Northouse, Leadership: Theory and Practice, Seventh Edition: Instructor Resource 


Case 10.3: Servant Leadership Takes Flight
Case synopsis and analysis
Southwest Airlines is the focus of this case study.  In this reading, students are able to see that a large, profitable company can find and build success by applying principles of servant leadership.
Southwest believes in the Golden Rule: Treat people the way you want to be treated.  Their model focuses on employee satisfaction first, followed by the needs of passengers.  They hire for attitude and train for skill.  
Company co-founder Herb Kelleher is largely responsible for this attitude.  He believed in equality, collaboration, and employee satisfaction.  He felt that an airline would succeed if it took care of employees first.  Herb did just that, as evidenced by the growth and success of one of his first followers, Colleen Barrett.  Colleen worked with Herb even before he founded Southwest and grew to become COO of the airline.  She was always treated like an equal, and rose from Herb’s side to become a successful leader in the company.
Students will enjoy this profile.  The professor may find it useful to show interviews or clips from Herb and/or Colleen that speak to Southwest’s philosophy.  As well, a debate could be an interesting activity for this case study (see teaching approaches below). 
Learning objectives:
1) Students should be able to apply the servant leader behaviors to a leader.
2) Students should begin to understand some of the strengths of being a servant leader.
Answers to questions in the text:
1. What type of servant leader behaviors did Herb Kelleher exhibit in starting the airline? What about Colleen Barrett? 
[bookmark: _GoBack]There are seven servant leader behaviors that are at the core of the servant leadership process.  They are conceptualizing (the leader’s thorough understanding of the organization), emotional healing (being sensitive to the needs and concerns of others), putting followers first, helping followers grow and succeed, behaving ethically, empowering, and creating value for the community. Herb seemed to exhibit all of these behaviors, with particular emphasis on putting the followers first.  Indeed, he believed that putting followers first would be key to success.  He did seemingly have a strong understanding of airlines and business, and was likely sensitive to others needs, helped others heal and grow and behaved ethically.  He worked to create great value for the community by offering an airline that was uniquely committed to employee and customer satisfaction.  However, the main focus for Herb was putting followers first.
Colleen’s main focus was putting followers first as well.  She instituted the Golden Rule and believes that happy employees and customers are the key to success.    
2. How do the leaders of Southwest Airlines serve others? What others are they serving? 
Leaders of Southwest first serve employees.  Indeed, the main focus for leaders is employee satisfaction.  Satisfied employees are then more likely to serve passengers with grace.  In the end, they serve employees first and then passengers.
3. Southwest Airlines emphasizes the Golden Rule. What role does the Golden Rule play in servant leadership? Is it always a part of servant leadership? Discuss. 
The Golden Rule says that you should treat people the way you want to be treated.  This rule aligns with Greenleaf’s definition.  Greenleaf has written that servant leadership “begins when leaders commit themselves to putting their followers first, being honest with them, and treating them fairly.” If you follow the Golden Rule, you are being honest with others and treating them fairly. 
As well, putting followers first is a key behavior for successful servant leaders.  The Golden Rule essentially puts followers first and ensures that they are treated the way a person would want to be treated.
4. Based on Figure 10.1, describe the outcomes of servant leadership at Southwest Airlines and how follower receptivity may have influenced those outcomes.
Southwest Airlines obtained a number of outcomes as a result of Colleen’s servant leadership.  It succeeded in helping followers grow and perform.  Colleen’s growth and success as COO is evidence of that growth.
As well, the organization has posted a profit for 35 years with very high numbers of returning customers.  Employees are satisfied with the work, and performance is strong overall.  Finally, the airline seems to have a positive influence on society.  Employees are satisfied, and customers enjoy flying Southwest.  
Potential teaching approaches: 
Below is a way to structure a class based on skill theory and case study 10.3:
· Hold a lecture on servant leadership.
· Ask students to read case 10.3 and answer the questions.
· Discuss questions 1 through 4 in the case study as a class.
· Finally, the professor may choose to conduct in-class exercise 1 and/or 2 below.
  
Exercises for this case study: 
1) The professor could show a film and/or interview clips about Southwest Airlines.

2) The professor should have a debate about the usefulness of servant leadership in a for-profit institution.  Students should have time to prepare for the debate, with the debate taking place after the preparation.

Some of the class will argue that servant leadership is the best model for businesses. These students can use Southwest as an example and should create a list of reasons why servant leadership should be the theory of choice for businesses.

Others will argue that for-profit businesses should not rely on servant leadership models.  These students should make the case that another leadership model previously studied (perhaps transformational) is better for a for-profit organization. They should create a list of reasons why servant leadership should not be the theory of choice for such an organization and debate this with the class.
  
