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Abstract

The purpose of this study is to examine the differences between servant leadership (SL) in
the profit and non-profit organization sectors. This study also examines the effectiveness of
SL on the subordinate performance in profit and non-profit organizations. A total of 254
subordinates from profit and non-profit organizations participated in this study. This study
used non-probability sampling, purposive sampling technique. This study uses MANOVA to
examine the differences between SL in profit and non-profit organizations and uses simple
regression to examine the effect of SL on employee performance. The results of the study
report that there are no significant differences between servant leadership in profit or non-
profit organizations. Servant leadership also consistently has a positive and significant
effect on subordinate Organizational Citizenship Behavior (OCB) for both profit and non-
profit organizations. This research was measured using perceptions of subordinates and
using a quantitative approach. The early emergence of SL was associated with religious
organizations (non-profit) so that SL was attached to leadership that was more appropriate
in non-profit organizations. However, some argue that SL effective in the profit organization
sector. This study is expected to provide empirical evidence regarding the application of
servant leadership in profit vs non-profit organizations in servant leadership studies.
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INTRODUCTION

Servant leadership (SL) is leadership style
that focuses on people (people oriented). SL
became one of the most popular leadership
studies after it was introduced by Greanleaf
in 1970. The servant leadership (SL) study
at the beginning of its emergence is mostly
associated with non-profit organizations
(Krekeler, 2010; Sendjaya & Sarros, 2002).
As the study developed, SL began to be
investigated in  profit  organizations
(business). However, the effectiveness of
implementing SL in the profit and non-profit
organization sector is still debated
(Palumbo, 2016). Profit organizations are
characterized by high task complexity and
dynamic, while non-profit organizations tend
to be routine tasks and static (Farrow et al.,
1980). Researchers argue that SL is more
appropriate in a static organizational context
than a dynamic organizational context
(Smith et al., 2004). On the other hand, there
have been many studies of SL conducted in
the context of profit organizations
(Choudhary et al., 2013; Melchar & Bosco,

2010). This show that SL is also found to be
effective in various organizational context,
not only in non-profit organization. The
inconsistency of the results of these
previous studies makes it interesting to
reveal the implementation of SL in non-profit
compare to profit context (Eva et al., 2019;
Han et al., 2010; van Dierendonck, 2011).
In addition to examining the differences
between the application of SL in the profit
and non-profit organization sectors, it is also
necessary to test the effectiveness of
implementing SL on the behavior of
subordinates. This is because one way to
test the effectiveness of leadership is to test
its effect on the behavior of subordinates. SL
is a leadership style that has a natural calling
to serve others (Greenleaf, 1977).
Therefore, it is believed that the leader who
serves will transmit the behavior to his
subordinates. Specifically, subordinates will
be motivated to serve others, in the context
of the organization, then compelled to serve
colleagues and also their organizations.
Leadership behavior that serving others is
believed to affect subordinate organizational
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citizenship behavior (van Dierendonck,
2011). In line with the urgency of testing the
implementation of SL in the profit and non-
profit organizations, it is also interesting to
examine the effect of implementing SL on
the behavior of subordinates.

This research was conducted in
Indonesia. Indonesia is one of the countries
characterized by high power distance
(House et al., 2004). In the study literature,
SL develops in the context of western
countries characterized by low power
distance. Therefore, there is an urgency to
enrich SL literature in different country
contexts (Eva et al., 2019; van Dierendonck,
2011). The results of SL studies in different
country contexts can enrich the results of
studies in the SL field.

LITERATURE REVIEW AND
HYPOTHESES DEVELOPMENT

Servant leadership in non-profit
organizations

Greenleaf (1977) in his book Servant as
Leader suggested that the initial idea of
servant leadership originated from the
illustrated story of Herman Hesse. The story
is about the spiritual journey of a group of
people that one of the members of the trip is
a servant named Leo. Leo is in charge of
arranging group trips. The group's trip went
so well until one moment, Leo disappeared
from the group's trip. The loss of Leo made
the group confused and did not know the
direction. From this illustration, Greenleaf
concludes that the servant on the spiritual
journey is truly the leader. Based on this
initial idea, the researchers then attached SL
to organizations that were spiritual/religious
which were a type of non-profit organization
(Flanike, 2006; Niewold, n.d.; Shirin, 2014;
Winston, 2004).

The results of previous studies have
reported that the application of SL is
effective in the context of non-profit
organizations, such as sports volunteer
clubs, NGOs, religions, social movements,
educational institutions (Allen et al., 2018;
Flanike, 2006; Pekerti & Sendjaya, 2010;
Schneider & George, 2011; Shirin, 2014;
Wells & Peachey, 2016). The results of
research conducted at non-profit
organizations in North America also
revealed that 53.7% of non-profit
organization leaders associate themselves
with the concept of SL compared to other

leadership styles such as transformational
(34.8%), charismatic (29.4 %), and
transactional (5.1%) (Sargeant & Day,
2018). This revealed that SL has the same
characteristics and motivations as the
context of non-profit organizations (Keith,
2009). Despite this, SL still receives little
attention as a potential leadership style in
non-profit organizations (Palumbo, 2016).

Servant leadership in profit
organization

The early development of SL studies was
attached to religious organizations. The
concept of SL focus on serving
subordinates. The concept of SL in line with
the thought of the holy bible/leadership of
Jesus Christ which is focused on the service
of the people. As leadership studies
develop, researchers also began to conduct
research related to the application of SL in
profit organizations. Keith as CEO of the
Greenleaf Center for Servant Leadership in
2009 in his speech offered the concept of
ethical, practical, and meaningful leadership
through the SL concept which is needed by
business organizations today.

The results of previous studies also
report that SL has a positive influence on
subordinates in the context of business
organizations (profit). SL has an impact on
subordinates' involvement in the restaurant
business (Carter & Baghurst, 2013), SL is
effective in the organization of automotive
dealers (Melchar & Bosco, 2010) and
hospitality business (Topcu et al., 2015). On
the other hand, the researchers also
revealed that SL is not appropriate to be
applied in the profit organizations which
demanded a dynamic environment. SL
works better in static environments
compared to dynamic environments (Smith
et al., 2004). Meanwhile, the literature
related to the application of SL in a dynamic
environment is still very limited (Stone et al.,
2004), and it is interesting to examine SL in
the context of profit organizations
(Schneider & George, 2011).

Based on the argumentation and support
of the literature, this research formulates the
first hypothesis:

H1: There is no difference in the
application of SL in profit organizations
and non-profit organizations. However,
the score of SL in non-profit
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organizations is higher than profit
organizations.

The effect of servant leadership on
OCB in non-profit and profit
organizations

Social learning theory (Bandura, 1977) holds
that a person will tend to learn from his social
environment. Specifically, leaders who
become role models for their environment
will become role models and their behavior
tends to be adapted by their surroundings.
Leaders who are characterized by serving
leadership have high ethical behavior and a
natural  willingness to serve their
subordinates. When referring to social
learning theory, the behavior of SL leaders
tends to have an impact on the similar
behavior of their subordinates. (van
Dierendonck, 2011) states that the behavior
is a behavior of organizational citizenship,
where someone will be motivated to help
fellow (colleagues) and the organization as
a whole. Based on previous studies, the
effect of SL on subordinate OCB has been
reported to be positive and significant
(Dixon, 2013; GUCEL & Begec, 2012;
Mathur & Negi, 2014). However, there is
debate among researchers regarding the
application of SL in the context of profit and
non-profit organizations (as arguments built
on hypothesis 1) so that it becomes relevant
to examine the effects of SL application on
the behavior of subordinates separately in
the context of profit and non-profit
organizations.

Based on the argumentation and support
of the literature, this research formulates the
second hypothesis, namely:

H2: SL has a significant positive effect on
OCB, both profit and non-profit
organizations.

METHODS
Procedures and samples

This study uses a quantitative approach.
Data collection methods using online
questionnaires. The number of respondents
who participated was 254 respondents with
the details of 127 respondents working on
profit organizations and 127 respondents
working on non-profit organizations in
Indonesia. Total of 117 (45,5%) respondents
were female, 137 (53,3%) were male, and

over 96,9% had completed university
degree. The sample size regulation refers to
the rule of thumb which is 15:1 from the
variable studied (Hair Jr et al., 2014). Thus,
the sample size in this study has met the rule
of thumb.

The sampling technique is non-
probability sampling, namely a purposive
sampling technique where respondents are
determined based on certain criteria
(Cooper &  Schindler, 2014). The
determination of the criteria for respondents
is to have experience working with
supervisor for at least one year at a profit or
non-profit organization in Indonesia. Thus,
respondents are expected to have had quite
a long experience of interacting with their
leaders.

Measurement

The SL variable is measured by 30 items
developed by (Dierendonck & Nuijten,
2011). OCB variables are measured by 16
items developed by (Lee & Allen, 2002). All
items examined were measured by a 5-point
Likert scale, ranging from 1 (strongly
disagree) to 5 (strongly agree).

RESULTS AND DISCUSSION
Validity

This study examines the construct validity
using confirmatory factor analysis (CFA)
with the varimax method. The specified
factor loading value >0.5 (Hair Jr et al.,
2014). The prerequisite before factor
analysis is the fulfilment of Kaiser-Meyer-
Okin (KMO) value> 0.5 and Bartlett's Test is
significant at <0.05 (Hair Jr et al., 2014).
The validity test results in this study were
conducted in two rounds. In the first round,
the KMO value was 0.917 with a significance
of Bartlett's Test 0,000. However, out of 30
SL variable items, 8 items did not meet the
specified factor loading value. Also, from 16
OCB variable items, 2 items do not meet the
specified loading factor. The ten items that
did not meet the factor loading value
requirements were eliminated in the second
round. In the second round obtained a better
KMO value of 0.933 with a significance of
Bartlett's Test 0,000. The results of the factor
loading analysis in this second round
showed that as many as 36 items (22 SL
variable items and 14 OCB variable items)
had fulfilled the factor loading value ie
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greater than 0.5. These results indicate that
the measurement items studied are valid
(see Table 1).

Table 1.
Validity test result

Item Component
1 2
SL1 0,645
SL2 0,698
SL3 0,717
SL4 0,724
SL5 0,666
SL6 0,515
SL7 0,683
SL8 0,623
SL9 0,681
SL11 0,644
SL13 0,622
SL16 0,527
SL19 0,707
SL20 0,663
SL23 0,808
SL24 0,781
SL25 0,733
SL26 0,812
SL27 0,823
SL28 0,698
SL29 0,751
SL30 0,660
PKO2 0,532
PKO4 0,658
PKO5 0,584
PKO6 0,688
PKO7 0,647
PKO8 0,512
PKO9 0,620
PKO10 0,664
PKO11 0,594
PKO12 0,569
PKO13 0,643
PKO14 0,602
PKO15 0,657
PKO16 0,674
Reliability

This study tested reliability based on
Cronbach’s Alpha minimum value of 0.6
(Hair Jr et al., 2014). The results of the
reliability test of 22 items of SL variables
showed a Cronbach's Alpha value of 0.951.
Meanwhile, 14 OCB variable items showed

Table 2.
Reliability test result

Variable Cronbach’s Alpha N of Items

SL 0,951 22
PKO 0,886 14

a Cronbach's Alpha value of 0.886. These
results indicate that the measurement items
studied are reliable (see Table 2).

Descriptive results

The results of descriptive and correlation
tests. The results reported that the mean
values of the two variables studied were
>3.00. That means the average respondent
has a high response to the variable SL (3.67)
and OCB (3.93). In addition, the correlation
test results showed that SL had a significant
correlation with OCB (r = 0.424; p <0.01)
(see Table 3).

Hypothesis testing results

Hypothesis 1 states that there is no
significant difference between SL in the
profit or non-profit organization sector. The
results of the MANOVA to test the
differences between SL in profit and non-
profit organizations (see Table 4). The
results show that there is no difference
between the SL aggregate value and the
value of the seven SL dimensions in profit
and non-profit organizations (p> 0.05) while
confirming that hypothesis 1 is supported.
However, the comparison of mean SL
values in non-profit organizations is largely
higher than the mean SL values in profit
organizations, except for the forgiveness SL
dimension that reports otherwise.

Hypothesis 2 states that SL has a
significant positive effect on OCB both profit
and non-profit organizations. Table 5
confirms that the influence of SL on OCB is
positive significant in non-profit
organizations (B = 0.437; t = 5.426; p
<0.001) and profit organizations (f = 0.399;
t =4.872; p <0.001). Thus, it was concluded
that hypothesis 2 was supported.

Table 3.
Descriptive and correlation statistic

Variable Mean SD SL OoCB
SL 3,67 0,60 1 0,424**
oCB 3,93 0,45 0,424** 1
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Table 4.

Univariate statistics of the servant leadership dimensions in profit and non-profit organization

Dependent Non-Profit Profit
Variables Mean Std. Deviation Mean Std. Deviation
SL 3,725 0,569 3,608 0,629 2,431
EMP 3,867 0,656 3,730 0,708 2,562
SB 3,429 0,912 3,220 0,981 3,080
ACC 4,028 0,582 3,965 0,643 0,670
FRGV 2,748 1,112 2,819 1,057 0,271
AUT 3,563 0,812 3,378 0,888 3,005
HUM 3,654 0,761 3,559 0,841 0,882
STW 3,945 0,746 3,843 0,785 1,134
Table 5.
Regression results of the effect SL on OCB in profit and non-profit organization
Non-Profit Profit
Variable Standardized T value P-value Standardized T value P-value
Coefficient (B) Coefficient (B)
SL 0,437 5,426 0,000 0,399 4,872 0,000
Adjusted R square= 0,184 Adjusted R square= 0,153
F= 29,436 F= 23,737

Significant= 0,000

Significant= 0,000

The study results show that SL is
effective in both profit and non-profit
organizations. However, the application of
SL in the context of a non-profit organization
is more effective when compared to a profit
organization. This study supports the
research results from Sargeant & Day
(2018) that SL values are in accordance with
organizational values in the non-profit
context.

The results of this study also enrich the
findings of previous research that SL has an
effect on subordinate OCB (Dixon, 2013;
GUCEL & Begec, 2012; Mathur & Negi,
2014). But more specifically, this study
enriches empirical studies related to the
effect of SL on OCB in the context of profit
and non-profit organizations in one study.

CONCLUSION

This research provides empirical evidence
regarding the application of SL in the profit
and non-profit sectors. The results of the
study show that the implementation of SL is
universal, which is in accordance with the
context of any organizations (profit and non-
profit) and effectively applied in Indonesia
which characterized by high power distance.
The results of the study also showed the
effectiveness of the application of SL to

subordinate  organizational  citizenship
behavior both in the context of profit and
non-profit organizations.

The results of this study have
implications on both the academic and
practitioner side. From the academic side,
this research enriches the literature related
to the application of SL in the profit and non-
profit sectors and enriches the SL literature
in the context of non-western cultures
characterized by high power distance. From
the practitioner side, this research provides
an alternative style of leadership that is in
line with current conditions which sees the
need to focus on the human aspect.

This research has several limitations that
can be developed for further research. First,
this research was measured using
perceptions of subordinates. Future studies
can use a variety of assessment sources, for
example by using the perception of leaders
and subordinates for comprehensive results.
Second, this research uses a quantitative
approach. Future studies can combine
qualitative (descriptive) approaches to get
more comprehensive results regarding the
differences in the application of SL in the
context of profit vs non-profit organizations.
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