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Presentation Notes
Greenleaf proposed this as the diagram for the “first among equals” structure. He proposed that trustees use it to “delegate administrative responsibilities to a leadership team with a primus” rather than a “chief executive officer.”Greenleaf catalogued several “flaws” in the concept of a single chief:--lack of help and correcting influence of close colleagues--weakened informal links and lack of honest feedback--warped communications--loneliness--shortage of leaders that can emerge--excessive demands on one individual--loss of continuity during leader transitions--emphasizes control rather than leadership--sanctions petty striving and self-interest over contribution and serviceAnd the list could go on!



Welcome!



Session Outline

 Part I: Introductions

 Part II: Background & History

 Part III: Understandings & Definitions

 Part IV: Our Experience Applying the Model

 Part V: Suggested Resources & Contact Info



Underlying Premise

The council of equals and first among equals are 
participatory approaches to governance and 
management—“sharing power with” rather than 
“exercising power over.”



Dedication
To our friends and mentors, most especially…

Curtis (Bill) E. Bottum Jr.
1927-2005

Ginny Gilmore

Presenter
Presentation Notes
Dedicated to: Curtis E. Bottum Jr., affectionately known as “Bill” to most of us.Bill read RKG’s three original essays in 1979. Tracked RKG down in a Quaker retirement community in Pennsylvania and arranged to visit him. This became a long-term mentorship and friendship until RKG’s death.  Bill implemented a FAE framework at his firm, Townsend and Bottum, a few years thereafter. When he asked RKG about who else was implementing it, or had implemented it, RKG replied that he didn’t know of any.  And hat he wasn’t really sure how it would since he hadn’t “worked out the details.”Bill became my friend in 1993, and mentored me both as a human being and as a “first among equals” in my position at the University of Michigan.  So I am privileged to be part of a direct “lineage tradition” for the first among equals: Greenleaf…then Bill [the first, first among equals]…then me [the first among sequels].



About Larry C. Spears… 

 President, Spears Center for Servant-Leadership

 Servant-Leader Scholar, Gonzaga University

 Senior Advisory Editor, The International Journal of 
Servant-Leadership

 Editor/Author/Creative Director, Insights on Leadership
and a dozen other books on Servant-Leadership

 Educator/Consultant/Speaker on Servant-Leadership

 Facilitator, Servant-Leadership Writer’s Retreats

 President & CEO, Greenleaf Center (1990-2007)



About George . . . 
 Caretaker and Host

Sunnyside Retreat Center
(2006-Present)

 Recovering Engineer 

 Director Housing Facilities Department
University of Michigan (1981-2005)

 Author of A Conscious Person’s Guide to the 
Workplace.



Part II

Background and History

 Primus inter pares
 Council of Equals
 Consensus Decision Making
 RKG Video…



 Primus inter pares is Latin for “the first among 
equals.”

 Historically, it has meant a person who, while 
holding power equal to everyone else in a group 
of peers, is viewed by them as having some pre-
eminence, usually having to do with seniority, 
special skills, or temperament.



The term “first among equals” appears to have 
originated during the time of the Roman 
Empire, and as an idea in opposition to 
dictatorship. 



 The Chief Justice of the United States 

 The President of the European Commission

 The Dean of the College of Cardinals, Catholic 
Church 

 In the Church of Sweden, the Archbishop of 
Uppsala is called the first among equals.

 The Prime Ministers of Canada, Australia, and 
Great Britain

The first among equals has operated within notable 
institutions for a very long time.  Examples include:



In general, the first among equals is used in many 
countries among their supreme courts.  The reason 
for this is similar to why we normally have juries 
made up of a dozen of our peers:  The presumption 
that better decisions are more likely to come out of 
a council of equals, than from a single person.



The council of equals/first among equals 
model is also what is used by many 
boards, clubs, and faculty committees.



Consensus decision-making (sense of the 
meeting) is a group decision making process that 
seeks the agreement of most (ideally all) 
participants, along with the resolution or 
mitigation of objections.



Though less commonly used than elections, or 
Robert’s Rules of Order, consensus decision-
making has also been used in a variety of settings, 
most notably in Quaker institutions and meetings 
for business.



Consensus decision-making seeks to be:
 inclusive
 cooperative
 solution-oriented 

It is a powerful alternative to majority rule.



The Consensus Process

 Dialogue about the item

 Formation of a proposal

 Call for consensus agreement

 If consensus is not achieved, each dissenter 
presents his or her concerns

 The original proposal may be modified, and a 
new sense of the meeting may be sought



 Consensus decision-making processes 
encourage dissenting opinions early on.

 This maximizes the possibility of 
accommodating minority concerns on any 
given topic. Unanimity is the ultimate goal, 
though not always possible to achieve.



 Unanimity is the ultimate goal, though not 
always possible to achieve.

 The outcome may be best described as being 
a “sense of the meeting,” rather than 
unanimous agreement. 

 It is also about elevating the importance of 
listening to others.



Power is something you can give away and still 
get more of; shared power is power multiplied.  
Moreover, the best trustees are humble enough 
to know that they can improve.

James Shannon



Greenleaf wrote on first among equals in:

 Chapter 2, “The Institution as Servant,” Servant 
Leadership (pgs. 74, 80, 83)

 Chapter 3, “Trustees as Servants,” Servant 
Leadership (pg.126)

 Chapter 4, “Servant Leadership in Business,” 
Servant Leadership (pg. 163)

 Part IV, “A Conversation with Robert K. Greenleaf 
and Joe DiStefano,” On Becoming a Servant-Leader 
(pg. 347)



Whoever in the council has the greatest team-
building ability should be primus, even though 
someone else may have a higher sounding formal 
title.   The achievement of such optimal balance is 
hindered by a stubborn fact: whereas 
conceptualizers generally recognize the need for 
operators, the reverse is often not the case.

Robert K. Greenleaf



A top leadership team of equals with a primus in our 
major institutions will grow more leaders faster than 
any other course available to us.  Leaders are not 
trained. They are competent people to begin with, 
and they can be given a vision and a context of 
values. Beyond that they need only opportunity and 
encouragement to grow. 

Robert K. Greenleaf



RKG Video Clip and Handout…
(8:50 to 12:00)



It seemed to me that the servant-leadership idea 
was clouded by conventional organizational 
forms, particularly the typical hierarchy that 
concentrates power in a single chief.

Robert K. Greenleaf

Presenter
Presentation Notes
The “single chief” can be any supervisor or manager of a unit in which he or she has only subordinates and no equals in their particular unit.Ken Wilber insight: It’s not “hierarchy” itself that is problematic. Rather, it is “pathological forms of hierarchy” that are problematic. And there are two such forms of hierarchy: (1) dictatorships (the one dominating the many), and (2) the many dominating the one (totalitarianism.Healthy or functional hierarchy is not above increasing levels of power and control; rather, it’s about increasing levels of wholeness and integration.Example: human body. The organs of the human body offer a perfect example of a healthy hierarchy. No one organ dominates the others, and each organ lives out its uniqueness and specific function. Together, however, the organs result in an integrated human body which, as a whole, represents a higher level and regime of being.   



To cloud: to envelope or hide, to make murky,
to taint, to sully or defile.

Webster’s



 Robert K. Greenleaf and Bill Bottum

 What is a council of equals?

 What is consensus decision making?

 What is a first among equals?

 Where and how does council of equals fit into
the theory and practice of Servant-Leadership?

Part III

Understandings and Definitions



Robert K. Greenleaf & Bill Bottum…



To be a lone chief atop a hierarchical pyramid
is abnormal and corrupting.

Robert K Greenleaf

Presenter
Presentation Notes
The “lone chief” is not just at the “top” of our organizational pyramids, but occurs at the top of each unit, department, and division. The overall pyramid is built from a base of smaller pyramids, each with its own “lone chief” or “boss” having one-on-one direct reports and subordinates.



Drawbacks and Limitations of the
“Lone Chief” or “Boss/Subordinate” Model

 lack of honest feedback

 poor communication

 loneliness

 limited number of leaders developed

 poor continuity

 emphasis on control and self-interest



Question

Where are the “lone chiefs” or “bosses”
in our organizational hierarchies and pyramids?



“lone chief” and 
“boss” atop 
hierarchical pyramid



 divisions
 departments
 units
 sections
 et cetera…

“lone chiefs” and 
“bosses” in charge of:



lone chiefs
and “bosses” 
everywhere…



Organization is the curiously neglected element.

Robert K Greenleaf

Presenter
Presentation Notes
Big trouble in River City!Greenleaf defines “organization” as the “concern with people and structure, the reasonably durable arrangements and staffing for carrying out plans.” 



Question

What did Greenleaf mean by the word 
“organization”?



Terminology

=“organization” “governance”

about people 
and structure

Greenleaf

how people
distribute and 
live out power,
rights, and 
responsibilities

McLagan and Nel

Presenter
Presentation Notes
Authoritarian systems are based on “fear.” Participatory systems, on the other hand, are based on “love.”The Native American Shawnees had two chiefs in their tribes—a Civil Chief for times of peace, and a War Chief for times of war. Question: Are we at peace or war in our organizations?My Own Story…Retreat at Sunnyside…From the Witness state of meditation at a weekend retreat, I could see how manipulative and controlling I was as a traditional manager., And I see the hypocrisy in claiming to be a working on “spiritual journey” while holding unilateral power over others. It was an embarrassing and discouraging vision.   



The best test…is:
Do those served grow as persons;
do they, while being served,
become healthier, wiser, freer, more 
autonomous, more likely themselves
to become servants?

Robert K. Greenleaf

Presenter
Presentation Notes
Questions:Do authoritarian systems really promote the growth of subordinates? Or do they control and manipulate them in service to the enterprise or institution?And what about the politics and vulnerability of authoritarian systems; do they help people become wiser, freer (more authentic), more autonomous, and more likely themselves to be servants? Or do they promote an exaggerated emphasis on survival, petty striving and self-interest?What do authoritarian systems most emphasize: using subordinates or growing subordinates?  The vry term “subordinates” implies a lesser status or inferiority in nature or class.



 Do authoritarian (boss/subordinate) systems 
produce people that are “freer” and “more 
autonomous”?...Or people that are preoccupied 
with their own safety and security? 

 Do authoritarian systems create true communities 
(where we live out who we really are as 
individuals)…or pseudo communities (where we 
live strategically and separately as Tops, Middles, 
and Bottoms)?

Questions…

Presenter
Presentation Notes
Authoritarian systems are based on “fear.” Participatory systems, on the other hand, are based on “love.”\The Native American Shawnees had two chiefs in their tribes—a Civil Chief for times of peace, and a War Chief for times of war. Question: Are we at peace or war in our organizations?



The Council of Equals and First Among Equals

exercising power overrather than…

sharing power withare about…



Systems of Organization

System 2

Benevolent

System 1

Exploitive

System 3

Consultative

System 4

Participatory

 Based on the work of Rensis Likert

 Note use of word “organization”

ParticipatoryAuthoritarian
or Directive



Levels of Participation
in Decision Making

exercising
power over

Level II

Voting

Level III

Consensus

Level I

Consultative

sharing
power with



Council of Equals

A group of people
making decisions
on the basis of consensus



Consensus

Each and every individual in the group 
accepts and supports the decision or action, 
even if it is not their personal first choice.



First Among Equals

An individual held accountable for a group
that operates on the basis of consensus decision 
making.



The “First Among Equals”
Operational Definition for Collective Governance

Term Meaning
First being accountable

Among being in community
Equals sharing power, information,

rewards,  sacrifices, and vulnerability

First Among Equals:  An individual held accountable for 
a group—council, team, board, 
unit, etc—that operates on the 
basis of consensus decision making



boss

Presenter
Presentation Notes
Question: What are the notable differences between these two representations?“chief or boss” versus “first among equals”there are no lines for “one-on-one direct reporting” in the first-among-equals (fae) diagrameach person/position rests on “the same organizational level” in the fae diagram



first 
among 
equals



Governing 
Ideas



Mission
Purpose
Vision
Values
Goals



Presenter
Presentation Notes
.



Question

Where and how does the council of equals
fit into the theory and practice of Servant-
Leadership?

Presenter
Presentation Notes
The formal leaders are “firsts among equals” rather than bosses.[i] As such, they have accountability without unilateral control or compliance.[ii] Although they are expected to provide a reckoning on organizational outcomes and are therefore personally and professionally at risk, they cannot coerce others to do things they do not want to do.In decision-making, the formal leaders are simply “other voices at the table.” These leaders serve the team and the enterprise as coaches, facilitators, role models (“walking the talk”), mentors, experts, and partners, helping to create capacity in people and the system.As a group, they form a leadership alliance that involves as many people as possible in the work and information that has traditionally been the prerogative of authoritarian managers.[iii] Lastly, the formal leaders hold the enterprise and system in trust as an act of stewardship and service, representing the legitimate interests of all the stakeholders. �[i] Robert K. Greenleaf, The Insitution as Servant (Robet K. Greenleaf Center, 1972) 11.[ii] Peter Block, Stewardship (Berrett-Koehler Publishers, 1993) xx.[iii] Patricia McLagan and Christo Nel, 25



A Holistic “Map” of Servant-Leadership

The “Why?”
[Intentions]

“It begins with the natural feeling that one wants
to serve.”

The “How?”
[Means]

 The Leader and Individual
Ways of being, capacities, and roles.

 The Organization and System
How power, rights and responsibilities are 
distributed and lived out.

The “What?”
[Ends]

 “Those served become healthier, wiser, freer, 
more autonomous, and more likely themselves 
to serve.”

 “A society is built that is more just and loving, 
with greater opportunities for all.”

Presenter
Presentation Notes
In striving to practice and live out servant leadership in our organizations and workplaces, we need to do so w holistically, across three ethical dimensions: motives, means and ends. Each of these need to be right, good, and desirable. Sound moral reasoning demands nothing less. Motives, or intentions, are the reasons we have for doing something. Greenleaf advocated that our motives begin “with the natural feeling that one wants to serve.”[ii] He claimed that we need servants as leaders; individuals who are primarily interested in furthering the common good.Means are the methods and systems we use to get things done. Based on our reading of Greenleaf’s work, we have identified two major means he proposed for practicing the art of servant leadership: (1) ways of being, and (2) the “first-among-equals” concept. Related to ways being, servant leaders strive to be accepting of others, empathic, a good listener, intuitive, persuasive, good communicators, reflective, healers, and community builders.[iii] Related to organization and governance, servant leaders work as first among equals, rather than bosses and lone chiefs.Ends are the desired goals and outcomes we have for the endeavor or enterprise. Here, Greenleaf proposed that we work toward a better society, one that is “more just and loving with greater opportunities for all.”[iv]�[i] Robert K. Greenleaf, The Institution as Servant, 1972.[ii] Robert K. Greenleaf, The Servant as Leader, 1970.[iii] Larry C. Spears, “Servant Leadership: Quest for Caring Leadership,” Inner Quest, 1994, #2.[iv] Robert K. Greenleaf, The Institution as Servant, 1972.



Part IV

Our Experience Applying the Model

 Larry: Non-profit Board (2 years)
Quaker Meetings and Process (30 years)

 George: Operations Management (15 years)
Non-profit Boards (10 years)



The Spears Center for Servant-Leadership

Board Bylaws and Practice



SECTION 1 – Council of Equals

The governance of the Corporation shall be the 
responsibility of the Council of Equals.

Spears Center Bylaws



The following Bylaws are intended to reflect and 
evoke the spirit of servant-leadership in the 
governance of the enterprise known as the Larry 
C. Spears Center for Servant-Leadership. For that 
reason, some of the terminology and concepts 
differ markedly from convention.

Spears Center Bylaws



 Instead of “majority rule” or “two-thirds (2/3) 
affirmative vote” for decision making, servant-
leadership calls for ‘consensus’ (affirmative 
unanimity).”

 Rather than having a “Board of Directors,” there is 
a “Council of Equals.”

 Instead of a “Chairperson,” there is a “First Among 
Equals.” 

Spears Center Bylaws



The term “Council of Equals” denotes that each 
individual in the governing body has the same 
decision making power (including the power to 
“block” any Council decision)…as any other. 

Spears Center Bylaws



While these differences are unconventional, 
they are not intended to undermine, deflect, or 
dilute any obligations related to accountability 
and good faith. Indeed, they are intended to 
enhance the capacity of both the governing 
body and its individual members to meet such 
obligations.

Spears Center Bylaws



The University of Michigan
Housing Facilities Department

~~250 employees
~~$25 million annual budget
~~serving 16,000 students

and their families
~~authoritarian institutional system



Presenter
Presentation Notes
Notes:There is a hierarchy here. Frontline Units report to Area Management Teams which report to the Facilities Council.Boxes (or Elipses) and not individuals, they are teams or groups. Individuals are lines!



University of Michigan
Housing Facilities Department

Key Elements: Council of Equals Framework

1. Leaders Have Accountability without Unilateral 
Control

2. Team-based Structures and Reporting Relationships

3. Clear Boundary Conditions

4. Volition, Choice, and Consensus Decision Making

5. Openness and Transparency

6. Countervailing Power

7. Training and Development



Key Element #1

Accountability without Unilateral Control

Presenter
Presentation Notes
The formal leaders are “firsts among equals” rather than bosses.[i] As such, they have accountability without unilateral control or compliance.[ii] Although they are expected to provide a reckoning on organizational outcomes and are therefore personally and professionally at risk, they cannot coerce others to do things they do not want to do.In decision-making, the formal leaders are simply “other voices at the table.” These leaders serve the team and the enterprise as coaches, facilitators, role models (“walking the talk”), mentors, experts, and partners, helping to create capacity in people and the system.As a group, they form a leadership alliance that involves as many people as possible in the work and information that has traditionally been the prerogative of authoritarian managers.[iii] Lastly, the formal leaders hold the enterprise and system in trust as an act of stewardship and service, representing the legitimate interests of all the stakeholders. �[i] Robert K. Greenleaf, The Insitution as Servant (Robet K. Greenleaf Center, 1972) 11.[ii] Peter Block, Stewardship (Berrett-Koehler Publishers, 1993) xx.[iii] Patricia McLagan and Christo Nel, 25



 It is natural for leaders to want to control what 
they are being held accountable for. But 
boss/subordinate structures deny that which is 
most human within us—consciousness and free 
will.

 Authoritarianism undermines both the human 
spirit and organizational intangibles (including 
levels of morale, commitment, and energy).

 With consensus decision making, leaders still 
have control, but not unilateral control.”

Presenter
Presentation Notes
The formal leaders are “firsts among equals” rather than bosses.[i] As such, they have accountability without unilateral control or compliance.[ii] Although they are expected to provide a reckoning on organizational outcomes and are therefore personally and professionally at risk, they cannot coerce others to do things they do not want to do.In decision-making, the formal leaders are simply “other voices at the table.” These leaders serve the team and the enterprise as coaches, facilitators, role models (“walking the talk”), mentors, experts, and partners, helping to create capacity in people and the system.As a group, they form a leadership alliance that involves as many people as possible in the work and information that has traditionally been the prerogative of authoritarian managers.[iii] Lastly, the formal leaders hold the enterprise and system in trust as an act of stewardship and service, representing the legitimate interests of all the stakeholders. �[i] Robert K. Greenleaf, The Insitution as Servant (Robet K. Greenleaf Center, 1972) 11.[ii] Peter Block, Stewardship (Berrett-Koehler Publishers, 1993) xx.[iii] Patricia McLagan and Christo Nel, 25



Key Element #2

Team-based Structures
and Reporting Relationships

 Basic organizational unit is the team or work 
group

 Members report to their team as a whole, rather 
than to a single, individual “boss” (unless he or 
she prefers otherwise)

 Teams are linked horizontally and vertically with 
other teams, subgroups, task forces, mentoring, 
training experiences, etc.

Presenter
Presentation Notes
Research on highly effective organizations, “the organization consists most basically of a structure of groups, linked together by overlapping memberships into a pyramid through which the work flows.”[i]The basic organizational unit, whether at the frontline or in the boardroom, is the group or team. Members have meaningful influence on thetr teams, and teams have influence on the system—upwardly, laterally, downwardly.Team members have a mix of complementary capacities needed to do the work of the team, which fall into three categories: (1) technical and functional expertise, (2) problem-solving and decision-making skills, and (3) interpersonal skills related to effective communication and constructive conflict.[ii]The team operating dynamic is an open forum in which each member freely participates as they choose. People report to their team as a whole rather than to a single boss (unless they prefer otherwise). The performance of any individual on the team thereby becomes the business of the entire team.Importantly, teams are linked organizationally to other teams both horizontally and vertically by overlapping representation and other means. This “linkage” entails a continuous process of monitoring and assuring a mutual good fit and synergy of the efforts of the teams and their subunits.[iii] Organizational mechanisms for linkage includes team subgroups, task forces, ad hoc and informal discussions and dialogues, friendships, mentors, workshops, and retreats.�[i] David G. Bowers, Systems of Organization, Ann Arbor: University of Michigan Press, 1977), 3.[ii] Jon R. Katzenbach and Douglas K. Smith, The Wisdom of Teams (New York: Harper Business, 1994) 47-48.[iii] David G. Bowers, 52-54.



Key Element #3

Clear Boundary Conditions

 Governing Ideas
[bylaws, mission, values, and goals]

 Team Charters
[signed by members, countersigned by 
executive administration]

 Rights and Responsibilities
[including “good faith” understanding]

Presenter
Presentation Notes
The governing ideas of the enterprise are clearly stated, including the mission, values, and goals. Everyone knows what is expected of them, thereby fostering a sense of “responsible autonomy,” in which both individuals and teams decide for themselves what to do but are held accountable for the outcomes. [i] The rights and responsibilities of each member are clearly delineated, as well as how rules are made and enforced. Items addressed include:[T]he broad parameters of one’s role, rights, and obligations of community participation, structures for decision-making and distribution of power and economic rewards, processes for individual and group evaluation, means of dispute resolution, and guidelines for selecting and dismissing leaders and members.[ii]Both individuals and teams are formally chartered and committed to sharing power and authority in good faith. This good faith has to do with both intentions and behavior, and can be defined as: “demonstrating a sincere commitment to the well-being of the enterprise.”[iii] �[i] “A Survey of the Company,” The Economist, January 21, 2006, 5.[ii] John Nienberg, “Creating Workplace Communities,” World Business Academy Perspectives, Vol. 8 No. 1 1994, 42.[iii] University of Michigan Housing Facilities Department, Facilities Council Handbook (Ann Arbor: University of Michigan, 2000) 73. 





Key Element #4

Volition and Choice

 There is free will and choice.

 All decision making is based on consensus.

 Consensus is defined as: “Each team member 
accepting and supporting the decision, even if it 
is not their personal first choice.”

 Each individual has the right and power to 
“block” any decision if he/she believes that it 
contradicts “governing ideas” of the enterprise.

Presenter
Presentation Notes
As much as possible, organizational systems and processes are based on free will and choice—no one is coerced into doing something. Decision-making is done by consensus, which is defined as “every member being willing to accept and support the decision as a good one for the group and enterprise, even if it doesn’t represent their personal first choice.”[i]Voting is discouraged for important reasons. First, it is a form of coercion in which the majority forces the minority to do or support something they do not want. Second, voting typically leads to factions on the team and “horse trading” across issues. Lastly, in the words of oral historian Paula Underwood, “In the wisdom of the majority, the wisdom of the minority is lost.”[ii]�[i] Housing Facilities Department, 73.[ii] Paula Underwood, Sacred Among Her People (A Tribe of Two, 1993).



Key Element #5

Openness and Transparency

 “Open Book” System

 Shared Business Metrics
[including information on revenue, income, net,
performance of both individuals and teams,
salaries, merit pay, meeting minutes, etc.] 

 Aboveboard Processes and Decision
Making

Presenter
Presentation Notes
The system is an “open book”: there are no secrets.Information about revenue, income, expenses, individual performance, team performance, salaries, merit pay, and other business metrics is readily available. Processes and decisions are handled above-board and involve those affected as well as those who will have to make things work. Agendas and meeting minutes are freely shared.Regardless of the organizational level, team meetings are open to the organizational community for access and observation by others. 



Key Element #6

Countervailing Power

 Every person has influence and power.

 There is protection against arbitrary use of 
power.

 There are clear avenues and protocols to 
pursue issues and appeal decisions without
fear of retribution.

Presenter
Presentation Notes
With consensus decision-making and open access to decision-making bodies, every person in the system has influence and power.No one person has unilateral power over another, and there is protection against the arbitrary use of power.Individuals and teams are able to pursue issues and appeal decisions through higher organizational levels openly and without fear of retribution. 



Key Element #7

Training and Development

 7 Habits of Highly Effective People
~~Norms for the Art of Living 
~~Inside-Out Approach

 Myers-Briggs Temperament Style Indicator (MBTI)
~~Understanding and Valuing Differences

 Dialogue
~~Conversations with a Center and No Sides
~~Thinking Together Out Loud

Presenter
Presentation Notes
With consensus decision-making and open access to decision-making bodies, every person in the system has influence and power.No one person has unilateral power over another, and there is protection against the arbitrary use of power.Individuals and teams are able to pursue issues and appeal decisions through higher organizational levels openly and without fear of retribution. 



How Participation Works…A Handout



Implementing the First Among Equals Model
Phase Challenges

I Jumping Off
 Overcoming Fears. Bosses need to overcome their fears 

and resistance to giving up unilateral control and power.
 Trusting the Process

II Changing 
The  System

 Making the Time. People need to make time to co-create 
the new system while maintaining operations and services 
in the old system.

 Dealing with Old Baggage. Legacy of old system typically 
includes unprocessed negative feelings.

 Having Patience. This takes time

III Living It Out

 Handling Differences. People need to develop the skills 
and practical wisdom needed to weave individual 
differences into a fabric of collective decision making and 
action.

 Trusting the Process
 Being Authentic
 Accepting One Another

IV
Bringing It to
Other Levels

 See above.



General Guidelines for Implementation

 Get Permission: Formally agree to be held 
accountable for whatever does or does not happen. 
Get documented approval for governing ideas and 
charter documents. 

 Make It Easy on Folks: Do not create any extra work 
for: (1) those you report to, (2) those you serve, and/or 
(3) those you affect (including customers).

 Get Help and Support. Use experienced consultants 
and trainers to help. Stay connected with the Servant-
Leadership community.



First Among Equals
Recommended Qualifications

1. Calling or aspiration to live out the values and ways 
of being of Servant-Leadership

2. Willingness to be held accountable without having 
unilateral control

3. Competency in domains:     ~~human being
~~leader
~~professional specialist

4. Ability to bring value-added contributions to the 
group, including process wisdom.



When Not to Use...

 there is a lack of “good faith”

 people do not want to be part of a participatory 
approach

 people and/or organization are incompetent, 
and/or lack the requisite skills, capacities, and/or 
maturity

 the situation at hand is “emergent” and there is not 
enough time for a participatory approach



 Incremental approaches to implementing
a council of equals are viable and 
recommended. 

 Duties and responsibilities can grow with 
skills, moving from operational concerns 
to administrative management.



Part V

Suggested Resources and Contact Info



Suggested Resources
 Robert K. Greenleaf’s seminal essays: “The Servant as Leader,” 

“The Institution as Servant,” and “Trustees as Servants, ” in 
Servant Leadership (Paulist Press, 2002)

 Holistic Servant Leadership, George SanFacon and Larry C. 
Spears. (Available free online @ www.spearscenter.org.)

 A Conscious Person’s Guide to the Workplace, by George 
SanFacon. (Available online through Amazon.com.)

 Facilitator’s Guide to Participatory Decision-making,  by Sam 
Kaner. (New Society Publishers: ISBN 0-86571-347-2)

 Facilities Council Handbook. (Available free online at 
University of Michigan website  @ www.housing.umich.edu.)

 Skill-Building for Self-Directed Team Members, by Ann & Bob 
Harper. (MW Corporation: ISBN 1-880859-02-5)

http://www.spearscenter.org/�
http://www.housing.umich.edu/�


For more information contact…

 George SanFacon
phone: 734-904-0094
email: gasanfan@umich.edu

 Larry C. Spears
phone: 317-416-8218
email: lspears@spearscenter.org

mailto:gasanfan@umich.edu�
mailto:lspears@spearscenter.org�






The University of Michigan Housing Facilities Department

Outcomes and Recognition for 
Council-of-Equals Framework

 Higher levels of morale, commitment, and energy

 Improved business metrics [higher customer 
satisfaction, greater control of expenses, etc.]

 National recognition and awards

 facilities management
 recycling and sustainability
 servant-leadership

Presenter
Presentation Notes
First among equals framework was first implemented in February 1992 by collapsing top three levels of management into a single Council that governs the enterprise. Council is successfully still operating today. 



What is ending
is the idea that we are separate,

that one part of society can win

at the expense of another.

Barbara Marx Hubbard



Motivational Energies

Love
 Mutuality

 Transparency

 Partnership

Fear
 Control

 Manipulation

 Domination

versus

Presenter
Presentation Notes
Authoritarian systems are based on “fear.” Participatory systems, on the other hand, are based on “love.”The Native American Shawnees had two chiefs in their tribes—a Civil Chief for times of peace, and a War Chief for times of war. Question: Are we at peace or war in our organizations?My Own Story…Retreat at Sunnyside…From the Witness state of meditation at a weekend retreat, I could see how manipulative and controlling I was as a traditional manager., And I see the hypocrisy in claiming to be a working on “spiritual journey” while holding unilateral power over others. It was an embarrassing and discouraging vision.   



The Universe: An “Inside-Out” Affair

 Consciousness  [gives rise to…]

 Ways of Being [which ultimately become 
embedded in…]

 Social Systems, Structures, and Forms

Presenter
Presentation Notes




Conventional Organization vs. Workplace Community
Conventional Organization Workplace Community

Governance Authoritarian
Small, privileged group holds 
power over others

Participatory
Power and vulnerability shared by all

Social System 
and

Processes

Competition and politics are 
common
Participation in management 
processes is restricted

There is a sense of belonging and 
caring
Management processes provide 
meaningful opportunities for everyone 
to participate in ways that have 
consequences for all.

Membership Primarily on performance Primarily on intentions and working 
in good faith

Rewards and 
Risks

Gains and sacrifices are not 
equitably shared

Gains and sacrifices are equitably 
shared

Information
Available on a “need to know” 
basis only.   Bosses determine 
who needs to know.

System is an “open book.”  
Information is available as requested to 
interested members

Communication Self-expression is restrained
Many things are not discussable

Communications is free and open. 
People are authentic
Everything is discussable



Organizational 
Stakeholder Legitimate Needs and Rights

Owners and 
Shareholders

Reasonable profit or net operating surplus
Continuity in organizational capacity to provide goods 
and services

Customers Quality goods and services at reasonable prices
Good and services that do not harm

Employees Living wage
Safe and healthy working environment
Basic human rights
Meaningful work
Gainsharing
Opportunities for personal and professional growth

Continued. . .



Relationship

Respect
 Acceptance

Trust
 Sincerity
 Competence in domain

What is the nature of the relationship needed 
for shared governance?. . .

Continued . . .



Relationship . . . Continued

Freedom of Expression
 Speaking openly
 Receiving without argument or defense
 Listening
 Maintaining confidentiality
 Giving space to others



Checklist for an Appropriate Workplace Experience

 Meeting Basic Needs. Employees and their families are 
meeting their basic needs for safety, security, and a material 
existence worthy of human dignity.

 Contributing to Society. People are contributing to a 
meaningful and workable world by providing socially useful 
goods and services at reasonable prices.

 Promoting Enjoyment, Well-Being, and Growth.
Jobs are designed for the wellness of the whole person and 
are integrative, bringing together body, mind, and spirit



The Spectrum of Leadership

from Boss . . . . . . . . . . . to First Among Equals
Governance
System

Authoritarian. Boss makes the 
important decisions.
Holds unilateral power over 
others

Participatory. Important 
decisions made by group process 
and consensus.
Shares power with others

Accountability 
and Control

Has accountability with 
unilateral control

Has accountability without 
unilateral control

Goals Meets the needs of particular 
stakeholders

Balances the legitimate needs of 
all stakeholders

Preoccupation Maintain the status quo in 
terms of power and privilege

Evokes a world that works for 
all

View
of Others

Human resources (means to 
the ends of the organization)

Partners and individual 
expressions of The Mystery 
(ends in themselves)

Meaning
of Work

Transaction (time and energy 
are exchanged for money)

Co-creative act of individuality 
and community
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