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ABSTRACT

The current study reviews the trait approach to leadership and servant-leadership
theories. It proposes six traits of servant leaders (quoted under an acronym CHRIST):
Commitment, Humility, Resilience, Integrity, Service & Teamwork as the essential
identifiers of servant- leaders. These form a broad framework of traits of such leaders.
A measurement scale was developed and validated to contribute to future research
studies of servant-leadership models, including traits as antecedents. Confirmatory
factor analysis showed that the measurement scale had reliability, discriminant validity,
and metric and scalar invariance. The measurement scale was found to be
psychometrically sound in measuring the six essential traits of servant leaders, which
have not been subject to previous studies. The scale may be used in future studies to
examine the relationships among traits, vision, behaviors, and outcomes of servant
leaders. It may also be used to identify emergent servant leaders. A simplified scale of
six items with good psychometric properties has also been developed to measure the
broad traits of servant leaders.
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1. INRRODUCTION

The term “servant-leadership” was coined by Greenleaf (1970), and numerous articles on
servant-leadership have been published in the last 20 years (Eva et al., 2019; Kumar, 2018).
According to Greenleaf (2002), a servant leader is motivated by a natural feeling to serve first,
and the choice of serving others results in the aspiration to lead. Many studies on servant-
leadership were conducted based on Greenleaf’s original conceptualization of a servant leader
(Barbuto & Wheeler, 2006).

The values, attitudes, traits, characteristics, behaviors, followers, and organizational
outcomes of servant leaders were analyzed in different studies using different approaches and
in different sectors and countries (Eva et al., 2019; Kumar, 2018; Liden et al., 2014; Sendjaya
et al., 2008). After conducting a comprehensive review of studies on servant-leadership, Eva et
al. (2019) observed that most provided a loose description of servant leaders’ behavior toward
their followers. A nomological network of servant-leadership research was proposed in their
study to guide future research.

Antecedents or traits of leaders are crucial elements affecting the behaviors and outcomes
of leadership in general (Yukl, 1989), and of servant-leadership in particular (Eva et al., 2019;
Langhof & Giildenberg, 2020). The current study identified six traits related to servant leaders
from the literature and developed a valid and reliable measurement scale of the six traits by
working through the process required for developing a measurement instrument (Hinkin, 1995;
Taherdoost, 2017).

2. LITERATURE REVIEW

2.1. Total Quality Management (TQM) and Servant-leadership

2.1.1. Key Principles of TQM

e Customer Focus: TQM emphasizes understanding and meeting customer needs, which
is essential for organizational success.

e Continuous Improvement. A commitment to ongoing enhancement of processes,
products, and services is central to TQM.

e Employee Involvement: Engaging all employees in the quality process is crucial for
fostering a culture of quality.

e Process Approach: TQM advocates for managing interrelated processes to achieve
desired outcomes effectively.

e Fact-Based Decision Making: Decisions should be guided by data and statistical
methods to ensure quality improvements. (Ho, 1999)
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2.1.2. Key Principles of Servant-leadership

Empathy: Servant leaders prioritize understanding and addressing the needs of their
team members.

Listening: Open communication and active listening are fundamental to servant-
leadership.

Healing: Creating a supportive environment that promotes personal and professional
growth is vital.

Community Building: Encouraging collaboration and a sense of belonging among team
members enhances team dynamics.

Stewardship: Servant leaders take responsibility for the well-being of their organization
and its employees.

2.1.3. Integration of TQM and Servant-leadership

Empowering Employees: Servant-leadership fosters employee engagement, which
aligns with TQM's focus on involving all staff in quality initiatives. This empowerment
can lead to higher job satisfaction and lower turnover rates, as employees feel valued
and included in decision-making processes (Canavesi & Minelli, 2021).

Creating a Supportive Culture: A servant leader cultivates a culture that encourages
continuous improvement, essential for TQM success. This supportive environment can
enhance collaboration and innovation within teams (Spalding University, 2024).
Enhanced Communication: Open lines of communication in servant-leadership
facilitate the feedback loops necessary for TQM. Effective communication ensures that
employees are aware of quality goals and can contribute to achieving them (Avneesh,
2024).

Focus on Customer Satisfaction: Both TQM and Servant-leadership emphasize
understanding and meeting customer needs, leading to higher quality outcomes. Servant
leaders can drive a customer-centric approach that aligns with TQM principles.
Data-Driven Decisions: Servant leaders can utilize TQM’s emphasis on facts and data
to empower their teams and make informed decisions. This approach helps in
identifying areas for improvement and measuring the impact of changes made.

2.1.4. Benefits of Combining TQM and Servant-leadership

Increased Employee Morale: A supportive leadership style can boost employee morale,
making them more invested in quality initiatives.

Higher Quality Products/Services: Engaged and empowered employees are more likely
to contribute to continuous quality improvement.

Stronger Team Collaboration: A culture of empathy and community fosters
collaboration, essential for TQM success.

Sustainable Growth: Organizations that integrate these approaches often see long-term
improvements in customer satisfaction and operational efficiency.

Combining TQM and Servant-leadership creates a holistic approach to organizational
management that prioritizes quality, employee engagement, and customer satisfaction. By
fostering a culture of empowerment and continuous improvement, organizations can achieve
sustainable success.
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2.2. Trait as an Approach to Leadership

Yukl (1989) classified leadership research into several approaches: power-influence, trait,
behavior, and situational. The trait approach dominated the study of leadership before 1948
(Antonakis et al., 2004; Stogdill, 1948; Zaccaro, 2007). The success of the mental testing
movement in the early part of the twentieth century encouraged researchers to employ the then-
recently developed “personality tests” in their search for leadership traits.

Stogdill (1948) reviewed leadership studies between 1904 and 1947 to find a reliable and
coherent pattern related to leaders. The publication of Stogdill’s paper in 1948 marked a turning
point in the study of leadership, leading to a decline in the popularity of the leadership trait
theory approach (Zaccaro, 2007).

In more recent years, the trait approach has regained its importance in the study of leadership
(Bono & Judge, 2004; Kirkpatrick & Locke, 1991; Zaccaro, 2007). Kirkpatrick and Locke
(1991) argued that leadership traits such as drive, achievement, ambition, energy, initiative,
motivation, honesty, integrity, self-confidence, and cognitive ability were essential for effective
leadership. Bono and Judge (2004) examined the relationship between personality and
transformational and transactional leadership behaviors. They found that in 26 independent
studies, personality traits using the Big 5 model were related to three transformational and
transactional leadership dimensions. The personality trait of agreeableness was found to be
related to servant-leadership (Sun & Shang, 2019). The five traits in the Big 5 model are
commonly used in personality and psychology studies, and they are selected with theories
proposing that the traits are related to effective servant-leadership.

2.3. Characteristics of Servant Leaders

Through an extensive review of the literature, the current study attempted to identify traits or
personal attributes related to effective servant leaders. After studying Greenleaf's
conceptualization of servant-leadership, Spears (2010) proposed that there were ten
characteristics related to servant-leadership, namely, Listening, Empathy, Healing, Awareness,
Persuasion, Conceptualization, Foresight, Stewardship, Commitment to Growth of People, and
Building Community. Numerous studies investigated the characteristics of servant leaders using
different approaches (Dutta & Khatri, 2017; Russell & Stone, 2002; Sendjaya et al., 2008; Sousa
& van Dierendonck, 2017).

A review of studies conducted on servant-leadership showed that attributes or
characteristics were frequently used without clear definitions. At least 16 measurement
instruments were developed to measure servant leaders' characteristics (Eva et al., 2019). Some
characteristics of servant leaders could be interpreted as leadership behaviors in some studies,
such as sharing leadership (Silva, 2014), and empowerment (Russell & Stone, 2002). However,
some characteristics proposed by Spears and some characteristics measured by other studies,
such as honesty (Russell & Stone, 2002; Wong & Page, 2000), integrity (Wong & Page, 2000),
and empathy (Spears, 2000; Wong & Page, 2000) are viewed as traits of servant leaders.

2.4. Traits as an Essential Component of Servant-leadership

According to personality and psychology studies, traits were relatively enduring patterns of
thoughts, feelings, and behaviors that reflected the tendency to respond in specific ways under
certain circumstances (Roberts, 2009). Leadership behaviors in a particular situation were
observable responses and actions taken by a leader to achieve effective organizational outcomes
due to the effects of traits, environment and other contextual factors, as depicted by some
integrative models of leadership (Eva et al., 2019; Yukl, 1989). Eva et al. (2019) reported that
only seven out of 16 measures of a set of predetermined servant-leadership characteristics
showed sufficient evidence of construct validity.
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The literature contains very few studies that focus on antecedents or traits of servant leaders
(Eva et al., 2019; Langhof & Glldenberg, 2020). By referring to the conceptualization of
servant-leadership and the integrative leadership model, the current study identified six traits
from the literature as essential traits of servant-leadership (quoted under an acronym CHRIST):
Commitment, Humility, Resilience, Integrity, Service & Teamwork.

C = Commitment to the growth of people is a characteristic of servant-leadership noted in a
range of studies (Chan et al., 2017; Liden et al., 2008; Spears, 2010; Wong & Page, 2000).
Since personality trait is a multi-dimensional and multi-level/hierarchical concept (Eysenck,
1991), the current study proposes a broader trait category of Commitment related to commitment
to fulfilling all the responsibilities of a servant leader, in addition to commitment to the growth
of people. Since Commitment includes a commitment to the growth of people, it is seen in the
current study as an essential trait relevant to servant-leadership.

H = Humility was found to be a characteristic of servant leaders in 27 articles (Coetzer et al.,
2017). Humility formed the essential backbone of the servant leader (Patterson, 2003; Russell,
2001), and so Humility is seen as an essential trait of a servant leader in the current study.

R = Resilience is the ability to bounce back from adversity, frustration, and misfortune, was
proposed as an essential trait of servant leaders in the current study. Unlike the five traits of
servant leaders proposed above, which had support as essential characteristics of servant-
leadership in the literature, no existing study in servant-leadership has proposed Resilience as
an essential trait of servant-leadership. However, there were studies stressing the importance of
resilience for leaders (Southwick et al., 2017; Wiroko, 2021). Some studies found employee
resilience to be an outcome of servant-leadership (Batool et al., 2022; Cai et al., 2023). Hence,
it is proposed in the current study that Resilience is an essential trait of servant leaders.

I = Integrity is an essential attribute of an effective leader (Duggar, 2009), and a servant
leader, as posited in 11 studies (Russell & Stone, 2002; Winston, 1999; Wong & Page, 2000).
Integrity was described as honesty and fairness (Bennis, 1989; Coetzer et al., 2017; Russell &
Stone, 2002; Verdorfer, 2019). Bennis (1989) suggested that Integrity is one of the key
qualities of authentic leaders. These studies suggested that Integrity is an essential trait of a
leader in general and a servant leader in particular. Hence, Integrity is considered to be an
essential trait of servant leaders in the current study.

S = Service is the desire to serve is an essential trait of servant leaders, and numerous studies
treated Service as an essential dimension or characteristic of servant-leadership (Dutta & Khatri,
2017). According to the conceptualization of Greenleaf (1970) and the definition of personality
traits (Roberts, 2009), Service is a characteristic trait of a servant leader, and servant leaders
will act to serve others according to the needs and situation of their organizations. In the current
study, Service is viewed as a key trait and essential characteristic of a servant leader.

T = Teamwork is an essential dimension of servant-leadership proposed by Wong and Page
(2000). Team-building is a leadership behavior affecting the effectiveness of teamwork in an
organization (Hacker, 1999). To achieve serving and developing followers, a servant leader
needs to work with his followers as a team and build up an effective team with a teamwork
spirit (Wong & Page, 2000). Hence, in the current study Teamwork is considered an essential
leadership trait of a servant leader.
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The Six-Trait TQ Servant-Leadership Model combines elements of TQM and servant-
leadership to create a framework for effective leadership. Figure-1 shows the six traits
associated with this model as generated by the SPSS Structural-Equation Modeling Procedure
to arrive at the desired outcome of TQ Servant-Leadership.

Smith (2021) explores the intersection of servant-leadership and TQM, emphasizing
empathy and collaboration as key drivers of organizational success. Johnson (2020) examines
how integrity and vision in leadership influence employee engagement and commitment in
high-performance organizations. Brown (2022) analyzes the impact of service orientation on
team dynamics and performance, highlighting the role of servant-leadership in fostering a
quality-driven culture. Davis (2019) investigates the role of commitment to growth in
leadership and correlates leadership development with organizational quality outcomes. Chan
(2021) focuses on collaboration as a trait of servant-leadership, demonstrating its effectiveness
in multicultural teams within quality frameworks. Wong (2020) investigates how servant-
leadership traits, particularly empathy and integrity, contribute to sustainable organizational
practices. Tan (2022) highlights the importance of a vision in leadership, linking it to enhanced
organizational quality and employee satisfaction.
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Figure-1: The 6-Trait Model generated by the SPSS Structural-Equation Modeling arriving at the
desired outcome of TQ Servant-Leadership
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3. RESEARCH METHODOLOGY

3.1. Definition of Servant Leaders

Like studies on leadership, there are many definitions of servant-leadership and almost no
consensus (Parris & Peachey, 2013). After reviewing the literature on servant-leadership, a
definition is proposed to guide this study based on the original proposal by Greenleaf (1970),
the integrated model of leadership (Yukl, 1989), and the more recent definition proposed by
Eva et al. (2019).

A servant leader is defined as a leader with the traits and vision to serve and lead, with
importance attached to developing followers and bringing about an outcome beneficial to the
followers, the organization, and the larger community. It is proposed in this definition that traits
and vision to serve and lead are the most essential and defining characteristics of a servant
leader according to Greenleaf’s conceptualization (1970) and other studies on servant-
leadership (Greenleaf, 1997; Patterson, 2003; Russell & Stone, 2002). This definition highlights
another vital aspect of servant leaders: serving their followers to develop them to become
servant leaders and contribute to improving the organization and the wider community.

3.2. Definition of Leadership Traits

A clear definition of servant-leadership traits is required to identify and develop a measurement
scale for the leadership traits of servant leaders. Concerning the proposed definition of
personality traits by Roberts (2009) and the definition of leadership traits by Zaccaro (2007),
the current study defines the broad leadership traits of servant leaders as the relatively enduring
patterns of thoughts, values, feelings, and behaviors that reflect the tendency to respond in
relatively coherent ways to serve and to lead others across a variety of group and organizational
situations. As traits are a multi-dimensional and multi-level construct (Eysenck, 1991), the
current study identifies six specific leadership traits at a lower level under the broad leadership
trait of servant leaders through the extensive literature review and according to the definition in
the current study.

3.3. Development of the Measurement Scale of the Six Traits

The current study developed its measurement scale through the following stages according to

Hinkin (1995):

(1) reviewing related literature and instruments already developed and collecting input from
academics with expertise in the area;

(2) proposing constructs related to the current study and defining the constructs to be
measured;

(3) developing instruments according to the proposed constructs and regarding instruments
used in other studies;

(4) seeking comments from focus groups and experts to refine the proposed instruments;

(5) collecting data to validate the instruments by two pilot studies;

(6) conducting confirmatory factor analysis to validate the instruments;

(7) collecting more data to support the validity and reliability of the final draft from four
different groups at four points in time in 2022.

The first five steps took place over two years with inputs from academic staff from the
School of Social Work and the School of Psychology of a tertiary institution in Hong Kong.
With reference to a literature review and measurement scales used by other studies, a set of
measurement scales was developed for the six traits. Two pilot tests were administered to check
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the validity and reliability of the scale. The result of the first two pilot tests showed that the
scale needed further improvement after performing confirmatory factor analyses.

A final revision of the draft measurement scale was developed after an in-depth analysis of
each scale item used in the two pilot tests with inputs from all academic staff involved in the
project. All members of the institution’s staff accepted the definitions described in the current
study and the final fine-tuned scale. The institution collected data from students for the third
time. Confirmatory factor analysis showed that the measurement scale had reliability and
validity.

Responses from three more groups of respondents were collected at different times: social
workers in Hong Kong, workers from the business sector in Hong Kong, and social workers in
Mainland China. The data collected from all four groups were analyzed by SPSS version 28
and AMOS.

3.4. Sample and Procedure

The questionnaire was distributed online and on paper to four groups of respondents at different
times. Respondents were requested to respond to the questionnaire concerning their traits. A
total of 949 completed responses were received and analyzed, with 155 responses from
university students, 135 from social workers in Hong Kong, 300 from the business sector, and
359 from social workers in Mainland China.

4. DATA ANALYSIS

4.1. Descriptive Statistics and Factor Analysis

SPSS version 28 was used to analyze the data. The exploratory factor analysis showed that six
distinct factors were obtained according to the proposed six traits measured by 24 items of the
measurement scale.

4.2. Confirmatory Factor Analysis

The confirmatory factor analyses of the data from different groups were performed by AMOS.
Table-1 below shows the goodness of fit indices for all responses and sub-groups. The results
support the model’s validity by using all the responses of 949 data with IFI and CFI above 0.95
and RMSEA below 0.06. The figures show an excellent fit of the model. The model also
supports all the sub-groups individually with acceptable indices of CFI and IFI above 0.915 and
RMSEA below 0.082.

Table-1: Goodness of Fit Indices of Confirmatory Factor Analyses for All Participants and Different

Sub-groups
Group i af | SamPle | CFl | RMSEA
square Size
All responses 861.1 229 949 .955 .955 .054
Social workers in Hong Kong 364.1 229 135 919 917 .066
Hong Kong students 450.2 229 155 916 915 .079
Hong Kong business sector 447.5 229 300 927 .929 .056
Social workers in Mainland China 774.8 229 359 .929 .929 .082

4.3. Reliability and Discrimination Validity of the Measurement Model
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Table-2 below shows the reliability of the scales with the composite reliability ranging from
0.761 to 0.877. The results show that the measurement model has good reliability.

Table-2 also shows the discriminant validity of the model with HTMT analysis. The
correlations between traits range from 0.518 to 0.736. The correlations are moderate and all

below 0.74, implying that each scale is distinct. Hence, the discriminant validity of the
measurement scale is supported.

Table-2: Correlations among the Six Factors and Their Reliabilities

C?nn;mit' Humility | Resilience | Integrity | Service (F:ler?a%czlsii:; ﬁg;sa
Commitment 1.000 825 844
Humility 574" 1.000 761 .760
Resilience 617" 564" 1.000 .860 .860
Integrity 674" 702" 684" 1.000 .807 819
Service 648" 518" 641" 624" 1.000 877 874
Teamwork 662" 564" 645" 668" 736" 0.877 0.870

"p<.001

4.4. Invariance of the Model among Four Groups of Respondents

Four groups of respondents have different backgrounds: university students, social workers in
Hong Kong, social workers in Mainland China, and workers in the Hong Kong business sectors.
Due to differences in background and culture, different groups may have different
interpretations of the questionnaire.

Analyses of the invariance of the model among the four groups of respondents were
conducted using the multi-group method by AMOS. There are four different invariant models:
the configuration invariant model, the metric invariant model, the scalar invariant model, and
the residual invariant model. The residual invariant model has the strictest requirement of
identical residues, the same regression weights and the same intercepts for all different groups.
The unconstrained model of AMOS is a test of the invariance of configuration referred to as the
configural invariant model (Putnick & Bornstein, 2016).

The measurement weights model of AMOS is the metric invariant model (Putnick &
Bornstein, 2016). It tests metric invariance by putting the constraints for all groups to have the
same configuration and regression weights from the observable variables to the latent variables.
Structural covariances (or scalar invariant models) impose an additional constraint requiring the
variance of all latent variables having the same values. Measurement residuals (or residual
invariant model) impose an additional constraint on the structural covariances by requiring all
residues to have the same value for all groups of respondents. The results shown in Table-3
below reveal the goodness of fit of the various invariant models.

Table-3: Goodness of Fit Indices for the Various Invariant Models
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IFI RMSE
Model NPAR | CMIN df | pvalue | CMIN/Gf | 1) | CFI A

Unconstrained 284 2037.361 916 | <.001 2.224 .926 .925 .036

Measurement 230 | 2107.851 | 970 | <.001 2.173 924 | 923 | .035

weights

Structural 167 | 2345.767 | 1033 | <.001 2271 912 | 912 | 037

covariances

Measurement 71 | 3364.954 | 1129 | <.001 2.980 849 | 850 | .046

residuals

mgsgf”dence 9 15928'28 1104 | <001 | 14.464 | <000 |<000| .119

The goodness of fit indices for the four invariant models shows that the unconstrained
(invariant configural model), measurement weight invariance (or metric invariant model), and
the structural covariances model (or scalar invariant model) are acceptable models because the
CFl are all above 0.91 and the RMSEA below 0.037. The difference in chi-squares of the first
two models is statistically insignificant (the chi-square difference is equal to 70, and the change
in degree of freedom is equal to 54), implying no significant difference between the two models.
However, the difference in the chi-squares of the second and third models is statistically
significant (the chi-square difference is equal to 238, and the change in degree of freedom is
equal to 63).

The analyses confirmed that the model has invariant properties constraints of having equal
configuration, equal regression weight of each observable item on the latent variable, and equal
covariance among latent variables. The results suggested that the model can be applied to
different groups with good psychometric properties in the current study.

4.5. Convergent Validity

The standardized regression weight of the four respective measurement items on the six traits
ranges from 0.591 to 0.868. All items except five have factor scores or standardized regression
weights on their respective trait larger than 0.7. The results show that the model has construct
convergent validity.

4.6. Second-Order Factor Model

The current study proposed that the six specific traits were related to a broad servant-leadership
trait construct. A second-order model of a broad servant-leadership trait formed by the six
specific traits was analyzed with confirmatory factor analysis. The goodness of fit indices show
that the data support a second-order factor model (IF1=0.933; IFI=0.933; RMSEA=0.063). The
standardized regression weights of all six specific traits on the broad trait are higher than 0.793.
The results show that the second factor has convergent validity.

4.7. A Simplified Model of the Broad Trait of Servant Leaders

Like the simplified servant-leadership behavior measurement used by Liden et al. (2014) with
six items, the current study carried out a confirmatory factor analysis of the broad traits of
servant leaders by picking up one measurement item with the highest factor loading to their
respective narrow traits. The goodness of fit indices support the reliability and validity of the
simplified measurement of broad traits of servant leaders.

The invariance of the simplified broad trait of servant leaders among four groups of
respondents was analyzed similarly for the full model above. Similar to the result of the whole
full model, the analyses confirmed that the model has invariant properties constraints of having
equal configuration, equal measurement weights, equal measurement intercepts, and equal
structural covariances with CFI all above 0.947 and all RMSEA below 0.042. The results
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suggested that the simplified model of broad traits of servant leaders can be used for different
groups with good psychometric properties.

5. RESULTS

The current study attempts to develop a valid and reliable measurement scale of six traits of
servant leaders as antecedent variables for future studies of servant-leadership. As discussed in
the development of the questionnaire, the questionnaire has face validity, construct validity, and
content validity through the literature review and involvement of academic inputs. The
questionnaire has reliability and discriminant validity and shows configural, metric and scalar
invariance among the four data groups taken at different time slots with different backgrounds.

A second-order factor analysis further shows that the measurement scale of six traits of
servant leaders has convergent validity. The second-order factor can be called the broad servant-
leadership trait with six specific narrower traits: Service, Integrity, Humility, Commitment,
Teamwork and Resilience. The six specific traits converge to the broad servant-leadership trait
according to the proposal of the current study. The six traits are distinct but not too highly
correlated. Since the six traits are related to the characteristics of servant leaders from the
literature review, the second-order latent variable as higher-level servant-leadership trait has
construct validity.

The broad servant-leadership trait can be measured by a simplified version using one item
from each trait. The confirmatory factor analysis shows that the measure has excellent
psychometric properties with good validity and reliability.

The results are the first in identifying six specific traits with a reliable and valid
measurement instrument convergent to broad leadership traits. The broad leadership traits can
also be measured by six items similar to the simplified version of the measure of servant-
leadership by Liden et al. (2014). The findings bridge the gap in finding the relation between
servant-leadership traits and other servant-leadership variables in an integrative model with a
valid and reliable measurement instrument for traits of servant leaders. The traits of servant
leaders can be measured by the questionnaire developed, which serves as an instrument for
identifying emergent servant leaders.

6. DISCUSSION

With the development and validation of the measurement scale for six specific servant-
leadership traits, which is convergent to a broad servant-leadership trait as proposed in the
current study, light is cast on the concept and measurement of the traits of servant leaders, an
important but seemingly neglected part of the antecedents of servant-leadership theory (Eva et
al., 2019). Using the measurement scale will permit further research to investigate the
integrative servant-leadership model and may enhance knowledge of our understanding of
servant-leadership theory. The measurement of traits may also be used for research to identify
emergent and effective servant leaders.

The Six-Trait TQ Servant-Leadership Model, supported by this research and those from
leading academic institutions, underscores the importance of these traits in fostering effective
leadership and enhancing organizational quality. Each trait contributes to a holistic approach
that prioritizes the well-being and development of individuals within an organization.

The current study has limitations in that data were collected from students, social workers,
business workers in Hong Kong, and social workers in Mainland China. The sample size, while
significant, was limited to certain occupational sectors and, more importantly perhaps, consisted
of Chinese respondents located in Chinese contexts. This means that the result may not be
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generalizable across cultures. Further research is needed to test whether the model proposed
here has invariant properties among cultural groups.

Implementation of the Model

Finally, to effectively implement the Six-Trait TQ Servant-Leadership Model, one should
consider the following generic steps:

1.
2.

Assessment: Evaluate current leadership practices against these six traits.

Training: Provide training programs focused on developing these traits in leaders at all
levels.

Feedback Mechanisms: Establish systems for receiving feedback from team members
regarding leadership effectiveness.

Recognition: Recognize and reward leaders who exemplify these traits in their daily
interactions.

Continuous Improvement: Regularly review and refine practices to enhance the
model's effectiveness.

REFERENCES

[1]

[2]

[3]
[4]

[5]

[6]
[7]

[8]

[9]

[10]

[11]

[12]

Antonakis, J., Cianciolo, A. T., & Sternberg, R. J. (2004). Leadership: Past, present, and future.
The Nature of Leadership, 3-15.

Avneesh, Pandey (2024). How can TQM methods be applied to different leadership styles?,
Linkedin

www.linkedin.com/advice/0/how-can-tgm-methods-applied-different-leadership-Oyk3c

Barbuto, J. E., & Wheeler, D. W. (2006). Scale development and construct clarification of
servant-leadership.  Group and  Organization = Management, 31(3), 300-326.
https://doi.org/10.1177/1059601106287091

Batool, F., Mohammad, J., & Awang, S. R. (2022). The effect of servant-leadership on
organisational sustainability: The parallel mediation role of creativity and psychological
resilience [Article]. Leadership and Organization Development Journal, 43(1), 71-95.
https://doi.org/10.1108/LODJ-06-2021-0264

Bennis, W. (1989). Why leaders can’t lead. Jossey-Bass San Francisco.

Bono, J. E.,, & Judge, T. A. (2004). Personality and transformational and transactional
leadership: A meta-analysis. Journal of Applied Psychology, 89(5), 901-910.
https://doi.org/10.1037/0021-9010.89.5.901

Brown, T. (2022). Service Orientation in Leadership: A Pathway to Quality. Oxford Review of
Economic Policy.

Cai, Z., Mao, Y., Gong, T., Xin, Y., & Lou, J. (2023). The effect of servant-leadership on work
resilience: Evidence from the hospitality industry during the COVID-19 period. International
Journal of  Environmental Research and  Public Health, 20(2), 1322.
https://doi.org/10.3390/ijerph20021322

Canavesi, A., Minelli, E. (2021). Servant-leadership: a Systematic Literature Review and
Network Analysis, Empl Responsib Rights J (Dordr). Sep 28; 34(3):267-289. DOI:
10.1007/s10672-021-09381-3

Chan, K. W. C., & So, G. B. K. (2017). Cultivating servant leaders in secondary schooling.
Servant-leadership: Theory & Practice, 4(1), 12-31.

Chan, K. W. C. (2021). Collaboration in Diverse Teams: A Servant-leadership Perspective.
HKU Business Review.

https://iaeme.com/Home/journal/lJARM editor@iaeme.com


http://www.linkedin.com/advice/0/how-can-tqm-methods-applied-different-leadership-0yk3c
https://doi.org/10.1177/1059601106287091
https://doi.org/10.1108/LODJ-06-2021-0264
https://doi.org/10.1037/0021-9010.89.5.901
https://doi.org/10.3390/ijerph20021322

Hong Sheung CHUI, Karen Y. Y. LEE, Shirley M. C. YEUNG, Alex L. K. FUNG, Samuel K. M. HO

[13]

[14]

[15]

[16]

[17]

[18]

[19]

[20]

[21]

[22]

[23]

[24]

[25]

[26]

[27]

[28]

[29]

[30]

[31]

Coetzer, M. F., Bussin, M., & Geldenhuys, M. (2017). The functions of a servant leader.
Administrative Sciences, 7(1), 5. https://doi.org/10.3390/admsci7010005

Davis, L. (2019). Growth-Oriented Leadership: Enhancing Quality in Organizations.
Cambridge Journal of Business Studies.

Duggar, J. W. (2009). The role of integrity in individual and effective corporate leadership.
Journal of Academic and Business Ethics, 3(1), 1-7.

Dutta, S., & Khatri, P. (2017). Servant-leadership and positive organizational behavior: The road
ahead to reduce employees’ turnover intentions. On the Horizon, 25(1), 60-82.
https://doi.org/10.1108/0TH-06-2016-0029

Eva, N., Robin, M., Sendjaya, S., van Dierendonck, D., & Liden, R. C. (2019). Servant-
leadership: A systematic review and call for future research. Leadership Quarterly, 30(1), 111-
132. https://doi.org/10.1016/j.leaqua.2018.07.004

Eysenck, H. J. (1991). Dimensions of personality: 16, 5 or 3?—<Criteria for a taxonomic
paradigm. Personality and Individual Differences, 12(8), 773-790.
https://doi.org/https://doi.org/10.1016/0191-8869(91)90144-Z

Greenleaf, R. K. (1970). The servant as leader, the Robert K. Greenleaf Center, Indianapolis,
IN, 1-37.

Greenleaf, R. K. (1997). The servant as leader. In Leadership: Understanding the dynamics of
power and influence in organizations. University of Notre Dame Press.

Greenleaf, R. K. (2002). Servant-leadership: A journey into the nature of legitimate power and
greatness. In L. C. Spears (Ed.), Servant-leadership: A journey into the nature of legitimate
power and greatness, 25th anniversary ed. Paulist Press.

Hacker, M. E. (1999). Team Technology-Finding the right mix to improve team performance
during process-improvement tasks. Quality Progress-Milwaukee, 32(1), 61-64.

Hinkin, T. R. (1995). A review of scale development practices in the study of organizations.
Journal of Management, 21(5), 967-988.

Ho, S. KIM. (99). "TQM: An Integrated Approach - Implementing TQ through Japanese 5-S
and ISO 9001, 296 pages, (1st & 2nd Ed., Kogan Page, UK), 3rd Ed., HKBU, ISBN 962-85264-
3-X, Hong Kong.

Johnson, R. (2020). Integrity and Vision: Pillars of Effective Leadership. Yale Journal of
Management.

Kirkpatrick, S. A., & Locke, E. A. (1991). Leadership: do traits matter? Academy of
Management Perspectives, 5(2), 48-60. https://doi.org/10.5465/ame.1991.4274679

Kumar, S. (2018). Servant-leadership: A review of literature. Pacific Business Review
International, 11(1), 43-50.

Langhof, J. G., & Giildenberg, S. (2020). Servant-leadership: A systematic literature review—
toward a model of antecedents and outcomes. German Journal of Human Resource
Management: Zeitschrift Fir Personalforschung, 34(1), 32-68.
https://doi.org/10.1177/2397002219869903

Liden, R. C., Wayne, S. J., Liao, C., & Meuser, J. D. (2014). Servant-leadership and serving
culture: Influence on individual and unit performance. Academy of Management Journal, 57(5),
1434-1452. https://doi.org/10.5465/am;j.2013.0034

Liden, R. C., Wayne, S. J., Zhao, H., & Henderson, D. (2008). Servant-leadership: Development
of a multidimensional measure and multi-level assessment. The Leadership Quarterly, 19(2),
161-177.

https://doi.org/https://doi.org/10.1016/j.leaqua.2008.01.006

https://iaeme.com/Home/journal/lJARM editor@iaeme.com


https://doi.org/10.3390/admsci7010005
https://doi.org/10.1108/OTH-06-2016-0029
https://doi.org/10.1016/j.leaqua.2018.07.004
https://doi.org/https:/doi.org/10.1016/0191-8869(91)90144-Z
https://doi.org/10.5465/ame.1991.4274679
https://doi.org/10.1177/2397002219869903
https://doi.org/10.5465/amj.2013.0034
https://doi.org/https:/doi.org/10.1016/j.leaqua.2008.01.006

[32]

[33]

[34]

[35]

[36]

[37]

[38]

[39]

[40]

[41]

[42]

[43]

[44]

[45]

[46]

[47]

[48]

Research & Development of A Six-Trait TQ Servant-Leadership Model

Parris, D. L., & Peachey, J. W. (2013). A systematic literature review of servant-leadership
theory in organizational contexts. Journal of Business Ethics, 113(3), 377-393.
https://doi.org/10.1007/s10551-012-1322-6

Patterson, K. A. (2003). Servant-leadership: A theoretical model. In School of Leadership
Studies. Regent University.

Putnick, D. L., & Bornstein, M. H. (2016). Measurement invariance conventions and reporting:
The state of the art and future directions for psychological research. Developmental Review, 41,
71-90. https://doi.org/10.1016/j.dr.2016.06.004

Roberts, B. W. (2009). Back to the future: Personality and assessment and personality
development. Journal of Research in Personality, 43(2), 137-145.
https://doi.org/10.1016/j.jrp.2008.12.015

Russell, R F. (2001). The role of values in servant-leadership. Leadership & Organization
Development Journal, 22(2), 76-84. https://doi.org/10.1108/01437730110382631

Russell, Robert F, & Stone, G. A. (2002). A review of servant-leadership attributes: developing
a practical model. Leadership & Organization Development Journal, 23(3), 145-157.
https://doi.org/10.1108/01437730210424

Sendjaya, S., Sarros, J. C., & Santora, J. C. (2008). Defining and measuring servant-leadership
behavior in organizations. Journal of Management Studies, 45(2), 402-424.
https://doi.org/10.1111/j.1467-6486.2007.00761.x

Silva, M. B. (2014). Summary for Policymakers. In Climate Change 2013 — The Physical
Science Basis (Vol. 1, Issue 9, pp. 1-30). Cambridge University Press.
https://doi.org/10.1017/CB0O9781107415324.004

Smith, J. (2021). Servant-leadership and Total Quality Management: A Synergistic Approach.
Harvard Business Review.

Sousa, M., & van Dierendonck, D. (2017). Servant-leadership and the effect of the interaction
between humility, action, and hierarchical power on follower engagement. Journal of Business
Ethics, 141(1), 13-25. https://doi.org/10.1007/s10551-015-2725-y

Southwick, F. S., Martini, B. L., Charney, D. S., & Southwick, S. M. (2017). Leadership and
Resilience. In Leadership today: Practices for personal and professional performance (pp. 315—
333). Springer. https://doi.org/10.1007/978-3-319-31036-7_18

Spalding University (2024). 8 Characteristics of Effective Servant-leadership, Spalding
University D.Ed. Programme.

https://online.spalding.edu/blog/8-characteristics-effective-servant-leadership

Spears, L. C. (2000). On character and servant-leadership: Ten characteristics of effective,
caring leaders. Retrieved October 14, 2004.

Spears, L. C. (2010). Character and servant-leadership: Ten characteristics of effective, caring
leaders. The Journal of Virtues & Leadership, 1(1), 25-30.

Stogdill, R. M. (1948). Personal factors associated with leadership: A survey of the literature.
The Journal of Psychology, 25(1), 35-71.

https://doi.org/10.1080/00223980.1948.9917362

Sun, P., & Shang, S. (2019). Personality traits and personal values of servant leaders. Leadership
& Organization Development Journal, 40(2), 177-192. https://doi.org/10.1108/LODJ-11-2018-
0406

Taherdoost, H. (2017). Validity and reliability of the research instrument; How to test the
validation of a questionnaire/survey in a research. International Journal of Sport, Exercise &
Training Sciences, 5(3), 27-36.

https://iaeme.com/Home/journal/lJARM editor@iaeme.com


https://doi.org/10.1007/s10551-012-1322-6
https://doi.org/10.1016/j.dr.2016.06.004
https://doi.org/10.1016/j.jrp.2008.12.015
https://doi.org/10.1108/01437730110382631
https://doi.org/10.1108/01437730210424
https://doi.org/10.1111/j.1467-6486.2007.00761.x
https://doi.org/10.1017/CBO9781107415324.004
https://doi.org/10.1007/s10551-015-2725-y
https://doi.org/10.1007/978-3-319-31036-7_18
https://online.spalding.edu/blog/8-characteristics-effective-servant-leadership
https://doi.org/10.1080/00223980.1948.9917362
https://doi.org/10.1108/LODJ-11-2018-0406
https://doi.org/10.1108/LODJ-11-2018-0406

Hong Sheung CHUI, Karen Y. Y. LEE, Shirley M. C. YEUNG, Alex L. K. FUNG, Samuel K. M. HO

[49] Tan, S. (2022). The Visionary Leader: Driving Quality and Satisfaction. NUS Business Review.

[50] Verdorfer, A. P. (2019). The paradox of serving: Can genuine servant-leadership gain followers’
respect for the leader? Evidence from Germany and Lithuania. German Journal of Human
Resource Management, 33(2), 113-136.

https://doi.org/10.1177/2397002218793840

[51] Winston, B. E. (1999). Be a manager for god’s sake: Essays about the perfect manager. Regent
University, School of Business Press.

[52] Wiroko, E. P. (2021). The role of servant-leadership and resilience in predicting work
engagement. Journal of Resilient Economies, 1(1), 32-40.

[53] Wong, A. (2020). Sustainable Practices through Servant-leadership. CUHK Journal of
Sustainability.

[54] Wong, T.P., & Page, D. (2000). A conceptual framework for measuring servant-leadership. The
Human Factor in Shaping the Course of History and Development.

[55] Yukl, G. (1989). Managerial leadership: A review of theory and research. Journal of
Management, 15(2), 251-289. https://doi.org/10.1177/014920638901500207

[56] Zaccaro, S. J. (2007). Trait-based perspectives of leadership. American Psychologist, 62(1), 6
16. https://doi.org/10.1037/0003-066X.62.1.6

ABOUT THE AUTHORS

Hong Sheung CHU| 0000-0001-5581-8879 __ BSc  Dip. Ed., MA, PhD; President at the Gratia
Christian College in the HKSAR. Prof. Chui is aseasoned academic and education
administrator who has led his previous Hang Seng School of Commerce to the top matriculation
school which swept around half of all the As in the A-level results amongst 100+ schools in the
HKSAR.

Karen Y. Y. LEE 0000-0002-7884-7223 __ Qg MSW, DSW; Works at PKU-PolyU China Social
Work Research Centre, HK Baptist University, and Gratia Christian College. She has been
actively involved in service development and teaching across various locations including Hong
Kong, Mongolia, Xi'an, and Hangzhou in mental health policy.

Shirley M. C. YEUNG 0000-0002-5566-1573 __ M A PGDE, DBA; Professor of Practice & Head of
Business at the Gratia Christian College in the HKSAR. She is an IEMA approved
Sustainability (CSR) Practitioner, Experienced 1SO9001 Principal Auditor, AQIP Assessor,
US. HKCAAVQ Subject Specialist and QMS lead auditor of HKQAA.

Alex L. K. FUNG 0009-0007-4708-0588 __ BA ~MSc; Senior Research Assistant at the Gratia
Christian College in the HKSAR. He is helping to conduct survey, data gathering, and statistical
data analysis using SPSS, etc. to arrive at results for the above researchers to carrying out detail
analysis.

Samuel K. M. HQ 0000-0002-8102-1481 __ g5 MSc, PhD; Research Professor at the Gratia Christian
College in the HKSAR. As an ex-Research Fellow in TQM at Cambridge U., and Guest
Speaker in Lean Mgt. at Oxford U., he was also Visiting Professor in TQM at Coventry, Paisley,
RMIT, Linnaeux, NUS, HKU, CUHK, PKU, THU & SYSU.

https://iaeme.com/Home/journal/lJARM Q editor@iaeme.com


https://doi.org/10.1177/2397002218793840
https://doi.org/10.1177/014920638901500207
https://doi.org/10.1037/0003-066X.62.1.6

Research & Development of A Six-Trait TQ Servant-Leadership Model

CONFLICTS OF INTEREST

The author declares NO conflict of interest. There are no other third parties in the design of the
study, in the collection, analyses, or interpretation of data, in the writing of the manuscript, or
in the decision to publish the results.

Citation: Chui, H. S., Lee, K. Y. Y., Yeung, S. M. C,, Fung, A. L. K., & Ho, S. K. M. (2024). Research &
Development of a Six-Trait TQ Servant-Leadership Model. International Journal of Advanced Research in
Management, 15(3), 10-25.

Abstract Link: https://iaeme.com/Home/article_id/IJARM_15_03_002

Avrticle Link:
https://iaeme.com/MasterAdmin/Journal_uploads/IJARM/VOLUME_15 ISSUE_3/IJARM_15 03 _002.pdf

Copyright: © 2024 Authors. This is an open-access article distributed under the terms of the Creative Commons
Attribution License, which permits unrestricted use, distribution, and reproduction in any medium, provided the
original author and source are credited.

This work is licensed under a Creative Commons Attribution 4.0 International License (CC BY 4.0).

MO

© editor@iaeme.com

https://iaeme.com/Home/journal/lJARM editor@iaeme.com



