership Ð are leaders 

born or created? There are definitely some genetical conditions which make it easier for some 

people to be good leaders. One could say that looks (height?) sometimes help. At the same 

time there experiences in life which also shape the way we think and act. The way in which 

we were raised as children is very important. Yet, even though some of us ÒstartÓ from a 

better position, I believe that all of us can reach the same level of leadership skills. GolemanÕs 

research seems to prove that, but there is also common sense. For example the simple aspect 

of maturity Ð as people grow older, they become more self-aware and experienced. This 
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contributes to them performing better at different tasks. Among those tasks is leadership. It is 

by no coincidence that so much importance is devoted to seniority in Japan Ð people truly 

believe that older people can be better leaders. 

Therefore I would support a statement that people are born with different ÒlevelsÓ of 

leadership insight, but I would also support the notion of people being able to become better 

in leadership with time passing by. Therefore a person with no leadership skills, but a strong 

desire to change might actually outperform a person who was said to become a great leader 

one day while being a child. 

What is very important while learning leadership and becoming a better leader is absolute 

self-awareness and the ability to criticize oneself. It is important to ask other people about 

their feedback (I will talk about the importance of 360¼ feedback later) and to admit oneÕs 

weaknesses. A very strong desire to change is also important Ð this is very often triggered by 

dramatic events in which a person realizes that his or her behavior over the years was wrong. 

Goleman describes an example of a business executive who was one day faced with the 

reality of his employees not reporting to him bad news because they were afraid of the 

executiveÕs temper. 

People who want to change their behavior in order to become better leaders have many tools 

to use. I will describe them in the third part of my thesis, but the tools I mean are usually 

psychological tests like the Enneagram, the MyerÕs Briggs Type Indicator or DiSC. These 

help in becoming more self-aware because they indicate the weaknesses and strengths of our 

character. 

What is also very important for future leaders to understand is the importance of leadership in 

an organization. With great leaders teams over perform and tasks are finished faster. Even 

though many leadership ideas seem to be more associated with psychology than business 

management, investing in leadership seminars, raising awareness and devoting time to 

changing oneÕs behavior are tasks that ultimately benefit the company. And it is great to know 

that leadership can be learned.
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6. WHAT IS CHARISMA?  

Whenever speaking about leadership the term ÒcharismaÓ is often used. Actually, in the past 

years it has been very overused and according to a noted leadership scholar Bernard Pass Ò[it 

has] come to mean anything ranging from chutzpah to Pied Piperism, from celebrity to 

superman status. It has become an overworked clichŽ for strong attractive and inspiring 

personality.Ó10 

Usually when thinking about charisma we see a leader who delivers a flaming speech and 

inspiring the masses. But is charisma solely about public speaking? Probably not. Among the 

definitions of charisma is one which defines it as extreme charm and ÒmagneticÓ quality. In 

general studies have shown that people who are considered to be charismatic are simply more 

animated than other people. They will be more likely to touch someone while talking, they 

will  speak louder, clearer and will establish a much better rapport than more people. 

If we define charismatic people as simply energetic people in the most positive of ways than I 

am not sure if it a great trait for a leader. We like to follow energetic people, but the simple 

fact of them being energetic does not imply that they are good leaders, that they are 

committed to integrity and that they care about their employees. Therefore energetic people 

who do not possess leadership skills might be a huge problem for an organization. If 

employees start following them it might be disastrous for the company. 

Because of this fact it is very important for a company to ensure that they hire people who 

possess leadership skills, not solely the enthusiasm and energy.

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
10 E.L. Deci with R. Flaste, Why We Do What We Do: Understanding Self-Motivation, Penguin Books, New 
York, 1995 
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7. EXAMPLES OF LEADERSHIP  

When it comes to leadership there is one issue most scholar and leadership practitioners agree 

on. And that is the fact that in leadership actions are much more important than words. 

Therefore I have gathered information about five leaders from four different environments 

representing five different leadership ideas. All of them are renowned leaders from American 

history. After presenting a brief background of a leader, I will present a leadership idea he 

was devoted to and the consequences of his devotion. 

a) Political Leader Ð Ronald Reagan Ð Leadership shown in: Communication 

Ronald Reagan was the 40th American President in the years 1981-1989. Elected from 

the Republican Party he gathered bipartisan support from both aisles of the Congress. 

Many did not believe Reagan would be competent enough to lead a nation, but he has 

proven to be one of the greatest presidents in American history. He is mostly known 

for taking down the Soviet Union, which he named the ÒEvil EmpireÓ. When leaving 

office he had unprecedented huge support which was growing from the first day in 

office. During the 1984 presidential elections there was only one state that would not 

vote for Reagan. 

How did Reagan gather this massive public support? And why is he a figure highly-

praised and missed even today? Most scholars believe this was the case because of 

ReaganÕs fantastic communication skills. While in office he earned the nickname of 

ÒThe Great CommunicatorÓ. In times of crisis he would address the nation and deliver 

hope. His negotiations and relations with other world leaders, especially Gorbatschov, 

lead to the dismantling of the Soviet Union. His candor also earned him a lot of 

supporters Ð during the National Air ControllersÕ strike ReaganÕs communication 

skills helped him in dealing with a crisis and with assuring the national that everything 

is alright. 

b) Military Leader Ð John McCain Ð Leadership shown in: Integrity 

John McCain is known today mostly for being the Presidential candidate in the 2008 

elections. But his biography is not only political related; he had a huge military 
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background. During the Vietnam War McCain was a pilot and was shot down during a 

mission over Hanoi. He was then captured and tortured for nearly five years. 

McCainÕs leadership during that time was shown in his amazing integrity and devotion 

to the country. Since he was the son of an American admiral he was given the 

possibility of leaving the POW camp earlier, before others. Based on a code of honor, 

which said that the first soldiers to leave the camp are the ones who entered it first, he 

would refuse to obey, even though he knew he would regret his decision later. He did 

Ð he was tortured, but even then he would not change his mind and he firmly stood to 

his principles. If it were not for integrity, McCain would simply leave the camp and 

probably no one would ever hear about him again. 

c) Religious/Social Leader Ð Martin Luther King Jr. Ð Leadership shown in: Courage 

The United States had to deal with slavery for many years and even after it was 

abolished racism was widespread and it was very hard to eliminate it. In that time 

many great leaders, leading the civil right movement, were born Ð among them Martin 

Luther King Junior, who is very well known for his ÒI have a dreamÓ speech. The 

speech was given one year before the Congress has passes the Civil Rights Act of 

1964. 

During the 60Õs and 70Õs racism was common and Martin Luther King Jr. knew that 

his actions were a lot of opposition. He was also aware that this opposition might be 

lethal one day in the form of racists from Ku Klux Klan for example. King received 

numerous death threats, but he still kept on doing what he believed was right to do. In 

1968, one day before his assassination he said that he is not scared of anyone and he 

believes that the United States will not face racism in the future anymore. His courage 

gave hope to many people. 

d) Business Leader Ð Jack Welch Ð Leadership shown in: Empowerment 

For many business management students around the world Jack Welch is an idol and 

Òmanagement celebrityÓ. Jack Welch was the CEO of General Electric between 1981 

and 2001. He was a highly-regarded figure because of his innovative management 

ideas and an amazing leadership style. General Electric under his leadership became 

one of the best American companies. 



22 
 

Welch wrote a lot of books about leadership and he continues to write about 

management and leadership for ÒBusiness Week (U.S. Edition)Ó. His leadership was 

shown in many areas, but he was most well-known for empowerment. Thanks to 

effective delegation and sharing power he was a great motivator and the people he 

lead respected him a lot and enjoyed their work at the same time.  
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8. LEADERSHIP TRAITS & THE 5C MODEL  

During any leadership seminar, workshop or lecture dealing with the subject it is a common 

exercise to place people in groups and try to come up with as many traits of a good leader as 

possible. Usually these exercises bring an impressive number of traits and it is actually very 

hard to distinguish the ones that are most important. Or maybe there is no one important trait? 

I personally believe that most of the leaders, regardless of their environment - be it political, 

business or military Ð will have a few traits common to all of them. It is important to note that 

I am talking about exercising successful leadership, because there are leaders who are simply 

bad at their job.  

Distinguishing leadership traits is hard because many traits are simply deriving from other 

behavior. For example being visionary can be a product of being creative and thinking boldly.  

What is more some traits are very beneficial to the organization, while some might actually 

undermine its development. Everything depends on context. 

I will deliver a list of traits in accordance to my own, personally-developed 4C model and I 

will also present the results of a study conducted by James Kouzes and Barry Posner. 

My 5C model is based on grouping most traits of great leaders into four groups: 

¥ Consistency Ð very often called ÒintegrityÓ, it is the ability to say what one thinks and 

do what one says. It is also related to keeping oneÕs promises and having values to 

which one sticks. 

¥ Courage Ð the courage to break ranks with oneÕs own team; the courage to do what is 

not widely accepted or is, even, widely opposed. 

¥ Communication Ð exceptional communication skills which allow communicating the 

vision, to express oneÕs views on different situations. 

¥ Creativity Ð it allows creating a vision and also lets a leader think that nothing is 

impossible and anything can be achieved. 

¥ Competence Ð has the knowledge of what he is doing, has the tools to do it, knows 

what and how to do it, is intelligent and hard-working 

I believe that all four of these are interconnected and have a relation with each other. Let me 

present you therefore what I would call the mind of a leader: 
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 Consistency Courage Communication Creativity Competence 

Consistency - - - - - 

Courage Being honest 

and keeping 

values at all 

times 

- - - - 

Communication Keeping oneÕs 

word and not 

flip -flopping on 

issues 

Saying what is 

right to say and 

being 

straightforward 

- - - 

Creativity Coming up with 

non-standard 

solutions which 

are within our 

values 

The ability to 

think bold 

Being able to 

communicate 

with everyone 

- - 

Competence Working hard 

and delivering 

results above 

expectations. 

Being able to 

tell other people 

that they are 

doing a bad job. 

Explaining the 

subject at matter 

with ease 

Being able to 

relate the 

problem at hand 

to other areas 

- 

Below is a list of traits grouped in the 5CÕs order: 

CONSISTENCY 

¥ Honest 

¥ Integrity (Consistency) 

¥ Fair-minded 

¥ Loyal 

¥ Trustful 

¥ Self-confident 

COURAGE 

¥ Courageous 

¥ Straightforward 

¥ Decisive 

¥ Unselfish 

COMMUNICATION 

¥ Communication skills 
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¥ Inspiring 

¥ Persuasive 

¥ Tactful 

¥ Emotionally stable 

¥ Empathetic 

¥ Enthusiastic 

CREATIVITY 

¥ Visionary 

¥ Creative 

¥ Imaginative 

¥ Broad-minded 

¥ Bold in thinking 

COMPETENCE 

¥ Competent 

¥ Intelligent 

¥ Hard-working 

¥ Judgment 

¥ Credible 

There is also the question of modesty. According to Jim Collins it is something that differs 

good leaders from great leaders. 

James Kouzes and Barry Posner have also created a survey among 700 people around six 

continents asking them to name 7 traits of a leader. They repeated the study three times Ð in 

1987, 1995 and 2002. Their study concluded that only four traits received at least 50% of the 

votes in all three editions. These were honesty, forward-outlook, competency and the ability 

to inspire.  

 Percentage of Respondents Selecting That Characteristic 

Characteristic 2002 Edition 1995 Edition 1987 Edition 

Honest 88 88 83 

Forward-looking 71 75 62 

Competent 66 63 67 

Inspiring 65 68 58 
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Intelligent 47 40 43 

Fair-minded 42 49 40 

Broad-minded 40 40 37 

Supportive 35 41 32 

Straightforward 34 33 34 

Dependable 33 32 33 

Cooperative 28 28 25 

Determined 24 17 17 

Imaginative 23 28 34 

Ambitious 21 13 21 

Courageous 20 29 27 

Caring 20 23 26 

Mature 17 13 23 

Loyal 14 11 11 

Self-Controlled 8 5 13 

Independent 6 5 10 

 

To conclude it is also necessary to notice that people change their beliefs about what is an 

essential leadership trait in accordance to the current news. For example after the Enron 

scandal many people would note that ÒhonestyÓ is a leadership trait while after the 11th of 

September terrorist attacks they would call ÒcourageÓ as one of the most important traits. 

It is very important to understand though that leadership often depends on the context and that 

ÒchameleonsÓ who can adapt their style to every situation are a very rare occurrence. What is 

more, in some situations some leadership traits are great while in others they might pose a 

threat to an organization. Therefore leadership always has to be analyzed contextually. 
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9. RECOGNIZING A LEADER  

¥ Physical appearance 

¥ Empathy 

When talking about recognizing leaders among us, in the workplace, the essential question 

needs to be asked: Why would anyone want to recognize or find people with leadership 

potential? There are two possible answers. An employee of the company might want to do it 

because he is looking for people with leadership potential in order to mentor them so that they 

might become better leaders in the future. Or it might work the other way Ð a person might 

look for a mentor to become his or hers apprentice. 

I believe that finding leaders among us is very difficult. It is much easier to recognize the 

leadership potential in someone who is already in a high position Ð it is also easier to see such 

a personÕs mistakes. But it is very difficult to recognize leadership potential among our peers, 

who are given day-to-day tasks. Even though it is difficult it can be accomplished. 

In accordance to the 5C leadership model that I have developed it is quite easy to recognize 

leaders. I have introduced questions which might be helpful in this process under each of the 

5CÕs components. If one can say that the person we are examining is possessing most of the 

5CÕs traits then the company has found a candidate with a probably high leadership potential. 

¥ CONSISTENCY 

o Is the person doing what he said? 

o Is the person keeping his word? 

o Does he talk about values and their importance? 

o Do you believe he has any values that he follows? 

o Is the person caring about the companyÕs values? 

o Is the person feeling bad about breaking his word or promises? 

o Do you trust this person? 

o Is he honest? 

 

¥ COURAGE 

o Does she always speak her mind? 
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o Is she willing to have an opposing point of view if it can damage her career? 

o Is she putting other peopleÕs needs before her own? 

o Is she a yes-man? 

o Does she give into peer pressure? 

o Would she try to accomplish something that other think is impossible? 

 

¥ COMMUNICATION 

o Is he always easy to understand? 

o Do I feel he is listening to me? 

o Is he asking questions during the conversation? 

o Is he a good public speaker? 

o Can he influence other people? 

o Can he make his point easily? 

o Is he appropriate? 

o Does he listen to advice? 

o Is he candid? 

 

¥ CREATIVITY 

o Does she lay out a vision of how the company should look like? 

o Does she have a lot of ideas? 

o A lot of good ideas? 

o Does she often look for a Òthird wayÓ during negotiations and problem-

solving? 

o Does she have a big-picture or is she rather detail-oriented? 

o Is she bringing a fresh outlook on processes realized in the old way? 

 

¥ COMPETENCE 

o Is he a good manager? 

o Can I ask him for advice? 

o Does he know what he is doing? 

o Is he helpful in my work? 

o Do I treat him as an expert in his field? 
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There are the essential questions that one needs to himself or herself when searching for 

leaders. Empathy is also very important Ð we need to understand that different people behave 

in different ways and someone who is not candid might still be a great leader and there is a 

rational reason for him or her not being candid. Also one should not give into the feeling that 

someone is leader because of his appearance or because of the first impression. Unfortunately, 

human beings are programmed in a way which makes the first impression very important. It 

also makes physical appearance seem important Ð for example taller people are usually 

regarded to be better leaders11. If anyone feels he or she is giving into such feelings it is 

probably best to think of Napoleon and his Ònon-leadership postureÓ. 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
11 Robert Cialdini, Influence: The Psychology of Persuasion, Collins Business, New York 2006 
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10.  DIFFERENCES BETWEEN MANAGERS AND LEADERS  

When big corporations were first formed and a new corporate world became reality the need 

to lead it in some way was developed. This need was addressed by creating what is known 

today as Òthe managerÓ. Managers are leaders of companies on all its levels Ð we hear about 

CEOs, who are high-level managers, we hear about mid-level managers and managers at 

lower levels. Some of them deal with people; some of them deal with specific tasks. Managers 

are therefore responsible for leading the company. But are they really leaders? 

I believe that every manager is a leader, but not necessarily a good one. There are two 

conclusions which I draw from that statement. First of all, not every good manager can be a 

great leader. Secondly, every great leader is also a very good manager. Both managers and 

leaders view the opposite as a tool. Managers view leadership as a tool for influencing other 

people to realize the tasks at hand faster and more effectively. Leaders view management as a 

set of tools which need to be handled in a specific way, which enhances the individualÕs work 

and through the passion of working helps in achieving the goals of an organization. 

The differences between effective leadership and effective management can be seen very 

often. They actually seem like a debate between idealism and pragmatism. Where 

management is focused on effectiveness and being as practical as possible, leadership will 

rather focus on the idea and vision and sticking to principles. Therefore I believe that 

management is a way to achieve short-term objectives of the companies, while leadership 

looks at the Òbig pictureÓ and tries to address long-term concerns of a company. 

Yet, both kinds of people cannot live without each other. Leaders lay out the vision, 

communicate it and ask others to follow them in their attempt to change the business reality. 

Managers are crucial for the vision to be realized Ð they are hardcore executives who do what 

they are told to do. And even though they might not realize it, they are usually following the 

vision through doing their tasks Ð they might not realize the Òbig pictureÓ, the background of 

their work. Therefore both leaders and managers need each other Ð one might say that leaders 

are the brains of the organizations while managers are its body. 
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Differences between managers and leaders have been studied by many scholars. Among them 

is Abraham Zaleznik who, in his famous Harvard Business Review article12, laid out the 

differences between the two. He was one of the first scholars to describe managers as 

pragmatic planners and leaders as inspirational visionaries. Warren Bennis in 1989 also laid 

out some differences and he described them in twelve points:13 

1. Managers administer, leaders innovate; 

2. Managers ask how and when, leaders ask what and why; 

3. Managers focus on systems, leaders focus on people; 

4. Managers do things right, leaders do the right things; 

5. Managers maintain, leaders develop; 

6. Managers rely on control, leaders inspire trust; 

7. Managers have a short-term perspective, leaders have a longer-term perspective; 

8. Managers accept the status-quo, leaders challenge the status-quo; 

9. Managers have an eye on the bottom line, leaders have an eye on the horizon; 

10. Managers imitate, leaders originate; 

11. Managers emulate the classic good soldier, leaders are their own person; 

12. Managers copy, leaders show originality. 

What is very interesting is the fact that many leadership styles (or management styles) are 

simply a mix of both leadership and management. Therefore while talking about leaders and 

managers one cannot talk in absolutes, for every person involved in business activities is both 

a manager and a leader to some degree. It is also in a companyÕs interest to develop leaders 

out of people who are great managers, so that they can be promoted and in the future they can 

lead the company with a vision, not only managerial skills. 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
12 Abraham Zaleznik, Harvard Business Review on The Mind of a Leader (Article: ÒManagers and Leaders: Are 
They Different?), Harvard Business School Press, Boston 2005, p. 73 
13 Bennis, W., On Becoming a Leader, Addison Wesley, New York 1989 
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11.  POWER AND LEADERSHIP  

Very often when talking of leadership and leaders the person involved will have an image of 

Òthe one in chargeÓ Ð the person that holds power over others. This can bring an image of a 

leader who leads thanks to formal power, not managerial skills or empathy. In order to deal 

with this problem one needs to understand what power is. One of the definitions states that 

power Ò(É) has been defined in several different ways. It can be defined as potential 

influence or as enacted influence. Power may be viewed as influence over the attitudes and 

behavior of people or as influence over events.Ó14 Therefore it seems that power is related to 

influence. Yet one needs to understand that influence can be exercised in both a positive and a 

negative way. WhatÕs more influence is the product of power, rarely is it the other way round. 

It also has to be stated here that there are two main types of power Ð formal and informal. By 

formal power one can understand the power given to a manager in a hierarchical organization, 

like the army. A general has power over a lieutenant only because he is higher in the ranks, 

not because he has more people willing to give their lives for the generalÕs cause. This type of 

power often facilitates leadership, because in some organizations orders need to be followed 

no matter what. In the military it is a model which is necessary for the well-being of the 

organization. Yet, in some organizations hierarchical structures and formal power can be very 

toxic. Formal power can be easily abused in business organizations where playing office 

politics can be a daily routine. Formal power can also be a product of cronyism or politics, not 

effectiveness and results. 

The other type of power is informal power which is more related to leadership then its formal 

counterpart. Where formal power seems to be a sort of title, informal power is simply the trust 

and belief of the subordinates that a person can do his task better than others, that a person is 

capable of leading others. It often happens during teamwork projects, especially in schools. 

Leaders are almost never defined upfront, but if you ask the team members, after the project is 

finished, who was the leader they usually point at the same person. Such a person does not 

have any title, but was willingly given the Òinformal powerÓ to lead, because of his or her 

skills and the ability to persuade others. 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
14 Aoife Brennan, Patricia Ferris, Stephanie Paquet, and Theresa Kline, The Use and Abuse of Power in 
Leadership, University of Calgary, p. 4 
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Such power comes from different sources, it depends on the environment Ð for example in the 

army even though some people are naturally given informal power, they cannot really 

exercise it in military structures. Whereas during teamwork projects in business schools 

students easily use the informal power to lead their team to a success.  Even though many 

people will receive informal power because of their leadership skills they might not be able to 

use it because of the environment. 

Therefore formal power is a tool for a leader, while informal power is simply the product of a 

leaderÕs potential. Both can be used in positive or negative ways. I already talked about the 

fact that it is often very hard to discover leadership potential in individuals. Very often people 

who are outspoken will not be great leaders; they will be selfish and will not care about the 

people whom they are leading. Yet, they will be given informal power because of their 

outspokenness. This work vice versa. People who seem quiet and isolated might actually care 

a lot about others and might thrive as leaders, but because of their personality they might not 

receive informal power. Still, at the moment they are promoted and receive formal leadership 

they can gain the trust of others easily. Power therefore is a risky tool Ð it can elevate 

incompetent managers to leadership positions, but on the other hand it might be a way to find 

leadership stars in a team. 

This also brings us to the conclusion that some leaders need power. Great leaders, who have 

not yet been spotted, probably need in the beginning of their careers in order to gain other 

peopleÕs trust and to start striving as leaders. When trust is gained and a reputation is formed 

they do not need the formal power and informal power comes as a result of their actions. It 

might also be said that informal power is always necessary for successful leadership because 

it is nothing else but the trust of the people that are being led. 

There also seems to be a correlation between the feeling of powerlessness and a dictatorship 

style of leadership. Powerlessness can be defined as the lack of the feeling that a person is in 

control of his or her life. Dictatorship and authority facilitates the feeling of control. This is 

why the idea of empowerment on all levels of a corporate structure is very important. 

Empowerment is the idea of giving power to others; it is about delegating tasks to 

subordinates. Many managers have huge problems with learning how to delegate tasks and 

because of that fact their subordinates are not able to strive in an organization. What is a very 

interesting paradox is the fact that by giving more power to subordinates a leader gains more 
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power himself Ð it is not a zero-sum game where one person loses and another wins, it is 

actually exactly the opposite. 

Yet, one has to remember that there will always be managers who will feel powerless and will 

not delegate their authority. This brings me to another conclusion. For young leaders on entry-

level positions in business organizations, or for mid-level managers dealing with their bosses 

it is important to stand up to ÒbulliesÓ and to be a whistleblower. Whenever a leader can see 

that his or she boss is not competent and does not exercise effective leadership, or that he or 

she abuses power, it is necessary to report this. One needs to remember that people rarely quit 

companies; they usually quit managers Ð because of lack of empowerment and poor 

leadership. 
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PART II Ð SERVICE MODEL OF LEADERSHIP  

1. WHAT IS SERVANT LEADERSHIP?  

Servant Leadership, also known as the service model of leadership, is a leadership style first 

described in the 1970Õs by Robert K. Greenleaf. According to Greenleaf servant leadership 

begins Òwith the natural desire to serveÓ15. Servant leadership is about serving communities 

and serving the people in order to make a positive impact on the lives of others. It is about 

putting the needs of other people before our own and having a leadership style which 

facilitates achieving that goal. 

This leadership style is very well-known to mankind. It might never have been called Òservant 

leadershipÓ, but it is deeply embedded in our cultures and religions. Christian faith was based 

upon its leader, Jesus Christ, who was known to have said that he did not come to be served, 

but to serve. Mother Teresa said Òthere is joy in transcending self to serve othersÓ. The Jewish 

Talmud says Òall men are responsible for one anotherÓ. An Islamic text from the Hadith of 

Bukhari states that Òthe best of men are those who are useful to othersÓ. The classic Taoist 

text, the ÒTao Te ChingÓ, says that Òthe way to Heaven is to benefit others and not to injureÓ. 

Thw whole concept of Buddhism was based on the purpose of doing good or at least not 

harming others. Other great thinkers, who shared the idea that serving others is beneficial not 

only for the society, but also for us, were Aristotle, Cicero, Albert Schweitzer or Martin 

Luther King Jr. 

Therefore we can say that serving others has been highly valued for thousands of years. But 

why do we talk about leadership in this context? One could say that leadership is the very 

opposite of serving. Not exactly Ð in servant leadership serving is the primary objective and 

leadership is just a tool we use to facilitate serving others. Servant leaders will most likely use 

their skills and knowledge to benefit others. And in the process they will do everything to help 

those in need, among them the ones they lead. 

Robert K. Greenleaf defined two types of leaders: servant-first and leader-first leaders. The 

latter are focused on material aspects of life, on fame, power drive and material possessions. 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
15 Kent M. Keith, The Case For Servant Leadership, Paulic Press Inc., New York 1991, p. 10 
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Serving others is just a mean to acquire a position or wealth. Servant-first leaders, on the other 

hand, see serving others as a goal itself Ð they will not be interested in material possessions 

and many people will describe them as very humble. The best test for a leader to check if he 

or she is a servant leader is to ask him or herself whether the people who are served are 

growing as a person. Therefore, in the simplest of words Ð a servant leader is a leader who is 

focused on serving others. 

Servant leaders can be government officials, business executives, academic administrators, 

non-profit leaders, military commanders, coaches, but also friends and neighbors. What 

distinguishes these leaders from other people is the fact that they are focused on the needs of 

others, not their own. 

It is imperative to answer the question how servant leaders can be recognized in business 

organizations. How do we place servant leadership in a business context? Actually, it has 

already been said by many management theorists that putting the needs of others first is the 

foremost important trait of a great leader. Jim Collins, the author of ÒGood to GreatÓ defined 

it as Level 5 Leadership and said that great companies have had such leaders throughout 

history. Jack Welch, the former CEO of General Electric, wrote in one of his books that 

Òbefore you are a leader, success is all about growing yourself. When you become a leader, 

success is all about growing others.Ó 

Examples of servant leadership in business organizations can involve helping your friends 

with huge workload during times of crises Ð no matter whether they are your boss or your 

subordinate. It is also definitely about empowerment, letting other people grow Ð motivating 

people is easy for servant leaders, because people follow them naturally for the sake of having 

a growth opportunity. Employees know that the bossÕs actions not only have a profit 

objective, but also deliver personal growth opportunities for the employees. Even though it 

seems to be a bad business decision Ð to care more about the development of others than 

profit Ð it has profound long-term effects on the company. Declining short-term profit 

opportunities will deliver loyalty and motivation in the long-term. 
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2. EXAMPLES OF SERVANT LEADERS  

There are many examples of servant leaders in daily life. The literature which I use for the 

purpose of this thesis brings many examples, but I would like to focus only on examples from 

business life. Therefore I have selected three examples from Kent KeithÕs ÒThe Case for 

Servant LeadershipÓ and Jim CollinÕs ÒGood to GreatÓ, where he describes Level 5 

Leadership Ð which is nothing else but servant leadership under a different name. 

Eiichi Shibusawa was a Japanese industrialist who lived from 1840 to 1931. Shibusawa was 

born into peasant class. At the age of 27 he visited Europe, and came to understand the 

importance of industrial and economic development. When the Meiji Restoration began, he 

became a member of the elite Ministry of Finance. He left the ministry to become president of 

JapanÕs first modern bank. Using the bank as his base, he began building the economy of 

Japan by establishing businesses of all kinds. During his lifetime he founded and developed 

more than 600 industrial companies, creating tens of thousands of jobs.16 

ShibusawaÕs focus was on maximizing talent Ð developing human capital. He believed that 

good ethics and business should go together. He served as an unofficial management 

counselor, helping hundreds of civil servants, businessmen, and managers. He also organized 

training programs, supported higher education for women, and engaged in projects to promote 

social welfare. One of his legacies was the establishment of a famous university of 

economics. Shibusawa was a servant-leader, focused on building his nation by creating 

opportunities for his fellow countrymen.17 

Individuals make a difference. For example Will Hartzell (É) learned that each year 

contaminated drinking water causes the death of millions of people around the world. He 

made a deep personal commitment to change that. He developed solar water pasteurizers that 

are a simple, low-cost, long-term solution to the problem. In spite of all the ÒnaysayersÓ who 

told him it could not be done, he launched his company, Solar Water Systems in 1997. Since 

then Will and his colleagues have installed 2,500 solar water pasteurizers in 56 countries. The 

result is that 200,000 people in those countries no longer risk illness or death because of 

contaminated water. Will Hartzell is a servant-leader who saves lives every day. 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
16 Ibidem, p. 14 
17 Ibidem 



38 
 

Servant leaders are very well describer in Jim CollinsÕ ÒGood to GreatÓ. Let me present a 

small exempt from the book: 

ÒIn contrast to the very I-centric style of [other] leaders, we were struck by how the good-to-

great leaders didnÕt talk about themselves. During interviews with the good-to-great leaders, 

theyÕd talk about the company and the contributions of other executives as long as weÕd like 

but would deflect discussion about their own contributions. When pressed to talk about 

themselves, theyÕd say things like, ÒI hope IÕm not sounding like a big shot.Ó Or, ÒIf the board 

hadnÕt picked such great successors, you probably wouldnÕt be talking with me today.Ó Or 

ÒDid I have a lot to do with it? Oh, that sounds so self-serving. I donÕt think I can take much 

credit. We were blessed with marvelous people.Ó Or, ÒThere are plenty of people in this 

company who could do my job better than I do.Ó It wasnÕt just false modesty. Those who 

worked with or wrote about the good-to-great leaders continually used words like quiet, 

humble, modest, reserved, shy, gracious, mild-mannered, self-effacing, understated, did not 

believe his own clippings; and so forth.18 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
18 Jim Collins, Good to Great, HarperCollins Publishers, New York 2001, p. 27 



39 
 

 

3. DIFFERENCE BETWEEN THE SERVICE AND POWER MODELS 
OF LEAD ERSHIP 

In his definition of the servant-leader, Greenleaf distinguished between the servant-first and 

the leader-first. The servant-first lives the service model of leadership. The leader-first lives 

the power model of leadership. The power model is neither moral nor effective, while the 

service model Is both moral and effective. 

According to the power model, leadership is about how to accumulate and wield power, how 

to make people do things, how to attack and win. It is about clever strategies, applying 

pressure, and manipulating people to get what you want. A word that is often used is 

realpolitik. It means politics and the exercise of power with no reference to morality or 

ethics.19 

It is often the case that people focus not on using power, but on obtaining it. When they have 

the power they become wary of losing it and start ineffective leadership, based on fear and 

terror. This leads to another big problem with the power model of leadership Ð it promotes 

power as success. For servant leaders success is based on result and merit, while power is 

only a tool to obtain the results. Since power seems to be most important in other leadership 

styles they often promote toxic conflict between groups. The, often unfair, rivalry focuses on 

obtaining more power than the other group. Leaders who believe in the power model of 

leadership also become irrelevant in their actions. Their focus is on their, not the companyÕs 

well-being. Such people will always want more and more. This leads to corruption Ð both 

organizational and personal. 

What seems to very sad about the power model of leadership is the fact, that it has been 

promoted in literature throughout ages. The first person to write about it was Machiavelli in 

his book ÒThe PrinceÓ, first published in the XVth century. Since that time many people 

started believing that the key to success lies in being brutal and using power in every way 

possible. This belief is changing slowly in our present time. Yet still, there is a belief that a 

leader who listens, who bases his decisions on other peopleÕs opinions and who is modest will 

not be effective. Fortunately, more and more examples show that this is not true. 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
19 Kent M. Keith, The Case For Servant Leadership, Paulic Press Inc., New York 1991, p. 19 
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Servant leaders have a different approach towards power. They believe that power is just a 

tool to achieve results and success. They also consider power to be a gift and therefore are 

willing to share it (empowerment) or even give it up. One of the most often cited examples of 

a leader giving up power is President George Washington who decided not to run for 

president by the end of his second term in office. Even though the U.S. Constitution did not 

specify the maximum number of terms for a president every other commander-in-chief (until 

Franklin Delano Roosevelt) followed George WashingtonÕs principle. 

Such an approach makes a leader more trustworthy and honest. People like to follow such 

leaders. In the most simple of words servant leaders help people do things, while power 

leaders make people do things. The power model also adopts the pyramid as a basis for the 

organizations structure Ð the higher you are in the pyramid the more power you have. The 

pyramid does not exist in the service model, because every employee is empowered. 

Therefore Ð the power model is about grabbing, while the service model is about giving.20 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
20 Ibidem, p. 30 
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4. THE KEY PRACTICES OF SERVANT LEADERS  

Servant leadership is a way of life, but it is also a great tool for managers in leading 

organizations Ð public, private or non-profit, it does not matter. Practitioners of servant 

leadership defined seven key practices of servant leaders. I will name them and describe them 

in a few words: 

1. Self-Awareness 

Self-awareness is important for all leaders. Knowing your strengths and weaknesses 

helps in better development and in keeping your calm. Since servant leadership is 

based is build on the idea of helping others, one needs to understand himself first in 

order to help others understand themselves. Self-awareness is also part of emotional 

intelligence. 

2. Listening 

Even though it sounds trivial it is not. Listening to other people is a skill that needs to 

be developed and is particularly essential for servant leaders, who need to understand 

the problems of other people. Active listening is a skill that needs to be trained. 

3. Changing the Pyramid 

Servant leaders will often change the organizationÕs structure in order to empower 

other people and to break with the traditional power model of leadership. In a normal 

pyramid the employees at the top have ÒmoreÓ power than others do. In a servant 

leaderÕs pyramid the people at the bottom are the most important ones in a company, 

because they deal with the day-to-day realities of the business. 

4. Developing Your Colleagues 

True leaders understand that developing themselves is less important than developing 

the ones that follow them. Servant leaders will sacrifice their efforts and often well-

being for the well-being of other people. 

5. Coaching, Not Controlling 

Many leaders believe that day-to-day activities can be simply managed, noted down 

and then analyzed. ÒManagement By Walking AroundÓ became a very popular 

concept, but the truth is that walking around is not enough. Servant leaders will walk 

among the employees of the company and they will give advice ranging from different 
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topics, mostly personal development in the workplace and pieces of advice on how to 

do the job better. But most importantly they will focus on the people, not the task. 

6. Unleashing the Energy and Intelligence of Others 

Many leaders have what is called ÒcharismaÓ and thanks to it they are able to motivate 

the companyÕs employees. But not all of them are able to unleash the full potential of 

other people. Some do not do it because they are afraid that other people will diminish 

their position. Servant leaders do not have such thoughts Ð they will be more than 

happy to see other people thriving and using the skills at their best. 

7. Foresight 

Servant leaders also care about the vision, just like other leaders. The small difference 

is that a servant leaderÕs vision will usually focus on the social part of business, on 

helping other people and on having a company which is great to work for. It will be 

different than a vision defined by financial and material results.21 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
21 Ibidem, p. 31 
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5. THE PARADOXICAL COMMANDMENTS OF LEADERSHIP  

Leaders during their lives will often encounter situation which can be called ÒdifficultÓ. It is 

often the case that a nasty person, thinking about a short-term gain, will speak unfavorably of 

what we are doing. Or, even more, will try to destroy our efforts. But this does not mean that a 

leader should stop doing good, just because someone behaved inappropriately. Kent Keith 

mentions ten Òparadoxical commandmentsÓ, which guide leaders through such situations: 

 

1. People are illogical, unreasonable, and self-centered. Love them anyway. 

2. If you do good, people will accuse you of selfish ulterior motives. Do good anyway. 

3. If you are successful, you will win false friends and true enemies. Succeed anyway. 

4. The good you do today will be forgotten tomorrow. Do good anyway. 

5. Honesty and frankness make you vulnerable. Be honest and frank anyway. 

6. The biggest men and women with the biggest ideas can be shot down by the smallest 

men and women with the smallest minds. Think big anyway. 

7. People favor underdogs but follow only top dogs. Fight for a few underdogs anyway. 

8. What you spend years building may be destroyed overnight. Build anyway. 

9. People really need help but may attack you if you do help them. Help people anyway. 

10. Give the world the best you have and youÕll get kicked in the teeth. Give the world the 

best you have anyway. 

 

The paradoxical commandments are about finding meaning in the face of adversity. The 

paradox is very simple Ð even when the world is illogical and irrational a leader can still see 

the sense of his activities and can remain happy. Even though there is a lot of factors which 

cannot be controlled by leaders (external growth, terrorist attack etc.) they can do their best 

with what they have at a given moment. That is what guides the best leaders in their actions.22 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
22 Ibidem, p. 60 
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6. RELATIONS BETWEEN SERVANT LEADERSHIP AND 
BUDDHISM  

It might be surprising that a paper about leadership deals with a spiritual matter. What is more 

it is not just a religion, but it is Buddhism, a type of ÒreligionÓ which is found to be very 

exotic in Western societies. Yet Buddhism appears to have very similar principles to the 

principles of servant leadership. 

In order to understand those similarities, a few words need to be said about Buddhism itself. 

Buddhism is not religion as we know it. It is more a type of spiritual practice, somewhat a 

mind practice Ð its main focus is to develop a peculiar mindset which should end with what is 

called ÒenlightenmentÓ. By achieving enlightenment Buddhism practitioners lose all of their 

attachment to material world Ð they are no longer dependent on whatever happens on Earth 

and feel no bonding with material goods. It is believed that losing attachment can be achieved 

by training your mind in a specific way, usually through meditation. Yet, the idea of losing 

attachment does not mean nihilism, because Buddhist practitioners have a sole objective for 

their existence on Earth Ð doing well to other people, or if it is not possible, not harming them. 

The basic ideas of Buddhism are based on reincarnation Ð life after death. After a person dies 

his future life will be determined by the deeds of his previous life and they will also determine 

the ÒcreationÓ under which a person will be reborn. While talking about the principles and 

ideas it is also good to talk about some statistics Ð depending on the source, it is said that there 

between 230 and 500 million Buddhism practitioners around the world. 

Although it might sound very impractical and it seems as if these beliefs have absolutely no 

use for modern business, many similarities between Buddhism and leadership concepts can be 

found. Leadership is very often based on the idea of knowing yourself before you start leading 

other people Ð understanding oneself is also a principle concept of Buddhism. Buddhist 

practitioners usually try to do that through meditation, which might also be a good idea for 

leaders, who need to think in calm about the activities of the company and Òmentally sum upÓ 

what is going on. Leaders also use constructive criticism and feedback Ð both towards others 

and themselves. This is something that is very promoted in Buddhism. It is important to be 

critical of oneself so that we can understand our weaknesses and strengths. And it is great to 

give feedback to others so that they can develop themselves, but it is important to give 

feedback in a polite way so that no one is offended. 
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Buddhism also has particular similarities with servant leadership. First of all, Buddhism 

values above all the idea of putting the good of others in front of our own. This is what great 

leaders do Ð they care about their people more than about themselves. And it is an absolutely 

essential component of servant leadership. Servant leadership also values honesty and virtue Ð 

being modest is described as ÒLevel 5 LeadershipÓ, the best leadership style possible. 

Buddhism also promotes modesty and dishonesty is considered to be a very bad deed. The 

paradoxical commandments would also apply to Buddhist principles as they promote doing 

good despite of being told not to do it. What is more, Buddhism is exactly not about achieving 

power and grabbing it Ð therefore it is exactly not the power model of leadership, so different 

from the service model. 

Buddhists are usually thought to be Asians, but there are more and more people using these 

principles in Europe and North America. With the rise of China and India in the globalized 

world one might expect a generation of great leaders in the XXIst century coming from these 

two countries. It is yet to see, but if I am right about the close proximity of Buddhist and 

leadership principles than what the world is facing is another example of how religion and 

spirituality can affect economic development. 
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7. SERVANT LEADERSHIP AS A TOOL FOR MANAGERS  

Servant leadership is a great concept in itself, but business leader who want to start using this 

style will keep asking: What is in it for the company? Is it really effective? Servant leaders 

will argue that these questions are irrelevant, because it is not the companyÕs but the 

employeesÕ good that we should care about. But it is logical and perfectly normal that people 

start asking questions in the beginning. Therefore Ð how can the service model of leadership 

help managers in their daily activities? 

First of all, letÕs address how a servant leader would behave differently from normal bosses / 

leaders in companies. He would probably begin from empowering his employees and giving 

them more trust than they are used to. Delegation is not a threat; it is an opportunity for 

servant leaders. They would also probably start asking questions, start challenging the status 

quo, but always in accordance to the mission of the company and social justice combined with 

moral values Ð this is because the Òbig pictureÓ is most important for servant leaders. The 

moment an organization becomes flooded with servant leaders it will probably grow in moral 

standard; it will become more people-oriented; it will probably adapt CSR principles in its 

strategy. The employees of the company will also feel better and they should become much 

more motivated. 

All of this shows that servant leadership increases the efficiency of management. Managing 

through values becomes more and more important in todayÕs world, where CSR plays a 

greater role and people become more aware not only of the products, but the companiesÕ 

profiles. The management is also easier, because servant leaders do not Òplay dirtyÓ and they 

do not play politics in the company Ð frankness and honesty eliminate immoral behavior. 

What is probably most important for CEOs is the fact that servant leaders are focused on the 

long-term strategy, not on realizing short-term benefits. Therefore they will stick to the 

companyÕs strategy at all times. 

Servant leadership is always about the people and, as many have already said, people are the 

most important asset of a company. If so than the company should be interested in the well-

being of its employees. Servant leader make people feel respected and empowered. These two 

factors are essential for above-standard motivation. This leadership style is also great during 

change periods. When change occurs, servant leaders will easily convince others that the idea 
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is for their own good and not only will the company get better, but also the companyÕs 

employees. Why is it so? Mainly, because of their personalities, people trust servant leaders. 

What is most important is the fact that servant leadership really brings results. Jim Collins, in 

ÒGood to GreatÓ, described many companies which were lead by a Level 5 Leader and 

benefited from his leadership beating the market in financial terms by hundreds of percent. 

Among these is Kimberly Clark (lead by Darwin Smith), Gillette (lead by Colman Mockler) 

and Fannie Mae (David Maxwell).23 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
23 Jim Collins, Good to Great, HarperCollins Publishers, New York 2001, p. 17 
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PART III Ð UNDERSTANDING ONESELF AS A BASIS FOR 

PRACTICING SERVANT LEADERSHIP  

1. WHY IS IT SO IMPORTANT TO UNDERSTAND ONESELF?  

One of the most known quotes in leadership and, probably, life is Lao-TzuÕs sentence saying 

that ÒMastering others is strength. Mastering yourself is true power.Ó I believe it is one of the 

most underestimated quotes in all leadership. Many regard it to be a truism and many think of 

it as obvious. And that is a major problem Ð obviousness creates a mental challenge, because 

if something is obvious than we stop thinking about it. People stop really thinking about 

Òmastering themselvesÓ considering different development opportunities along the road to be 

enough for them to become successful leaders. But it is not enough. 

Therefore, a question needs to be asked Ð how does understanding ourselves benefit us? 

Understanding our strengths allows us to volunteer to different activities and know that we 

will be of use. It helps in developing our personal core competencies Ð something we will be 

known and respected for. Our strengths will probably guide us in our career Ð we like doing 

what we are best at. We might become experts at something. We also have weaknesses Ð it 

has been argued24 that knowing ones weaknesses is of less importance than knowing ones 

strengths. It is still very important to know them, because that is when we can work on them. 

Almost every weakness can be challenged and changed Ð it sometimes takes time and effort to 

do so, but eventually one can become a more skillful person by taking care of all the fears and 

weaknesses he has. 

Knowing oneself is therefore essential in self-development. As leadership is nothing else than 

a state of mind, knowing oneself is also essential developing leadership capabilities. Getting 

to know the inner side of us is not only about understanding our personal SWOT. It also 

involves understanding why and when can we get angry, it is about understanding how will 

we feel in different social situation. Most of us are feel cold when we walk out in a t-shirt 

during the winter. But only some of us understand that, for example, they will feel awkward 

when talking to an ex-girlfriend. Because they will not know there reactions to a social 
	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
24 Marcus Buckinhgam & Donald O. Clifton, Ph.D., Now, Discover Your Strengths, The Free Press, New York 
2001 
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situation they will not prepare for it, by, in this case, understanding that talking might be 

difficult, that both parties might behave differently than in a normal life situation. 

This is also true in business context Ð leaders need to understand how they will feel when 

talking to different employees about different situations. At times the worst happens and a 

leader needs to fire someone Ð it is both for his and the fired employeesÕ good if the leader 

knows his own reaction to the whole situation. Therefore understanding oneself is also a tool 

for understanding our reactions to emotions. It is also about our feelings and the things we 

like and dislike Ð if one gets to know himself well enough he will not be dragged again and 

again into situations he does not like. For many it is surprising to learn that Thomas Jefferson 

was an extreme introvert and during his youth he disliked parties and hanging out with people 

Ð he probably understood himself well enough to know that he would not feel well in such 

situations. 

To sum up, understanding oneself is about getting to know our personal SWOT, but also 

about understanding the emotions and feelings that make us behave in particular ways during 

social interactions, both in private and professional environments. In order to understand 

ourselves fast and efficiently many tools have been developed Ð businessmen around the 

world who want to become great leaders need such fast solutions to their problems. And, 

surprisingly, these solutions really work. It is easy to get to know the areas at which we need 

to work on fairly fast if one condition is met Ð we really want to change and have the desire to 

listen to negative feedback. Then it is appropriate for us to use tools as the Ò360 feedbackÓ or 

psychological tests. 

I will present a few techniques which can help in understanding our inner side, but I have to 

state again how important the conditions for change are. First of all, one really needs to want 

to change, otherwise he will stop any progress towards self-development in the beginning. 

Secondly, one needs to get ready for criticism and for listening to thing he does not want to 

listen. And finally, constant awareness is essential for success Ð controlling ourselves in our 

daily lives and mentally recording the actions in which we behaved properly or improperly 

will help us understand in what areas we have improved. 
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2. PSYCHOLOGICAL TESTS AS A TOOL FOR LEADERS  

MYERS-BRIGGS TYPE INDICATOR (MBTI) 

Among psychological tests none has gained so much popularity as the Myers-Briggs Type 

Indicator to which I will refer as to MBTI. More than two million people in the United States 

take the test annually. For leaders it is a great tool to understand their behavior and 

opportunities ahead of them. The test carries many benefits, both to the individual and to the 

organization Ð I will talk about them later. 

After more than 50 years of research and development, the current MBTI is the most widely 

used instrument for understanding normal personality differences. Because it explains basic 

patterns in human functioning, the MBTI is used for a variety of purposes including the 

following:25 

¥ Self-understanding and development 

¥ Career development and exploration 

¥ Organization development 

¥ Team building 

¥ Management and leadership training 

¥ Problem solving 

¥ Relationship counseling 

¥ Education and curriculum development 

¥ Academic counseling 

¥ Diversity and multicultural training 

In short words the MBTI is a written psychological test which divided people into one of the 

sixteen categories. These categories are a combination of four pairs of traits. You can be 

either: 

¥ Extraverting (E) OR Introverting (I) 

¥ Sensing (S) OR Intuiting (N) 

¥ Thinking (T) OR Feeling (F) 

¥ Judging (J) OR Perceiving (P) 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
25 Isabel Briggs Myers., Introduction to Type (Sixth Edition), CPP Inc., California 1998 
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A combination of these creates sixteen different profiles. What is quite amazing is the fact 

that the MBTI reproduces, consistently over time, reliable data (among psychological 

instruments it is considered to be excellent)26. Overall, the MBTI indicates preferences 

important for understanding how people assimilate information and make decisions27. 

There are many benefits that the MBTI can bring to an individual. The MBTI:28 

¥ Provides a straight-forward and affirmative path to self-understanding 

¥ Offers a logical model of consistent human behavior 

¥ Emphasizes the value of diversity 

¥ Clarifies the fit between a person and a job 

¥ Builds an objective framework for examining emotional issues 

¥ Provides a way to improve communication patterns 

¥ Helps identify sources of conflict 

¥ Improves motivation and commitment 

In organizations the MBTI: 

¥ Offers a logical model of consistent human behavior 

¥ Reduces interpersonal and intraorganizational conflict 

¥ Emphasizes the value of diversity 

¥ Identifies strengths and blind spots of organizational units 

¥ Is inexpensive 

¥ Is guided by ethical principles 

¥ Is easy to administer and score 

There has been some criticism of the MBTI because of statistical structure, unscientific basis 

of theory, validity and reliability. But this is criticism that can be applied to pretty much any 

psychological test. The fact remains Ð so far the MBTI is the most reliable tool of 

psychological evaluation both for an individual who needs self-improvement and for an 

organization which needs an efficient allocation of human resources. 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
26 Jessica Townsend Teague., Conference Materials: Myers-Briggs Type Indicator Workshop, Georgetown 
University 2007 
27 Ibidem 
28 Sandra Krebs Hirsh & Jean M. Kummerow., Introduction to Type in Organizations (Third Edition), CPP Inc., 
California 1998 
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DISC ASSESSMENT 

Another very useful psychological test, widely used in businesses is the DISC assessment. 

DISC is a four quadrant behavioral model based on the work of William Moulton Marston 

Ph.D. to examine the behavior of individuals in their environment or within a specific 

situation. DISC looks at behavioral styles and behavioral preferences. 

The assessments classify four aspects of behavior by testing a person's preferences in word 

associations (very similar to the Myers-Briggs Type Indicator). DISC is an acronym for: 

¥ Dominance - relating to control, power and assertiveness 

¥ Influence - relating to social situations and communication  

¥ Steadiness (submission in Marston's time)- relating to patience, persistence, and 

thoughtfulness  

¥ Conscientiousness (or caution, compliance in Marston's time) - relating to structure 

and organization29 

The DISC is usually used for job profiling30, but it also gives useful insight into ones 

character. A typical DISC report will contain a description of the highest (most recognizable) 

DISC dimension in oneÕs behavior, the intensity index, information about our profile and the 

DISC graph. 

The DISC is a great tool for leaders not only because it enables to understand themselves 

better, but also because it helps in categorizing people fast and knowing how to talk to them. 

For example, when talking to a high-D a leader would probably want to show lotÕs of 

dynamics, action and be overall ecstatic, but at the same time very brief and to the point. But, 

while talking to a high-S one could try to elaborate, add personal stories. Because all for types 

are rather intuitive it is not hard to make a fast assessment and classify people into one of the 

four categories. This helps with persuasion, but also facilitates communication, because we 

know how to pass a message so that itÕs received (usually favorably). 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
29 Wikipedia: DISC Assessment, http://en.wikipedia.org/wiki/DISC_assessment. 
30 Leslie Furlow, Job Profiling: Building a Winning Team Using Behavioral Assessment, 
http://www.achievementors.com/doc/job_profiling.pdf 
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PERSONAL SWOT 

One self-assessment exercise which leaders should do rather often in order to understand 

themselves is a personal version of the popular SWOT analysis. SWOT derives its name from 

the strengths, weaknesses, opportunities and strengths and is usually used as a tool of a 

companyÕs strategic analysis. What people do not know is that SWOT can be used for self-

assessment as well in order to analyze what we are good at, what we should improve and how 

we can benefit from the external environment. 

For a personal SWOT to be good it needs to be done in cooperation with another person that 

knows us very well. Otherwise the ÒanalysisÓ might be flawed because of a distorted image of 

ourselves that we have. Our own input should be therefore as highly objective as possible Ð 

due to understandable difficulties it is rather hard to assess oneself properly. Yet, with time it 

can be done. 

A personal SWOT will usually consist of our strengths, which are a sort of our personal Òcore 

competencyÓ. Therefore people who easily communicate with others might include in their 

strengths Ògood interpersonal skillsÓ. Our strengths are usually what should guide is into our 

future, something that should be leveraged for our own benefit. If an opportunity arises the 

strengths should be used. 

Our personal weaknesses are all the things we think we should work on or practice more. For 

a leader in his or her early stages of development this very often is communication Ð both in 

public and private. For example many people need to practice active listening or public 

speaking as an essential means of communicating with others. What is very important to 

understand is the fact that working on our weaknesses should never be a priority before 

leveraging our strengths. Greatness is accomplished through building upon our strengths, not 

working on our weaknesses. 

The personal SWOT analysis focuses mostly upon the letters S and W, but O and T are very 

important and can be analyzed as well. Let me start with opportunities. By opportunities in a 

personal SWOT a leader can understand pretty much anything which can contribute to his or 

her development (or the development of his or her people, when a leader is ready to lead). 

Therefore an opportunity might be a new job position, a headhunterÕs call, but also very 

external factors like the governmentÕs policies. The threats are, on the other hand, all 
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instances in which our development is endangered Ð for example the company we fork for 

might go bankrupt because of an economic crisis. All of these should be taken into account 

when planning our future and career. 

When analyzing the opportunities and threats lying in the near or distant future one can use 

the very popular strategic analysis of a businessÕs environment called PEST. The name 

derives from different stakeholders who have an influence on the company Ð political, 

economical, social and technological. These external factors influence a company, but they 

can also influence our future. Examples include political regulations, economic conditions 

facing our workplace, a changing social attitude towards new trends (which we might 

exploit!) or new technologies, which we might now about beforehand. 

Overall, the SWOT analysis of our personal development is a great tool. SWOT is very often 

regarded as a basic tool for companies, but it is used so often because of its perfect simplicity. 

For a leader it can be used in the same way Ð it helps to clearly sum up the main points of our 

self-assessment in four different aspects in a very simple way. 
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THE BIG FIVE PERSONALITY TRAITS 

Another very good psychological test of a personÕs behavior or traits is the ÒBig Five 

Personality TraitsÓ test.  

In psychology, the "Big Five" personality traits are five broad factors or dimensions of 

personality developed through lexical analysis. This is the rational and statistical analysis of 

words related to personality as found in natural-language dictionaries. The traits are also 

referred to as the "Five Factor Model" (FFM). 

The model is considered to be the most comprehensive empirical or data-driven enquiry into 

personality. The first public mention of the model was in 1933. The five factors [described by 

the model] are Openness, Conscientiousness, Extraversion, Agreeableness, and Neuroticism 

(OCEAN, or CANOE if rearranged). Some disagreement remains about how to interpret the 

Openness factor, which is sometimes called "Intellect." Each factor consists of a cluster of 

more specific traits that correlate together. For example, extraversion includes such related 

qualities as sociability, excitement seeking, impulsiveness, and positive emotions.31 

Testing is very similar to the MBTI and other tests Ð it usually requires the person tested to 

answer questions regarding his or her behavior. The test finally brings a result which is a 

percentage of each of the five traits. The higher the percentage the more observable a trait can 

be in our behavior. Let me present a short explanation of all five main personality traits: 

¥ Openness is a general appreciation for art, emotion, adventure, unusual ideas, 

imagination, curiosity, and variety of experience. The trait distinguishes imaginative 

people from down-to-earth, conventional people. People who are open to experience 

are intellectually curious, appreciative of art, and sensitive to beauty. They tend to be, 

compared to closed people, more creative and more aware of their feelings. They are 

more likely to hold unconventional beliefs. 

¥ Conscientiousness is a tendency to show self-discipline, act dutifully, and aim for 

achievement. The trait shows a preference for planned rather than spontaneous 

behavior. It influences the way in which we control, regulate, and direct our impulses. 

Conscientiousness includes the factor known as Need for Achievement (NAch). 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
31 Wikipedia: Big Five Personality Traits, http://en.wikipedia.org/wiki/Big_five_personality_traits. 
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¥ Extraversion, also called "extroversion," is characterized by positive emotions, 

surgency, and the tendency to seek out stimulation and the company of others. The 

trait is marked by pronounced engagement with the external world. Extraverts enjoy 

being with people, and are often perceived as full of energy. They tend to be 

enthusiastic, action-oriented individuals who are likely to say "Yes!" or "Let's go!" to 

opportunities for excitement. In groups they like to talk, assert themselves, and draw 

attention to themselves. 

¥ Agreeableness is a tendency to be compassionate and cooperative rather than 

suspicious and antagonistic towards others. The trait reflects individual differences in 

concern for social harmony. Agreeable individuals value getting along with others. 

They are generally considerate, friendly, generous, helpful, and willing to compromise 

their interests with others. Agreeable people also have an optimistic view of human 

nature. They believe people are basically honest, decent, and trustworthy. 

¥ Neuroticism is the tendency to experience negative emotions, such as anger, anxiety, 

or depression. It is sometimes called emotional instability. Those who score high in 

neuroticism are emotionally reactive and vulnerable to stress. They are more likely to 

interpret ordinary situations as threatening, and minor frustrations as hopelessly 

difficult. Their negative emotional reactions tend to persist for unusually long periods 

of time, which means they are often in a bad mood. These problems in emotional 

regulation can diminish a neurotic's ability to think clearly, make decisions, and cope 

effectively with stress.32 

The ÒBig Five Personality TraitsÓ test is great for leaders, because it can be easily taken on 

the Internet, other than the MBTI which usually requires a testing facility (people usually 

need to pay for having an MBTI).  

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
32 Ibidem. 
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ENNEGRAM OF PERSONALITY 

The final psychological test, which I wanted to present in this thesis, is the Enneagram of 

Personality. By many people it is regarded to be a huge Òeye-openerÓ because of the tests 

accurate description of personality. It can be a great tool for people who have never dealt with 

self-development before, because it shows us not only our traits, but also relates them to other 

people. 

The Ennegram of Personality is also called ÒThe Big NineÓ test, because it divided human 

beings into nine types. Each of these types has 2 subtypes, which gives a total of 27 possible 

character types. It has to be mentioned at this point though that these sets of traits for different 

character types probably describe only a small sample of people Ð the ones who were actually 

interested in taking the test. 

The nine types described by the Ennegram are: 

¥ Reformer 

¥ Helper 

¥ Motivator 

¥ Romantic 

¥ Thinker 

¥ Skeptic 

¥ Enthusiast 

¥ Boss 

¥ Peacemaker 

It has to be noted, that many great leaders had different types, so there is no worse or better 

type for a leader. In general it is said that it is probably easier to lead people while being a 

motivator or a boss, but it is definitely not a rule. 

Although the Ennegram is not as popular as the MBTI, it is very deep and information about 

can be easily found. One could actually consider it to be an Òopen-sourceÓ psychological test, 

because more and more information flows about different types of character. What is very 

interesting is the fact that there are different Òrelationship matrixesÓ which can help in 

assessing how one type of the Ennegram test will relate to another one. This is a great tool for 

leaders, because they might anticipate future conflict or cooperation with other people.
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3. MANAGING ONESELF IN A WAY THAT FACILITATES 

UNDERSTANDING ONEÕS INNER SIDE 

I have presented a lot of tools that can help in understanding oneself. But even with the most 

perfect tools, if the attitude towards change is not proper, change will not occur. What is a 

proper attitude and how can it be developed so that leaders can thrive and the organizations 

they lead can grow faster and bigger? 

First of all, a leader must understand that change is something natural and that most people 

around us do it. It is not the case that only we want to do a self-assessment test. People want 

to grow and they want to know how to do it. Therefore it is absolutely natural to take part in 

psychological tests and to make constant self-assessments. What many people do not 

understand is that strengths are usually balanced by weaknesses. Leaders who want to grow 

must understand that they are not perfect and that the idea of Òbeing perfectÓ is flawed from 

the very beginning. The right attitude is to thrive for excellence, not for perfection, because 

the moment we think we are perfect we also think that there is nothing more that can be done 

for our self-improvement. By many this is called the sin of hubris. Others simply call it lack 

of modesty. 

When a leader understands that he is not perfect, the desire for change and improvement kicks 

in. This is a perfect moment to take all the psychological tests I have written about, to do a 

self-evaluation and start changing ourselves, but there is one huge problem. Change and self-

improvement are not one-day things which we cross out on our ÒTo-Do ListÓ and forget 

about. They are rather constant processes which will never end Ð otherwise they are less 

effective (or maybe even, ineffective). Therefore a leader who wants to understand him or 

herself needs to understand that the process will be a constant one and involves changing the 

mindset.  

When trying to understand oneself objectivity is very important. There are a few ways which 

can help in becoming more objective, or at least ensuring that objectivity is the case. The first 

way is internal Ð leaders can try to laugh at themselves, have a huge distance to their own 

person. This way it will be much easier for them to cope with criticism and self-criticism will 

become normal. They will perfectly understand their weaknesses and they will laugh at them. 

The second way is external and involves 360 degrees feedback. The 360 feedback is a 
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managerial concept famous around the world. Basically it involves getting feedback about our 

work from as many sources as possible. Not only should our supervisors criticize us, but also 

our employees, our customers, our family and our friends. By receiving feedback from so 

many different sources it will be much more reliable and truthful. And it will definitely be 

very objective Ð this feedback can later be compared to our own self-assessment in order to 

check how well we actually know ourselves. 

Finally, one of the most important concepts in managing ourselves is taking a long-term 

instead of a short-term perspective. Our personal development should be part of an elaborate 

plan with short-term and long-term goals which we try to accomplish, among others, through 

self-development. What I want to say is that leaders should always have a plan for themselves 

Ð this plan should involve their short-term and long-term goals which would lead to 

accomplishing the final, biggest goal of their life. There actually might not be a goal at all. A 

leader might simply have a goal of Òleading a modest and beneficial lifeÓ. But even in such a 

case it is good to have long-term goals such as Òbuilding an organization with a reputation for 

helping othersÓ. 

To sum up, leaders can grow, but they need to bear in mind that it is a lengthy process. Is it 

easy or is it hard will depend on the leaderÕs attitude Ð most people will have great fun while 

trying to change, while others might see it as a need. Attitude is also very important Ð 

therefore leaders need to try to maintain a good one for as long and as often as possible. 
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PART IV Ð TOOLS AND SKILLS OF A GREAT LEADER  

1. PUBLIC SPEAKING  

Leaders need many different tools and skills in order to be effective.  In this part of my thesis 

I would like to describe a few of them. Since leaders are people who should spread the 

passion and describe their vision throughout the organization they need to know how to do it. 

It is one of the parts of the 5C Leadership Model I created and the C I am talking about is 

public speaking. Leaders, in general, should become very good public speaker, because they 

will communicate with their followers in this way very often. 

How can one train public speaking or how can one become a great public speaker? Many 

books have been written on this subject, but what I would like to write about are a few basic 

techniques used by leaders, which work great in speeches. Although they are very simple, 

people very often forget about them. 

Throughout my studies I have learned that one of the most effective parts of a speech is 

storytelling. It is a great tool in many ways. First of all, a person who tells a story will 

automatically engage the whole audience into their speech, because stories are (usually) very 

interesting. After hearing about business numbers and the strategic impact of a new plan 

people will want to hear a story. Secondly, telling stories is great for the speaker Ð they are 

easy to tell, especially if they are personal. Since we know the details of a particular situation 

there is no need to learn it by heart Ð all that has to be done is perfect delivery. And finally, 

stories are metaphors which very often describe the situation much better than a half hour 

business presentation filled with numbers and detailed analysis. 

Another very useful tool in public speaking is a quote. Quotes are often omitted in a speech, 

because many think quoting great authors is childish and Òtoo idealisticÓ. Yet, they often have 

a huge impact. Especially motivational speeches, which can borrow from a huge pool of 

quotes, can have a significant impact on the organization. Therefore a leader should never be 

afraid of quoting, what is more he should probably do it very often in order to show that he 

wants to borrow from the knowledge of other people. 
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For a leader to be a great speaker a lot of training is necessary. Public Speaking is a very hard 

trade to learn, there is a lot of technicalities which need to be dealt with. Leaders who would 

like to become great public speaker need to understand that public speaking can be learned. 

To practice public speaking one needs to take every possible opportunity to speak publicly. 

Even though public speaking is considered to be the number one fear of a human being (with 

death lagging behind on third place) leaders must understand that only things which take us 

out of our comfort zone are the things which truly change and develop our personality. 

Simply put, the best way to learn how to speak publicly is to start speaking. 

In order to learn the technicalities it is good to read a book or two on public speaking and 

advanced presentations. It is important to have in mind that the best speeches in mankind 

were done without the use of visual aids. In my opinion PowerPoint has killed the potential in 

many speakers. Yet, even today with all the sophisticated technology, public speaking 

remains one of the most impactful skills of a leader. It has been proven in the case of the 44th 

President of the United States, Mr. Barack Obama. After being fairly unknown to the 

American people he gave a speech in 2004 which gave him national recognition and started 

his path to the presidency. 



62 
 

 

2. ACTIVE LISTENING  

Another very important skill a leader needs to possess is active listening. It is another skill 

related to communication which might actually lead to a conclusion that communication skills 

are the most important ones in a leaderÕs toolkit. Listening seems to be easy until the moment 

a person hears that he or she is not listening to other people. A conclusion comes from this 

that people should review their listening skills because they might not be what they should be. 

Why is it important to listen to people? In general getting to know your employees and your 

boss, the people you work with has a big impact on our motivation and work effectiveness. It 

also helps in understanding and satisfying the needs of others at a workplace. For leaders it is 

crucially important because as they put their needs behind othersÕ they need to actually 

understand what those needs are. During business meetings it is very important that leaders do 

not have a sort of hubris which blocks them from taking advice and losing their own 

arguments. Actually the people who can be easily persuaded about the weakness of their own 

argument make good leaders Ð they are not attached to their ideas and behave rationally, 

caring only about the organizations future. 

I mentioned earlier the concept of 360 degree feedback. Another very important concept is 

360 degree listening. Sometime ago management science introduced the practice of MBWA Ð 

Management By Walking Around. It is the essence of leadership and active listening Ð 

MBWA praises leaders who devote a lot of their schedule to spending time with their 

employees and listening to their ideas, thoughts and feedback regarding the company. It is 

great when a leader devotes his time to the employees by having a coffee, breakfast or lunch 

break with them. 

How can listening be developed in people who have a problem with that? Yet again, practice 

makes perfect. There are several techniques which help in active listening, the one most 

known best being active listening. Active listening involves summarizing what the person we 

are talking with has just said, repeating his thoughts in our own words. Such a communication 

involves a lot of meta wording, but is extremely effective for both sides. And it also assures 

that a leader will understand his followers. Active listening is very important for consultants 

who need to get to the very bottom of a business problem by asking about the details. And 

since leaders are consultants, in a way, active listening should definitely be part of their 
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leadership toolkit.
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3. NETWORKING  

Great leaders attract people and many people follow great leaders. The key word in this 

sentence is ÒmanyÓ. It has been noticed that great leaders have a very big circle of 

acquaintances and friends. Many people know them and they know many people. This is 

something from which leadership grows. Combined with the fact that leaders are not afraid to 

ask for help, their huge circle of friends makes it even easier to find a solution to a problem. 

Someone in our network of contact will most definitely have the answer to the problem or, at 

least, will now someone who can help. 

Although many people feel appalled by the idea of actually having a systemic approach 

towards networking, the system works, makes us and our friends happy. All of this under one 

important condition Ð that we manage our web of contacts in a proper way. Leaders 

understand that other people are very important for their cause, but what they understand even 

more is that they themselves our important for other peopleÕs causes. This leads to a 

conclusion that for a leader to ask for help he needs to help as well. There is a rather easy way 

of actually building a professional approach towards networking and it involves changing our 

mindset a little bit. Our approach towards meeting new people needs not to be materialistic Ð 

we should never think of what benefits we can gain from meeting a new person. It should 

work exactly the other way round Ð by thinking about how can we bring benefit to the other 

person we build a long-lasting and successful relationship. Successful networking is about 

altruism, never egoism. 

This is something that many people need to understand. Many leaders believe that they with 

the sole power of their skills are able to change the world. But the fact is that changing the 

world is impossible alone Ð and there is absolutely nothing wrong about doing it together with 

a team of trusted people. 

Networking is about people, but it is also about devoting a lot of time into actually building 

lost-lasting relationships. Time needs to be devoted to understanding other peopleÕs needs, 

their approach towards life and their life itself. It is also good to focus on personal marketing 

Ð leaders should be humble, but that does not mean that they should not have their own 

webpage with basic information about them or a set of nicely looking business cards. 

Humbleness is great as long as it does not interfere with our desire to help other people. 
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Many books have been written about networking, but I, in particular, liked one Ð Keith 

FerrazziÕs ÒNever Eat AloneÓ33. The title itself is one of many advices that the author gives in 

his book. For a leader to be successful in his efforts of achieving a personal or organizational 

objective, he or she needs to have a wide variety of contacts and Keith Ferrazzi explains the 

technicalities of networking. 

What is amazing about this book is the fact that even though networking seems to be a solely 

soft skill, successful networking actually involves a lot of hard work and hard skills. The 

essence of the work is done by talking to people, but the things they remember us for are often 

done later on Ð following up, sending a thank you card or giving advice on a matter we talked 

during a meeting or conference. It is definitely something that can be learned and is much 

more the fruit of hard work rather than soft skills developed by hard training and 

understanding ourselves. And it is important to remember that in a world so interconnected as 

Earth in the XXIst century it is very hard to become successful without the help of other 

people. A great leader is no longer a great individual Ð he is a master networker with a vision.

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
33 Keith Ferrazzi, Never Eat Alone: And Other Secret to Success, One Relationship at a Time, Doubleday 
Business, United States 2005 
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4. INTERPERSONAL NEGOTIATIONS  AND PERSUASION 

Great leaders have many followers. They establish a relationship with them by many ways 

and one of them is the art of persuasion. The reason I am writing about persuasion and 

negotiations together is the fact that great leaders have a very similar approach to them. 

For great leaders negotiating is not about winning, it is not about a zero-sum game in which 

one party wins and the other loses. Negotiations are about developing a relationship, 

understanding positions, connecting emotionally with the other party and searching for a 

mutually-beneficial solution. Great leaders' approach towards negotiations will be not about 

discussing and persuading, it will be about searching for a solution Ð something like a case 

study in which the other party is a teammate with whom you are trying to solve the case. 

This approach has been described for the first time in the 1970's at Harvard University and 

since that time has became the most important way to negotiate. Of course negotiations 

depend on context Ð sometimes a zero-sum negotiation will be more beneficial for our cause 

(case being negotiating the purchase of a new car for example). But in businesses it is mostly 

about searching for a beneficial solution. Negotiations are also a great tool to develop a great 

relationship with other businesses. They are also the fastest cost-saver or profit -maker 

available for a company. A successful negotiator can be able to save or make a lot of money 

in just a few hours. 

The art of persuasion is also very important and, just like negotiations, is often misunderstood 

by many people. Usually persuasion is considered to be an ÒevilÓ tool in which one person, 

not really caring about other peopleÕs positions, egoistically tries to convince others to his 

idea by using methods of persuasion such as NLP. Yet, executives and leaders must 

understand that the art of persuasion can actually benefit the organization Ð according to Mr. 

Jay A. Conger34 there re four major elements of a successful and beneficial persuasion: 

¥ Establishing credibility 

¥ Framing the issue for common ground 

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
34 Jay A. Conger, Harvard Business Review on The Persuasive Leader (Article: ÒThe Necessary Art of 

PersuasionÓ), Harvard Business School Press, Boston 2008 
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¥ Providing evidence 

¥ Connecting emotionally 

If these four factors are met persuasion can benefit the organization by allowing everyone to 

take part in a fruitful discussion about the organizationÕs problems. It also has an influence on 

motivation, because people feel more important if they are asked what they think. 

Leaders might not always take part in negotiations, but they almost always have to persuade. 

How can the skills of persuasion be learned? Obviously, exactly as in the case of negotiations 

and most soft skills, a bit of a change of oneÕs mindset is necessary, but also a lot of practice. 

For example Conger defined four most common mistakes made by people at top executive 

positions in businesses: 

¥ Attempting to make a case with an up-front, hard sale Ð managers strongly state their 

positions without listening to other options. This creates unnecessary conflict and 

tension. Leaders should understand that stating their opinion should come before, not 

after, listening to other peopleÕs opinions. 

¥ Resisting compromise Ð many managers believe that compromising is a sign of 

weakness of admitting their mistakes. But admitting to ones mistakes is a huge virtue, 

not a sign of weakness! 

¥ Thinking that the secret of persuasion lies in great arguments Ð of course, arguments 

are important, just as the way in which they are communicated. But what is even more 

important is the ability to establish a bond with the people who are concerned by a 

particular problem. 

¥ Assuming that persuasion is a one-shot effort Ð managers might think that it all comes 

to one meeting in which they persuade and then execute. Leaders understand that is 

not the case and persuasion is a continuous effort, not a one-time event. 

Persuasion and negotiations are actually two perfect examples of skills which might be 

considered as a ÒweaknessÓ by people who have no business experience. But in the long-term, 

showing concern for the needs of other players in the business game, nearly always brings 

benefits.
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5. DEVELOPING OTHER PEOPLEÕS POTENTIAL 

It became a clichŽ to say that people are the most important asset of an organization. Even 

though many do not even want to say these words loud because of their simplicity, great 

leaders understand this intuitively and they focus a lot on developing other peopleÕs potential. 

Jack Welch said that ÒBefore you are a leader, success is all about growing yourself. When 

you become a leader, success is all about growing othersÓ. This is exactly the essence of 

servant leadership and of greatness in leadership. Leadership is all about developing other 

peopleÕs potential by focusing on theirs, not ours, needs. 

Throughout the thesis I mentioned the importance of developing other peopleÕs potential 

many times. But how can one actually do it? A bit of everything is actually involved - active 

listening in order to understand what is the best way to develop an individual; politics and 

power in order to provide an individual with the best position for his self-development; 

empathy in order to feel when someone is not comfortable with his or her current job; 

networking to help someone connect with people who can help an individual case. 

One might actually say that developing other peopleÕs potential comes at the top of the 

Òleadership pyramidÓ Ð it is something that creates all other leadership skills, but at the same 

time grows stronger with other skills being developed. Practicing focusing and developing 

other peopleÕs potential involves a big change in our mindset Ð putting ourselves into a distant 

plan. Many people find it very hard, because they believe that they have one life and that they 

should focus on themselves because of that fact. They believe that by being egoistic it will be 

easier for them to self-develop. It is exactly the opposite. At a certain point of time developing 

ourselves is all about developing other peopleÕs potential. Doing this involves a systematic 

approach and constant vigilance of our attitude towards other people Ð probably reminding 

ourselves throughout the day about the importance of helping other people will make a 

difference in the long-run.
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6. TEAMWORK  AND CONFLICT RESOLUTION  

The very word leader implies that there is someone who needs to be lead. Therefore there are 

also followers. A leader very often works in teams with the people he follows Ð that is when 

the skill of teamwork is absolutely essential to accomplish a task. Great leaders seem to 

facilitate group work instantly, but for some it is a skill that needs to be learned. Good team 

workers are not necessarily the people who are liked within the group. They are people who 

know how to use the potential of every team member in order to maximize the benefits for the 

whole group and to achieve success faster and easier. 

Within teams it is also necessary for a leader to be a facilitator, someone who resolves 

conflict. At this point I assume that the leader I am talking about is already aware of himself 

and other peopleÕs needs and is not a person who will actually begin a conflict. Conflicts are 

tricky Ð at times they are very productive and lead to a beneficial change or a breakthrough 

idea. Great leaders know how long a conflict should last for it to become productive instead of 

destructive. And the moment when it starts to annoy team members and might lead to an 

unproductive session leaders step in. 

Both skills can be learned and, like all soft skills, require a lot of patience, practice and time. 

Learning how to work in teams might be very difficult for people who would love to call 

themselves Ògreat individualsÓ. But such people need to understand that in todayÕs world 

teamwork is the basis for operations. Cooperation became a daily practice and individuals no 

longer have a chance of achieving a huge success. Working in teams due to globalization is 

even more interesting and important because of cultures crossing in teams. It is a daily 

practice to manage the timeframe of a meeting so that people all around the globe are 

comfortable with their time zones. Later on one needs to manage a meeting in a way that does 

not make others feel uncomfortable due to cultural differences. 

Conflict resolution is another skill that a leader must learn Ð it is actually something that great 

leaders do not need to learn, because it comes as leaders grow. What I mean is that conflict 

resolution is a derivative of other leadership skills Ð mostly related to communication, but also 

to knowing oneself. It is easier to resolve a conflict for someone who is very empathetic, cares 

about the needs of others and is at peace with him or herself. It is also predictable that such a 

person will not start an unnecessary conflict.  
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7. DIFFERENCES BETWEEN A GOOD AND A GREAT LEADER  

I have written a lot about the tools that a leader can use in order to become more effective.  

But the fact is that these tools make a good leader, not a great leader. Greatness requires a 

couple of other virtues, mostly the ones that I have spoken about in regard to servant 

leadership. Therefore, what makes a great leader? In order to answer that question I would 

like to show the five ÒlevelÓ of leadership created by Jim Collins35: 

 

By an ÒEffective LeaderÓ Collins means a person that Òcatalyzes commitment to and vigorous 

pursuit of a clear and compelling vision, stimulating higher performance standardsÓ. The 

difference between a Level 5 Executive and a Level 4 Effective Leader is only in a few simple 

traits we have been taught in our childhood. Collins describes a Level 5 Leader as a person 

that Òbuilds enduring greatness through a paradoxical blend of personal humility and 

professional willÓ. The difference comes in personal humility and the ability to put otherÕs 

needs before our own. Yet, to become a great leader one needs to become a good leader at 

first Ð and then get rid of hubris, personal affection and become a humble servant of the 

people who are following.

	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  	
  
35 Jim Collins, Good to Great, HarperCollins Publishers, New York 2001, p. 20 
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