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Abstract 

There is an increasing interest in spirituality in all facets of life including the workplace. Spirituality and its association with 
workplace leadership is a compelling issue for management professionals. Leaders who practice principles of servant 
leadership address spiritual development in themselves and others. Lewis, Spears, and Lafferty (2008) emphasized that 
“organizations are the way they are because of the personalities of the leaders” (p. 15). The principal purpose of the subject 
research was exploration of the intersection between Jungian analytical psychology formulated in personality type theory and 
Greenleaf’s servant leadership philosophy; specifically the behavioral characteristic of empowerment. Personality preference 
was represented by four predictor variables per the four dimensions of the Myers Briggs Type Indicator® (MBTI®). Servant 
leadership empowerment was measured by a subscale of the Servant Leadership Profile - Revised©. Four demographic 
control variables were used in the study. Hypothesized relationships were tested using multiple hierarchical regression on data 
collected from a sample of 107 participants. After assuring that the transformed data met the analytical requirements, a 
regression model was constructed to assess the hypothesized relationships between servant leadership empowerment 
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1. Introduction 

This study posits that a better understanding of both psychologically based human behavior and leadership 
theory could be achieved by identifying relationship between the personality typology of Jungian psychology as 
embodied in the MBTI® and the servant leadership characteristic of empowerment. There has been insufficient 
research in empirically exploring the relationship between Jungian type theory and the study of Greenleaf’s 
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(1970) servant leadership philosophy. Identifying the relationship between the servant leadership characteristic of 
empowerment and the MBTI® personality preferences of leaders as a prospective way of nurturing workplace 
spirituality was the research problem that sustained the present study (Greenleaf, 1988; Klenke, 2007). 

Spiritual leadership theory has emerged as a causal leadership theory with the goal of organizational 
transformation (Klenke, 2005) by creating “value congruence across the strategic, empowered team, and 
individual levels to, ultimately, foster higher levels of organizational commitment, productivity, and employee 
well-being” (Fry, Vitucci, & Cedillo, 2005, p. 835). Furthermore, Fry (2005) referred to workplace spirituality as 
recognition that “employees have an inner life that nourishes and is nourished by meaningful work that takes 
place in the context of community” (p. 620). 

However, organizational members have historically perceived a threat from leaders because they possess 
power that can potentially be used unwisely for personal profit. Proponents of servant leadership would disagree, 
espousing that the model servant leader is first and foremost a servant who provides value-added service to 
others. The essence of servant leadership as proposed by Greenleaf (1998) is the notion of service by the leader as 
a first priority and benefit to others. The dichotomous term servant leader seems almost contradictory depending 
on the chosen definition of a leader. Greenleaf emphasized that the true servant leader is a servant first at the core 
of their being and after that comes the aspiration for and addition of leadership. There are many historical 
examples of servant leaders (e.g., Mohandas Gandhi, Mother Teresa). A pinnacle of servant leadership is 
considered to be Jesus Christ who proclaimed, “For even the Son of Man did not come to be served, but to serve” 
(Mark 10:45). Servant leadership can be thought of and defined in different ways, but it is essentially a service-
oriented style of spiritual leadership. 

The juncture between leadership theory and psychological theory is knotted in the behavior of the leader that 
emerges from the unique personality of that person. Carl Jung (1875-1961) formulated the school of psychology 
known as analytical psychology. He placed emphasis on spiritual development and premised that a person could 
continue to grow spiritually and psychologically throughout a lifetime via a process he termed in-dividuation or 
achieving completeness. One of Jung’s foremost contributions to psychology was the development of a theory of 
personality type or temperament as a way of classifying people into different dichotomous categories. He 
concluded that a typology of personality was possible that would identify how a person preferred to cope with the 
world and life in general (Jung, 1921). 

Organizational leaders do not operate independently but engage in dyadic person-to-person relationships with 
other individuals for the purpose of achieving mutual goals and objectives. The leader initiates action and 
encourages necessary change using their personality to influentially make a difference. Much importance is 
placed on the person of the leader and Anderson (1998) suggested that the function of “leadership is the primary 
factor that distinguishes organizations from one another in the long run” (p. 13). The personality of individual 
leaders and their personal leadership behaviors significantly impact organizations. Jung (1958) declared that it is 
“only the adult who can achieve personality as the fruit of a full life directed to this end. The achievement of 
personality means nothing less than the optimum development of the whole individual human being” (p. 42). It is 
essentially the spiritual journey of a lifetime.  

2. Literature Review 

The underlying theme of the present study was exploration of the intersection between the two distinct 
research interests of Jung’s analytical psychology and Greenleaf’s philosophy of servant leadership, looking at 
how the personality preferences of a leader impacted the servant leadership behavior of empowerment. There is a 
spiritual component that is shared by Jung’s analytical psychology and Greenleaf’s servant leadership. Jung was 
not hesitant in exploring the world of spirituality as part of his understanding of humanity. Jung (1983) accepted 
that man was a creature with a physical or conscious part as well as an immaterial or spiritual part that he termed 
soul. Similarly, there is a spiritual basis in Greenleaf’s servant leadership (Sendjaya & Sarros, 2002). 
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Psychology is simply defined as the scientific study of the behavior of individuals and their mental processes. 
The immediate goal of psychology is to achieve a better understanding of groups of individuals and the specific 
individuals who populate those groups. Embedded in psychological research is the study of personality (Feist, 
1994). Personality psychology is “concerned with identifying and applying methods for classifying human 
characteristics in order to establish a basis for understanding, explaining, and predicting individual differences in 
attitudes, behavior, and performance” (Francis, Craig, & Robbins, 2007, p. 257). Personality deals with the sum 
total of what it means to be a person. The branch of psychology known as personality psychology is concerned 
with efforts to describe and comprehend persons including their individual differences (Hogan, 1998). Allport 
(1937) declared that “personality is and does something. . . . It is what lies behind specific acts and within the 
individual” (p. 48). The present study is semi-idiographic in nature, looking at the distinctive personality type of a 
leader in a non-case study approach and how that type designation has a bearing on leadership behaviors. 

Regarding the behavioral role of leaders, more than 40 years ago Maslow (1965) suggested that the “best 
managers increase the health of the workers whom they manage” (p. 75) and, in summarizing the work of Likert, 
found that “psychologically healthier people make better managers” (Schott, 1992, p. 114). This implicit yet clear 
call to spiritual leadership development is found in the self-actualization work of Maslow and in Jung’s (1983) 
use of the “term individuation to denote the process by which a person becomes a psychological ‘in-dividual,’ 
that is, a separate, indivisible unity or whole” (p. 212). 

Jung’s typology of personality was a major contribution to personality theory although he was not the first to 
seek a classification of personality types. Hippocrates, the ancient Greek physician, first postulated a four factor 
theory of temperament in 400 BC. Jung was convinced through his work with various individuals and patients 
that the whole person or psyche was represented by a conscious part plus an unconscious part. Jung divided 
psychic energy into two basic general attitude types that he termed extraverted and introverted. Recognizing that 
there were many personality differences among this group, Jung went on to identify two opposing pairs or four 
basic functions asserting that one of these four functions was a type or predominant in an individual. The four 
functions were sensing and intuition as one pair and thinking and feeling as the other pair. Jung described the 
“essential function of sensation [or sensing] is to establish that something exists, thinking tells us what it means, 
feeling what its value is, and intuition surmises whence it comes and whither it goes” (p. 144). 

Jung’s theory of a typology of personality was published in German and shortly thereafter translated into 
English. It was read in 1923 by Katharine Briggs who immediately accepted Jung’s premises regarding human 
behavior. She continued her observations of people’s behavior but changed her perspective and began using the 
primary lens of psychological type. Isabel and Katharine teamed up and in 1941 set out to develop a personality 
assessment instrument based on Jung’s personality typology. The first MBTI® was copyrighted in 1942 and over 
the next 25-30 years was developed and improved several times to establish construct reliability and validity. The 
MBTI® introduced a construct termed perceiving/judging that was not fully delineated in Jung’s original type 
theory. Perceiving is the way the mind receives information and judging is the way decisions are made regarding 
that information. Perception was named to identify the intuition/sensing function pair and judgment was named to 
identify the feeling/thinking function pair. 

Lewis, Spears, and Lafferty pointed out that the “basis of Katherine and Isabelle’s work was the idea of 
service, although it is not spelled out. Different types have different gifts to offer in service, but that is not explicit 
in their writings” (p. 8). Defining leadership as a way of providing service to others, this statement is an 
inferential link between the development of the MBTI® based in Jung’s psychological theory and leadership 
theory. The MBTI® has been used in many different research environments including leadership development, 
team formation and effectiveness, and development of spirituality. 

Greenleaf joined the two seemingly dichotomous words of servant and leader and suggested that it was 
possible to be a servant leader who successfully demonstrates a behavioral leadership style that emerges from a 
simple desire to be of service to others. The requisite natural feeling to first be of service to others is followed by 
a conscious choice to aspire to leadership. These words provide a direct connection to the personality and 
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psychological components of a leader. The foundation of servant leadership is simply altruistic love and caring 
for others (Patterson, 2003) as representatives of society as a whole. 

The notion of servant leadership is traditionally thought of as leaders and followers in relationship with each 
other as part of an overall organizational structure. Power often comes from position and the servant leader 
empowers others as a way of creating leaders throughout the organization (Russell & Stone, 2002). Patterson’s 
doctoral dissertation set out to “present the theory of servant leadership as a logical extension of transformational 
leadership theory and to define and develop the component constructs underlying the practice of servant 
leadership” (p. 5). Based in virtue theory, Patterson’s model was comprised of “(a) agapao love, (b) humility, (c) 
altruism, (d) vision, (e) trust, (f) empowerment, and (g) service” (p. 11; see Fig. 1). 

 
 

 
 
 
 
 

 
 

Fig. 1: Patterson’s original servant leadership model with empowerment. Adapted from Servant Leadership Theory: A Theoretical 
Model (p. 10), by K. Patterson, 2003, Virginia Beach, VA: Regent University (UMI No. 3082719). Copyright 2003 by K. 
Patterson. Adapted with permission. 

 
Patterson modeled that leaders demonstrate agapao love through a sense of humility and altruism for the 

follower while articulating vision and building trust that leads to empowerment of the follower and concluding in 
acts of service. 

Greenleaf has been called the “father of the empowerment movement” (Buchen, 1998, p. 132) and 
empowerment has been defined as “the act of strengthening an individual’s beliefs in his or her sense of 
effectiveness . . . it is not simply a set of external actions; it is a process of changing the internal beliefs of people” 
(Conger, 1989, p. 18). “Empowering leadership behavior includes aspects like encouraging self-directed decision 
making, information sharing, and coaching for innovative performance” (van Dierendonck & Nuijten, 2011, p. 
251). Empowerment implies a relationship of trust between the servant leader and others. It involves entrusting 
others with power and responsibility with an understanding of the accountability that goes with it (Costigan, Titer, 
& Berman, 1998). This form of service to others enables them to find their own way towards individuation that 
has their best interests at heart. 

Emerging from the literature review is the hypothesis employed in the subject research as follows: 
 
RH1: There is a positive relationship between the self-reported servant leadership characteristic of 

empowerment and (a) the self-reported personality preference for the continuous type extraversion/introversion 
(E/I), (b) the self-reported personality preference for the continuous type sensing/intuition (S/N), (c) the self-
reported personality preference for the continuous type thinking/feeling (T/F), and (d) the self-reported 
personality preference for the continuous type judging/perceiving (J/P), when controlling for gender, age, time of 
employment, and organizational role. 

3. Method 

A quantitative, non-experimental survey method was used in which the tested variables were measured using 
two reliable and validated survey instruments. An individual level of analysis was utilized with a focus on the 
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person of the leader where research regarding personal behavior often involves the study of personality and 
psychology. The subject study used two psychometric instruments: (a) the MBTI® Form M self-scorable version 
to assess personality preference, and (b) the SLP-R© (Wong & Page, 2003) to assess the servant leadership 
dispositional characteristic of empowerment. Permission was obtained to use the copyrighted SLP-R©. The 
MBTI® concerns itself with assessing personality type at the self-reported individual level. Likewise, the SLP-
R© was developed as a self-report tool to obtain information from individual servant leaders. Both instruments 
were available in a paper-and-pencil format which was the format employed in the subject study. 

A common method of MBTI® data analysis involves use of the four letter personality preference descriptors 
that categorize survey subjects into dichotomous groups. The present study employed a novel data analysis 
method using raw score data to construct four personality preference clarity scales from the raw-point data and 
then using the four new scales as non-dichotomized interval data. This necessitated a more in-depth analysis of 
the transformed data since multiple regression requires normal distribution of the multiple predictor variables 
while Jung’s psychological type theory as embodied in the MBTI® instrument strongly suggests four 
dichotomous dimensions of personality. In summary, simple linear transformation of the MBTI® raw scores 
followed by checks to assess adequate normality enabled the use of four new predictor variables which were the 
four personality continuous type dimensions defined by the MBTI®. Based on both a practical and theoretical 
approach, there was precedence for using interval data transformed from raw-point data for personality research. 

A multi-item sub-scale of the Servant Leadership Profile - Revised© (SLP-R©; Wong & Page, 2003) was used 
to assess self-reported servant leadership empowerment. It has achieved significant use in servant leadership 
studies with Wong and Davey (2007) reporting that the “Servant Leadership Profile - Revised has been used by 
more than 100 organizations and universities for research and evaluation purposes” (p. 5) and remains in active 
use. Similarly, a linear transformation of the SLP-R© data was performed creating a new variable to enable better 
comparison and contrast of the raw scores in the multiple regression model. 

The study employed four intervening or control variables to obtain demographic information from survey 
subjects to assess or clarify the relationship between the predictor and dependent variables. Data was obtained 
pertaining to gender, age, years of employment, and organizational role which was defined as whether the survey 
subject had direct reports per the organizational structure of the research setting. 

Sample size was established by consulting textbooks that converted statistical theory into different options for 
consideration by researchers. Hair, Black, Babin, Anderson, & Tatham (2006) pointed out that “in multiple 
regression power refers to the probability of detecting as statistically significant a specific level of R2 or a 
regression coefficient at a specified significance level for a specific sample size” (p. 195). The question of 
adequate sample size focused on (a) the number of independent variables, and (b) the value of R2 (coefficient of 
determination). Using these guidelines, a conservative sample size of 100 subjects was selected for the study. 

Selection of the research setting was an important element of the overall research design. Several search 
factors were considered as follows: (a) an organization with diversity among its leaders, (b) an organization that 
claimed to emphasize servant leadership as one of its guiding values, (c) an organization that was large enough to 
support the required sample size, and (d) an organizational form that was under researched in the study of 
leadership. An organization meeting the noted criteria was found in a very large church environment which is 
defined as a church with an average weekly attendance of greater than 15,000 people with additional participation 
via Internet live streaming. The sampling frame for the study was defined as the total employee base of the church 
which equaled 200 individuals at the time of the study. There are currently less than 100 such organizations in the 
U.S. 

A multiple regression model was created as the primary inferential statistical method to test the posited 
relationships between the four predictor variables coupled with the four control variables and the single 
dependent variable. Specifically, a hierarchical or sequential multiple regression technique using forced entry was 
employed where the researcher determined the order and number of predictor variables that were entered into the 
model. First, the four control variables were entered as a block into the model. The output indicated the amount of 
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variance in the criterion variable that was accounted for by the control or intervening variables. Second, the four 
continuous type predictor variables were entered as a block and the model was rerun. The output revealed the 
proportion of variance that was not previously explained by the first block of control variables. 

4. Results 

The present study incorporated a two phase approach to data analysis using SPSS® Version 20. In the first 
phase the collected data were inspected using descriptive statistics to determine the need for data cleansing prior 
to further analysis. Minimal data cleansing was required and the minimum sample size of 100 data sets was 
exceeded by seven (N = 107). The second phase of data analysis accomplished hypothesis testing using multiple 
regression finding a fit model. 

The present study included a total of 107 subjects or 53.5% of the 200 individuals in the sampling frame. 
Simple descriptive statistics were used to define characteristics of the demographic data represented by the four 
control variables. The sample was composed of 59 (55.1%) males and 48 (44.9%) females. Age was described in 
six categories with the largest number of 36 (33.6%) in the age bracket 31-40 years. Years of employment was 
described in four categories with the largest number of 55 (51.4%) in the tenure bracket of 0-3 years. 
Organizational role was described as 82 (76.6%) leaders having direct reports and 25 (23.4%) leaders without 
direct reports. 

A simple count of the MBTI® four-letter personality preference designations was performed as a way of 
assessing variability in the research sample. All 16 possible categories were represented in the sample size of 107 
individuals. The largest number of individuals in any self-reported personality type was 15 representing category 
ESFJ. The smallest number of individuals in any self-reported personality type was one representing category 
ISTP. It was also noted that 68 (63.6%) of the survey respondents had a self-reported preference for extraversion, 
whereas 39 (36.4%) had a self-reported preference for introversion. 

Reliability assessment of the MBTI®, the global standard for the self-report measurement of personality 
preference, was beyond the scope of the present research. A reliability analysis of the SLP-R© was performed and 
empowerment had an acceptable Cronbach’s alpha of .81. Empowerment was represented by one of the subscales 
in the SLP-R© with a Cronbach’s alpha of .81 which exceeded the traditionally accepted value of .70. The final 
regression model accounted for 21.7% of the variance in the outcome variable of empowerment. 

The present study employed a nontraditional but practical method of transforming MBTI® raw scores from 
categorical data to interval data for use in formulating multiple regression models. In the process, four new 
continuous type variables were created and all were tested for normality as a requisite for constructing a multiple 
regression model. The decision was made to use the transformed variables in the study based on the rationale that 
(a) quantitatively, the values of skewness indicated adequate symmetry about the mean; (b) qualitatively, the 
visual shape of diagnostic Q-Q plots depicted only a very slight “S” shape; and (c) the understanding that most 
distributions exhibit some measure of non-normality, which for the present study were considered acceptable per 
visual inspection of the distribution shapes per Field (2005). 

Hierarchical regression was used to enter two blocks of variables. In step one, the model was run with the four 
control variables and assessed to determine how well the predictive model fit the data. An analysis of the 
assumptions of linear regression was also performed. A histogram of regression standardized residuals displayed 
a near normal shape. A normal P-P plot of regression standardized residuals displayed points close to the 
expected line. A scatterplot of standardized residuals vs. predicted values displayed a randomly and evenly 
dispersed pattern. Visual inspection of the plotted data revealed no concerns with the model. 

The first model with only the four control variables as independents demonstrated overall significance and a fit 
model, F (4,97) = 2.91, p = .03 < .05. The block of predictor variables collectively accounted for R square = 
10.7% of the variance in the outcome variable of empowerment. 
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In step two, the four control variables and the four personality related predictor variables were added. The 
second model was more robust than the first presenting a fit model, F (8,93) = 3.22, p = .00 < .05, as indicated by 
the increase in the F ratio. The two blocks of predictor variables collectively accounted for R square = 25.6% of 
the variance in the outcome variable of empowerment. The R square change of 14.9% was significant at p = .02 < 
.05. 

Standardized beta coefficients (β) were reviewed and two of the four predictor variables had nonsignificant 
positive values: predictor S/N (β = .06, p > .05) and predictor T/F (β = .05, p > .05). The unstandardized 
coefficients associated with these variables indicated they were not influential in the regression equation. 
Standardized beta coefficients (β) were reviewed for the other two predictor variables and had significant, 
negative values: predictor E/I (β = -.28, p < .05) and predictor J/P (β = -.21, p < .05). Table 1 summarizes the 
results of the regression analysis. 

 

Table 1. Hierarchical regression analysis for dimensions of personality preference on Servant Leadership Empowerment (N = 107) 

 Variable B SE B β 
Step 1     
 (Constant) 80.46 2.00 --- 
  Gender -.60* 1.39 -.04* 
  Age 1.14 .56 .20 
  Employment 1.02 .68 .15 
  Organizational role -2.34 1.69 -.14 
Step 2     
 (Constant) 73.63 3.27 --- 

  Gender -.28 1.46 -.02 

  Age 1.39 .55 .25 
  Employment ..87 .66 .13 
  Organizational Role -1.21 1.78 -.07 
  E/I continuous type -.21* .08 -.28* 
 S/N continuous type .05 .09 .06 
 T/F continuous type .05 .10 .05 
 J/P continuous type -.18* .08 -.21* 

Note. R2 = .107 for Step 1 (p < .05); ∆R2 = .149 for Step 2 (p < .05); *p < .05. 

5. Discussion 

The research hypothesis of this study was partially supported with the Extraversion/Introversion and 
Judging/Perceiving personality types being significant predictors of empowerment while controlling for gender, 
age, employment, and organizational role. 

Organizational leaders are the difference makers in achieving a measure of strategic advantage over 
competitors. Pfeffer (1998) suggested that an often overlooked “source of economic success is largely based on a 
perspective that sees the development of people-based strategies as crucial for long-term economic performance” 
(p. 5). The spiritual development of leaders based on a better understanding of leader personality preference and 
behavior is a long-term organizational advantage that aligns with Pfeffer’s statement. 

Research conducted by Fry (2005) reported that “using non-parametric procedures the results suggest that 
there is a relationship between the spiritual climate of a work unit and its overall performance” (p. 621). More 
specifically, Klenke (2005) reported claims for the “criticality of spirituality in organizations based on findings 
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that link spiritually grounded organizations with bottom line results such as increased proficiency and enhanced 
organizational performance as well as employees’ self-reported feelings of joy, happiness, and greater sense of 
spiritual well-being” (p. 4,5). Leadership emanates from the person or personality of the leader in expressions of 
service that add value to the working environment and society in general. 

Leadership demands ongoing action in the way of continuous and intentional development of personality 
including spirituality and the behavioral characteristic of empowerment. Empowerment holds a prominent place 
in defining servant leadership behaviors and there is no servant leadership without the sharing of power. Patterson 
(2003) informed that “empowering people, with the best interest of those served in mind, is at the heart of servant 
leadership” (p. 23). 

Patterson’s model of servant leadership placed the characteristic of empowerment after vision. In this regard, 
the servant leader maps out a vision that they communicate clearly but persuasively with others and then shares 
power with them to achieve that vision maintaining the heart of a servant toward them all the while. In practical 
terms, empowerment involves giving people the responsibility and authority for decisions that affect them. It 
fosters teaming arrangements that increase the speed of decision making, enables people to partner freely with 
others, and promotes personal and group creativity. Patterson (2003) instructed that the servant leader “empowers 
followers to find their own path, and they, in turn, are inspired to help others find their best paths” (p. 24). 

Contemporary society is experiencing an ongoing crisis of leadership. Kanter (2001) pointed out that “times of 
upheaval require not just more leadership but more leaders. People at all organizational levels, whether anointed 
or self-appointed, must be empowered to share leadership responsibilities” (para. 3). Servant leaders in all 
segments of society hold the key to influentially guiding themselves and the people that they serve from an 
uncertain present into a more hopeful future. 
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