
Book Reviews

Integrative Book Review:
The books reviewed for this quarter were framed as an integrated review of the following two

books:

The Private Writings of Robert K. Greenleaf. On Becoming a Servant Leader. Frick, D. M.,
& Spears, L. C. (Eds.). (1996). Jossey-Bass Publishers.

Programming for Parks, Recreation and Leisure Services: A Servant Leadership Ap-
proach. DeGraaf, D. G., Jordan, D., & DeGraaf, K. H. (1999). Venture Publishing.

Robert Greenleaf coined the term servant leader in 1970, relating the idea of the servant
leader to management and organizational thinking. Authors DeGraaf, Jordan, and DeGraaf
(1999) intertwine the philosophy of servant leadership throughout several chapters of their
programming text as a way to suggest that the leisure service industry should follow the
philosophy of the servant leader approach.

The servant leader approach identifies 10 characteristics or qualities of a servant leader. These
qualities include listening, empathy, healing, awareness, persuasion, conceptualization, foresight,
stewardship, commitment to the growth of people, and building community. These qualities are
relevant for therapeutic recreation professionals by the fact that we are helpers and need to have
these qualities to be good leaders. The following review focuses first on Greenleaf s writings
about servant leadership followed by the application of this concept to the recreation field in the
book by DeGraaf, Jordan, and DeGraaf (1999).

The editors of Greenleaf's book, Frick and Spears (1996), compiled a collection of essays by
Greenleaf based on management practices dealing with ethics, power, and individual organiza-
tion. The book is useful for any individual working in a helping profession as a theme throughout
the book emphasizes the servant leader as servant first. It begins with the natural feeling that one
wants to serve along with a conscious choice to aspire one to lead.

In the volume's essays, Greenleaf describes a variety of examples of the ways that leaders
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should strive to become servant leaders. The principles of being a servant leader come across
throughout the book as Greenleaf discusses servant leadership in terms of qualities that one must
possess. In the introduction, he presents a philosophy that embraces the principles of servant
leadership. The book is divided into four parts shaped around Greenleaf s essays on the
important qualities of the servant leader.

Part one of the book, a collection of essays titled "The Ethic of Strength," is written as a guide
for anyone who strives to become a leader and who effects change by beginning with the self.
Each chapter within part one discusses the inner search of being a leader. Many of the
characteristics are universal for individuals in the helping profession. Greenleaf discusses
strength as a way to see choices and make ethical decisions. Strength includes searching for truth,
being constantly aware of our environment, having a sense of responsibility, and having the
strength to assume responsibility. He discusses a way of building strength is to be open to
knowledge. One must be willing to listen to be a good leader. Greenleaf states that anyone who
aspires to develop strength should practice listening. In one chapter, "Entheos and Growth,"
Greenleaf discusses being possessed by the spirit in a positive constructive manner. Greenleaf
adds that purpose and laughter are twins that must not be separated. One must maintain a positive
spirit with purpose and laughter in order to have the ethic of strength.

Part two, titled "Essays on Power, Management, & Organization," explores the quandary of
how to apply power without violating the principle that one uses to justify power. The author
gives many examples of how power has been used and misused by leaders throughout history.
In the chapter, "Business Ethics and Manipulation," Greenleaf offers tools for exercising
persuasive power, including listening skills. He also discusses coercion and manipulation, and
the difference between the two. Greenleaf states that an effective management searches for
people's capabilities and possibilities rather than their limitations. Greenleaf s essay on man-
agement gives ideas on how to develop a good manager. One way, he argues, is through
behavioral research. Greenleaf suggests that good managers are able to adapt to change and thus,
prosper. He suggests that it takes planning, deciding, and communicating to assure the
development of future managers. Greenleaf uses the terms "operator" and "conceptualizer" as
descriptive of the talents of a good manager. The operator has the ability to carry the enterprise
toward its objectives. The conceptualizer has the ability to see the whole in perspective with
history and the future, to state and adjust goals, to evaluate, to analyze, and to foresee
contingencies. The conceptualizer can manage long range and strategic planning.

In his essays on organizational thinking, Greenleaf explains how the impact of working at
AT&T developed his thinking about organizations. In the essay, "Manager, Administration,
Statesman," Greenleaf argues that for the good of the entire organization, able managers must be
joined by leaders who care about the whole organization and who are able to see beyond the
horizon to the future of the organization.

As therapeutic recreation specialists, we work in a variety of settings and organizations, and
in a variety of roles including that of leader and manager. As a profession, we can adapt
Greenleaf s argument that a good manager can lead an organization into the future. Therapeutic
recreation professionals continue to educate others about who we are and what we do.
Therapeutic recreation professionals have the ability to use these concepts to move the
profession, and the organizations in which we work, into the future. Greenleaf contends that bad
organizational theory is bad because, in practice, it pulls people down. Systems theory of
organizations, as advocated by Greenleaf, is second nature to therapeutic recreation specialists,
as we distinctly use a systems theory approach to programming.

Part three, "Leadership and the Individual," is a series of lectures Greenleaf delivered at
Dartmouth University that provide a framework for the individual as leader by beginning with

Second Quarter 2000 165



the self. These essays recapitulate the central theme of his philosophy of the servant leader.
Greenleaf states that "everything begins with the individual, leaders are chosen by followers, the
only lead of a genuine leader is foresight and a leader's impact is measured by his effect on
followers" (p. 285). In "The Individual as Leader," Greenleaf presents four assumptions on
leadership and the individual. First, he says there is a leadership crisis because not enough people
have the opportunity to lead. Second, the educational system is not designed to prepare leaders.
Third, the values systems of the Western world should be replaced by something better. Fourth,
Greenleaf suggests that the forces of good and evil in the world operate through the thoughts,
attitudes, and actions of individuals.

Part four is a conversation with Greenleaf on his servant leadership beliefs and writings. He
describes the influences that prepared him to write about the servant theme. He also addresses
his reactions to the essays, his writing style, and what might prompt the servant motive in people.

This book offers a good foundation upon which one can reconnect with a focus on therapeutic
recreation as a helping profession. The book gives insightful and useful information on the
qualities of a good leader based on principles of servant leadership. The most important theme
throughout the book is that the servant leader leads first through intrinsic inspiration.

In the book, Programming for Parks, Recreation and Leisure Services: A Servant Leadership
Approach (DeGraaf, Jordan, & DeGraaf, 1999), the authors contend that our ability to facilitate
and provide programs is underlined by a foundation of servant leadership just by the fact of what
we do as recreation and leisure programmers. Throughout various chapters in the text, the authors
discuss the servant leader approach. This book is a comprehensive text on recreation program-
ming, with well-defined definitions and an accompanying student handbook. The handbook
directly corresponds with each chapter of the book and has learning objectives, key concepts and
terms, reflection questions, suggested applications, and program development information. The
textbook is comprised of 14 chapters with an appendix containing information about tournament
scheduling.

Part one of the book lays the foundation for the basics of programming. Chapter one, "Basic
Concepts," begins with a quote from Robert Greenleaf. The chapter has basic definitions of
recreation and leisure, a history of programming, and the relevance of programming in today's
world. The chapter discusses the benefits of leisure, in addition to research that describes the
specific types and general categories of benefits. The chapter ends with a discussion of the leisure
service professional and the importance of serving others. The authors present a compelling
argument by using models to present their points. Toward the end of the chapter, the qualities of
the servant leader are explained. The authors argue that the servant leader approach encourages
partnerships between constituents and professionals.

The other chapters in part one examine programming as a service. The chapters discuss the
issue of quality, and the importance of planning as a process and part of recreation programming.
The authors provide background information and approaches for delivering programs. In an
examination of the cyclical process of program planning, the authors enhance their presentation
with an effective use of illustrations and diagrams. Part one also presents well-known theories
of programming and uses numerous charts and graphics to depict their meanings. The last
chapter in part one examines programming philosophies, identifying several concepts of the
servant leader approach, including issues of accountability, empathy, diversity, improvement,
community, and integration. These concepts, however, are not discussed fully throughout part
one of the textbook.

Part two of the book examines program planning and program promotion, including how to
conduct a needs assessment. Chapter six, "Programming for People," examines issues associated
with diversity and life stage, and the importance of understanding the people for whom we
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program. Other elements to consider when programming include design factors such as program
areas and formats. This is the area where the servant leadership approach would be appropriate
to discuss, especially when considering the role of foresight and conceptualization. The authors
state that leisure professionals need to be servant leaders and work toward empowering
participants to foster creativity through program design. An examination of issues related to
program promotion, such as advertising and marketing, are presented in the last chapter of part
two. The authors insert the servant leadership approach to programming by emphasizing the use
of openness and persuasion rather than control (p. 178).

Discussed in part three of the book are pricing, marketing, and program evaluation. The
chapter on budgets gives a detailed description of the different types of budgets and the steps
involved in pricing programs. Chapter eleven, "The Programmer," examines the leisure service
programmer from the servant leadership approach. The authors integrate the concepts as a
framework for establishing who we are as leisure service professionals by using the 10 qualities
of the servant leader approach. The authors present valuable information in the chapter on
evaluation and data analysis. They present the evaluation process and models associated with
evaluation, along with tools for data collection and techniques for qualitative evaluation. The
authors also point out influences on the evaluation process, such as cultural biases. The last
chapter of the textbook examines the concept of creativity, passion, and research. The authors
provide information on research resources; professional organizations and associations; and
recommended books, journals, and videotapes. The authors use this chapter to explain how
recreation programmers can apply their creativity and passion to further their knowledge of the
field by using resources and research, and by being open-minded to ideas and suggestions.

This book is an easy read, presents nice diagrams and examples of programming, and inserts
the servant leadership principles into the text. The programming text discusses the importance of
the servant leadership of recreation and leisure professionals. Greenleaf, in his essays, discusses
aspects of organizational leadership, while the programming textbook focuses on the basis of
programming. It is a valuable textbook, however, it does not fully integrate the principles of the
servant leader throughout the book. In the area of program evaluation, there is reference to
Greenleaf s description of the relationship between good managers and quality assurance in
programming. As programmers, we are not necessarily managers. We can apply the servant
leader approach to programming areas, whether we are therapeutic recreation specialists or serve
in some other aspect of recreation programming. The servant leader approach is a timely idea and
as therapeutic recreation professionals, we already possess many of the qualities of the servant
leader. We just don't know it! Greenleaf s essays present a guide for servant leaders to examine
their leadership styles and management styles. He provides a path for us to explore our behavior
and qualities as servant leaders.

Reviewed by: Karen Bibbins, MS, CTRS, SUNY College at Brockport, Brockport, NY.
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