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Robert Greenleaf and the 
Beginnings of Servant Leadership
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WANTED
Passionate people who want
to make a difference in the 
world, individuals who have
dreams to impact their 
communities for the better.
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PHILOSOPHICAL

ORIENTATION

SCIENTIFIC ASPECTS

Planning  •  Marketing

•  Leadership  •  

Promotion  •  Evaluation

INTUITIVE ASPECTS 

and EXPERIENCE

QUALITY

Leisure Services 

Programming

Figure 1.1  The building blocks of programming
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Figure 1.2  Leisure means different things to differ-
ent people —variety is important in programs.
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Figure 1.3  Freedom is an important component in 
exploring leisure interests.
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Figure 1.4  A STRIVE program expanding the oppor-
tunities for people with disabilities.
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Leisure Activities On-site benefits Longer term
individual benefits

Longer term
societal benefits

KEY: 

Couple Spends $ in 

Region During Travel 

leads to a variety of on-site benefits

Couple Hiking in a Natural Area 

which may contribute to a number of longer term benefits for the couple

which may contribute to a number of longer term benefits for society

Better or
maintained

physical fitness

Increased work 
performance 

Enhanced 
stewardship 

ethic 

Better problem solving 
with partner 

Avoid 
break-up 

Feel good about 
getting exercise 

 

Enjoy sights and 
sounds of nature 

 

Mental 
rest 

Learn something 
about natural 
environment 

Maintain open 
communication 

with partner 

Feel closer 
to partner 

Lower 
healthcare costs 

Higher productivity Fewer environmental 
problems 

More intact families 

Economic impact of money 
spent during activity 

Figure 1.5  Benefits chain of causality (adapted from Driver & Bruns, 1999)
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Figure 1.6  Example of a poster from the “It starts in parks” campaign
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Personal Benefits — Psychological

Better Mental Health and Health Maintenance
• Holistic sense of wellness
• Catharsis
• Positive changes in mood and emotion
• Stress management (i.e., prevention, mediation, and 

restoration)
• Prevention of, or reduced, depression/anxiety/anger

Personal Development and Growth
• Self-confidence • Self-reliance
• Self-competence • Self-assurance
• Values clarification • Humility
• Leadership • Aesthetic enhancement
• Adaptability • Creativity enhancement
• Spiritual growth • Cognitive efficiency
• Problem solving • Nature learning
• Tolerance • Balanced living
• Environmental awareness/understanding
• Balanced competitiveness
• Independence/autonomy
• Improved academic/cognitive performance
• Sense of control over one’s life
• Prevention of problems to at-risk youth
• Acceptance of one’s responsibility
• Cultural/historic awareness/learning/appreciation

Personal Appreciation and Satisfaction
• Sense of freedom • Self-actualization
• Flow/absorption • Exhilaration
• Stimulation • Sense of adventure
• Challenge • Nostalgia
• Creative expression • Aesthetic appreciation
• Nature appreciation • Spirituality
• Quality of life/Life satisfaction
• Positive change in mood and/or emotion

Environmental Benefits

• Environmental ethic
• Maintenance of physical facilities
• Stewardship/preservation of options
• Public involvement in environmental issues
• Maintenance of natural scientific laboratories
• Preservation of particular natural sites and areas
• Improved relationships with natural world
• Understanding of human dependency on the natural world
• Preservation of cultural/heritage/historic sites and areas
• Environmental protection—ecosystem sustainability 

and species diversity

Personal Benefits — Psychophysiological

• Improved control and prevention of diabetes
• Increased bone mass and strength
• Reduced spinal problems
• Decreased body fat/obesity/weight control
• Improved neuropsychological functioning
• Reduced incidence of disease
• Increased life expectancy
• Management of menstrual cycles
• Management of arthritis
• Improved functioning of the immune system
• Reduced or prevented hypertension
• Reduced serum cholesterol and triglycerides
• Reduced consumption of alcohol and use of tobacco
• Increased muscle strength and healthier connective tissue
• Cardiovascular benefits (including prevention of strokes)
• Respiratory benefits (increased lung capacity, benefits to 

people with asthma)

Social and Cultural Benefits

• Ethnic identity • Community satisfaction
• Social support • Family bonding
• Reciprocity/sharing • Social mobility
• Cultural identity • Cultural continuity
• Enhanced worldview • Community integration
• Reduced social alienation • Nurturance of others
• Pride in community/nation (pride in place)
• Community/political involvement
• Social bonding/cohesion/cooperation
• Conflict resolution/harmony
• Support democratic ideal of freedom
• Understanding and tolerance of others
• Environmental awareness, sensitivity
• Socialization/acculturation
• Prevention of social problems by at-risk youth
• Developmental benefits for children
• Cultural/historical awareness and appreciation
• Greater community involvement in environmental 

decision making

Economic Benefits

• Reduced health costs • Increased productivity
• Decreased job turnover • Less work absenteeism
• Reduced on the job accidents
• Local and regional economic growth
• Contribution to net national economic development
• International balance of payments (from tourism)

Table 1.1  Specific types and general categories of benefits (Moore & Driver, 2005)
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Figure 1.7  The New Horizons Foundation is working 
to develop social capital.
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Figure 1.8  Community benefits of leisure 
(Crompton, 2008)

Each of the benefits listed in this figure are a result of 
research studies that demonstrate the role that 
recreation programs, services, and facilities play in the 
community. 

Economic Prosperity: Recreation programs and 
services generate additional tax revenues, create jobs, 
and enhance economic development; these benefits 
can take the form of: 

 Attracting tourists 
 Attracting businesses
 Attracting retirees 
 Enhancing real estate values 
 Reducing taxes 
 Stimulating equipment sales

Environmental Sustainability: Parks, open spaces, 
and other natural areas provide environments where 
natural resources can function as intended, and cost 
effectively. These services include: 

 Protecting drinking water 
 Controlling flooding 
 Cleaning air 
 Reducing traffic congestion 
 Decreasing energy costs 
 Preserving biological diversity 

Alleviating Social Problems: A failure to invest 
resources in delivering services today often creates 
bigger issues for the overall community at a later date. 
Recreation programs, services, and facilities are a 
strong vehicle for facilitating the social process of 
enhanced social connectedness (social capital). These 
benefits include: 

 Moderating environmental stress 
 Regenerating communities 
 Preserving cultural and historical resources 
 Facilitating healthy lifestyles 
 Reducing deviant behavior 
 Raising levels of educational achievement 
 Alleviating unemployment distress
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The ability to listen.

Listening is the first characteristic of servant leadership, for it is 
through listening that many of the other characteristics can be 
nurtured.  When we listen, not just to others but also to our own 
internal voice we create a mindset that fosters such characteristics 
as empathy, awareness, foresight, and commitment to others.

The ability to empathize with others.  

Empathy is the capacity for participation in another’s feelings or 
ideas; it is important in dealing with staff and customers.  People 
need to be accepted and recognized for their special and unique 
spirits.

The ability to offer healing.  

Being a healer within our organizations starts with understanding 
the “matters of the heart.”  Learning to heal is a powerful force for 
transformation and integration.  The desire to foster the healing 
process in our organizations comes to us as we listen and empathize 
with those with whom we serve and work.

The ability to be self-aware.  

In our ever-changing world, the need for leaders to be aware of 
their customers, their staff, and their organizations is 
well-documented.  Yet, servant leaders are asked to take an 
additional step, to develop self-awareness.  This entails making 
time for self-reflection, to understand the big picture.  This type 
of general awareness, and especially self-awareness, aids in 
understanding issues involving ethics and values.  It enables one 
to view most situations from a more integrated position.

The ability to build consensus.  

Servant leadership offers a scenario whereby leaders encourage 
workers to build consensus around the true purpose of the organiza-
tion as well as the means of achieving this purpose.  Within this type 
of environment, staff are encouraged to use persuasion rather than 
coercion in influencing others to their point of view.

The ability to conceptualize “what might be.”  

From an early age, we are taught to deal with complexity by 
breaking things down into their separate parts.  The flip side of this 
approach is to see the big picture, or to see things whole, we need 
to put the pieces back together.  The ability to see things whole 
and offer a preferred vision for programs or the organization as a 
whole is critical to the success of any program or organization.

The ability to foresee issues and plot the course of 

the organization.  

Foresight is closely related to the ability to the conceptualize the 
future, yet still distinct.  Conceptual skills allow us to see the big 
picture, the where we want to go.  Foresight allows us to map out 
how we are going to get there by anticipating the various 
consequences of our actions and then picking the action that 
will best serve the organization.

The ability to be a good steward.  

In today’s society, stewardship is often seen in association with 
environmental or financial responsibility, yet it can be so much 
more if we are willing to be accountable for something larger 
than ourselves.  Peter Block, in his book Stewardship: Choosing 
Service Over Self-Interest, defines stewardship as “the willingness 
to be accountable for the well-being of the larger organization 
by operating service, rather than control, of those around us.  
Stated simply, it is accountability without control or compliance.”

The ability to be committed to the growth of others.  

By committing to the growth and development of staff and 
customers, servant leaders can adopt a benefits-based approach 
to delivering services and recognizing the inherent power of our 
programs and services to make a difference.  Consider how the 
definition of a benefit parallels the ultimate test of a servant leader.  
A benefit is defined as a realization of desired and satisfying 
on-site experience, changes that are viewed to be advantageous 
as a result of an experience, or the prevention of a worse condition.  
Now reconsider Greenleaf’s ultimate test of a servant leader.  “Do 
those served grow as persons; do they, while being served, become 
healthier, wiser, freer, more autonomous, more likely themselves 
to become servants (the realization of desired and satisfying 
on-site experiences)?  What is the effect on the least privileged in 
society: Will they benefit (improvement in condition) or, at least, 
will they not be further deprived (prevention of a worse condition)?”

The ability to build community.  

Servant leaders are committed to contributing to the bigger 
picture, constantly looking for ways in which their programs and 
organizations can contribute to the “common good.”  This can be 
accomplished in many ways. For example, building community 
through programs, encouraging virtuous behavior in staff, and 
encouraging customers to take responsibility for themselves 
and their actions lead to the common good.

Table 1.2  The ten characteristics of servant leaders (Spears & Lawrence, 2002)
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