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This volume is dedicated to my colleagues in the organisations in which  
I have served during the past 30 years. These women and men have taught 
me important lessons about authentic followership and leadership, which  

I endeavour to share with others.
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What is authenticity? And what is authentic leadership? The former is a 
question that humankind has been seeking to answer throughout the 
ages – from the ancient Greeks to today’s existentialist philosophers. The 
latter question has only recently gained attention, but has become a 
prominent theme within the scholarly and practitioner leadership com-
munities during the past decade and a half. Although these questions are 
difficult to answer, they hold promise for the spread of more humanistic 
and values-based leadership practices within our organizations.

For the past 15 years, I have had the pleasure to work with many tal-
ented and inspired colleagues in pursuit of answers to these questions. 
Along the way, others have joined our quest to bring more diverse per-
spectives to bear on these questions, including the authors who contrib-
uted to this volume. Together, the ideas advanced in the pages that follow 
add to our collective insights by raising new questions about authentic 
leadership, authentic followership, and how both are manifest across a 
broad array of cultural and organizational contexts. And many of the 
authors have gone beyond asking these questions to pursue answers 
through quantitative and qualitative research.

Reading these chapters has stoked my excitement about the potential 
for authentic leadership and followership to promote high moral stan-
dards, enhance employee well-being, elevate levels of organizational  
performance, and foster corporate social responsibility. At the same time, 

Foreword



viii   Foreword

I have become more conscious of potential contextual constraints, as well 
as the shortcomings of extant authentic leadership theory in recognizing 
these contextual influences. And, at a more personal level, it has caused 
me to reflect on my own journey of exploring authentic leadership, while 
identifying new avenues to pursue. To clarify the lens through which I 
view the work included this volume, I chose to briefly share those reflec-
tions below.

In the Fall of 2003, I joined the faculty of the University of Nebraska-
Lincoln (UNL) as a member of the newly formed Gallup Leadership 
Institute (GLI). This was a unique opportunity, as GLI worked in part-
nership with the Gallup Organization, with a vision “to provide a global 
laboratory for the discovery of authentic leadership models, methods and 
best practices that contribute to enhancing the full potential and perfor-
mance of all individuals, groups, organizations, communities and ser-
vices.” We had the good fortune of working with talented faculty and 
doctoral students, and Gallup executives, researchers, consultants, and 
trainers with the goal of expanding knowledge about leadership. Bruce 
Avolio, the founding GLI Director, and I had previously worked together 
studying charismatic leadership. We benefited from the wisdom, experi-
ence, expertise, and enthusiasm of Fred Luthans, the elder statesman of 
UNL faculty. Fred is my academic grandfather – my dissertation chair’s 
(Mark Martinko), dissertation chair. These connections contributed to 
my excitement about my new job.

Inspired by the emerging field of positive psychology with its focus on 
enhancing individual well-being, Fred advocated for the study of positive 
organizational behaviour, soon to be renamed psychological capital or 
PsyCap. Importantly, Fred’s focus aligned with the strengths-based 
approach to management, which provided the foundation for Gallup’s 
corporate training and development. Together, the forces provided the 
impetus for Fred and Bruce to publish an influential chapter on authentic 
leadership in the edited volume titled, Positive Organizational Scholarship. 
The excitement that pervaded GLI, which included conversations with 
Bruce, Fred, ethicist Doug May, and the cohort of dedicated doctoral 
students, inspired me.

When Bruce talked about his interest in authentic leadership, he 
explained that shortly after his move to Nebraska he observed the genuine 
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and humble, yet powerful, influence displayed by leaders in the area. 
No one exemplified such leadership better than Warren Buffet, the oracle 
of Omaha. For years, he has demonstrated extreme transparency through 
his day-long annual shareholder meetings, where he openly shared infor-
mation with investors. Buffet’s commitment to long-term investments 
also inspired our thinking. He emphasized that a strong moral compass 
could lead to sustainable gains in organizational performance. And, given 
the many corporate scandals of the time, we found Buffet’s leadership to 
be especially refreshing.

To enlist others in our quest, we decided to host the 2004 GLI Summit 
at Gallup University. We issued a call for papers soliciting contributions 
from scholars and practitioners with the goal of generating new insights 
into authentic leadership development. A subset of the papers presented 
at the 2004 GLI Summit were published in a 2005 Special Issue of The 
Leadership Quarterly, while others appeared in the Volume 3 of the 
Monographs in Leadership and Management series.

From the outset, we sought to elicit diverse perspectives. While our 
own model of authentic leadership was grounded in in social psychology, 
other views were derived from fields such as philosophy, political science, 
and history. Hence, the 2004 GLI Summit achieved our goal of generat-
ing insights from a broad spectrum of disciplinary and practitioner per-
spectives. Independent of our efforts, Bill George, the former CEO of 
Medtronic and then Harvard Professor, authored two popular books – 
Authentic Leadership and True North: Discovering Your Authentic Self  – 
that strongly resonated with practitioners.

To recap, these are the factors that fostered our quest to study authen-
tic leadership at GLI. We had a powerful corporate partner in Gallup. We 
had a bright and dedicated cohort of doctoral students committed to the 
endeavour. Bill George’s writings fuelled interest in the topic. And, our 
call for papers produced diverse perspectives. All we lacked was a theory.

My GLI colleagues and I set out to fill this void. In doing so, we found 
Michael Kernis’ writings on authenticity and Deci and Ryan’s self-
determination theory to be essential. Indeed, their work provided the 
foundations for the self-based model of authentic leadership, authentic 
followership, and their development that we eventually advanced. In our 
introduction to The Leadership Quarterly 2005 Special Issue on Authentic 
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Leadership, Bruce Avolio and I sought to articulate the key tenets of this 
model. We specified the core components of authentic leadership, distin-
guishing them from those of charismatic, transformational, servant and 
spiritual leadership. We argued that authentic leadership serves as the 
“root” for positive forms of leadership, in that transformational, charis-
matic, servant, and spiritual leaders will be more impactful if they are also 
authentic. We also argued that authentic leadership includes an inherent 
ethical component. We emphasized the importance of the development of 
authentic leadership and followership as a core objective. And, we stressed 
the role of the follower, through an explicit discussion of authentic fol-
lowership. Finally, we discussed the importance of contextual factors such 
as the ethical climate and cultural influences.

I hope this discussion of my personal quest to study authentic leader-
ship will clarify the lens through which I view the work presented in this 
volume. Using this lens, I examine each chapter and suggest directions 
for future research.

In Chap. 1, Wernsing examines the relationships between the self-
awareness dimension of authentic leadership and follower psychological 
empowerment across ten national cultures. Her findings raise several 
research questions. First, given the more sophisticated conceptualization 
of the leader self-awareness she advances, is the 4-item scale included in 
the ALQ adequate to capture the full content of this construct? Or, is a 
more extensive multi-item measure needed to operationalize the intro-
spection, self-reflection, and feedback-seeking components she identi-
fied? Second, given the lack of support she obtained for the scalar 
invariance of the ALQ’s self-awareness scale across cultures, what can be 
done to create a measure that achieves scalar invariance? Finally, what 
factors explain the cross-cultural differences in the relationship between 
leader self-awareness and follower psychological empowerment that she 
identified? Cross-cultural research that uses cultural dimensions and clus-
ters derived from the GLOBE study may help to answer these 
questions.

In Chap. 2, Karacay, Ertenu, and Kabasakal explore differences in the 
conceptions of authentic leadership among male and female followers 
within a Middle Eastern context. In addition to documenting cultural 
influences on such gender-based differences, this study raises several 
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intriguing questions. First, to what extent do the gender-based expecta-
tions of followers within Middle Eastern cultures become manifest in the 
actual behaviours of authentic leaders? Second, are there differences in 
the behaviours of male and female leaders within this context, and if so, 
how do such differences impact perceptions of leader authenticity and 
effectiveness? Third, what explains the absence of leader self-awareness as 
a perceived quality of authentic leadership in this sample? Did followers 
have a hard time deciphering the extent to which leaders are self-aware? 
If so, this suggests a limitation of asking followers what it means to be an 
authentic leader, rather than talking directly to leaders. Fourth, in con-
trast to prior research, followers identified a strong vision as a requisite 
attribute of authentic leaders. This raises the question as to whether they 
differentiated between charismatic, transformational, authentic, and 
other positive forms of leadership, or if they simply described the quali-
ties that they associate with ‘good’ leaders. Hence, research is needed to 
ascertain if these findings reflect culture specific manifestations of authen-
tic leadership behaviour, rather than more generic implicit leadership 
theories (ILTs).

In Chap. 3, Bravo explores within the context of Latin America the 
extent to which leaders use empathy as a means to achieve authentic lead-
ership, whether such empathy impacts their followership and follower-
ship commitment, and how national culture shapes the role of empathy 
within leader-follower relationships. She concluded that the vast majority 
of the leaders she interviewed reported that they regularly employ empa-
thy as part of their leadership and that the majority of followers reported 
that a leader’s use of empathy induced them want to follow the leader. 
However, the small sample size and retrospective reporting by respon-
dents raise questions that suggest opportunities for future research.

First, to what extent is empathy a component of, as opposed to a cor-
relate with, authentic leadership? Put another way, must a leader possess 
empathy to be authentic, or do the self-awareness, relational transpar-
ency, balanced processing, and internalized moral perspective dimensions 
elicit empathy, or at least follower perceptions of leader empathy? Second, 
to what extent do perceptions about the importance of empathy to 
authentic leadership reflect empirical relationships, as opposed to ILTs? 
While respondents may think that empathy is a requirement for authentic 
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leadership, especially when primed by interview questions, it is an open 
question as to whether it is, and the extent to which it produces the gains 
in trust, open communication, and follower commitment and motiva-
tion, that the participants reported. Finally, given that the idiographic 
findings are derived from retrospective interviews and the researchers’ 
subjective impressions, nomothetic research using representative samples 
is needed to assess their generalizability.

In Chap. 4, du Plessis and Boshoff explore the interrelationships 
between authentic leadership, followership, and psychological capital 
(PsyCap) within a South African context. The results revealed significant 
positive relationships between authentic leadership and PsyCap, as pos-
ited. However, the expected relationships between authentic leadership 
and followership failed to emerge. Finally, an exploration of demographic 
differences revealed that male versus female respondents rated their lead-
ers as exhibiting higher levels of balanced processing, and that male man-
agers were seen as exhibiting higher levels than female managers of 
behaviours related to balanced processing, relational transparency, and 
self-awareness.

As du Plessis and Boshoff acknowledge, a key limitation of their study 
stems from the cross-sectional, single-source survey design, which makes 
it vulnerable to potential common method biases and prohibits causal 
inferences. Hence, a question arises as to whether authentic leadership 
cultivates the development of PsyCap among followers, as opposed to 
PsyCap eliciting follower perceptions of leader authenticity. Future 
research using multi-source, longitudinal surveys, as well as experimental 
designs, is warranted to answer these questions. In addition, given the 
psychometric shortcomings of the adopted followership measure, the 
authors’ recommendation to develop and validate a measure of authentic 
followership has merit. Finally, cross-cultural research that compares the 
South African context with other cultures which reflect less power dis-
tance and male dominance is needed.

In Chap. 5, Monzani describes how 70  years of dysfunctional 
Argentinean leadership has emerged from a ‘toxic triangle’ composed of 
destructive leaders, a conducive environment, and susceptible followers. 
Using two former Argentinean presidents, Carlos Saul Menem and 
Cristina (Fernandez de) Kirchner as examples, he considers how the 
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conduciveness of the Argentine business ecosystem to ‘Corporate 
Machiavellianism’ and the tendency of the population to romanticize 
charismatic leaders, have contributed to a vicious cycle of economic col-
lapse and recovery. As an alternative, he presents a model of positive lead-
ership, which is composed of three spheres of virtue: authentic leadership, 
eudemonic organizations, and self-determined followers. Future research 
could explore the extent to which the lessons Monzani derives transfer to 
other cultural settings. Additionally, because the proposed model reflects 
spheres of virtue, without specifying the causal relationships among the 
constructs they encompass, future iterations of this model should go fur-
ther in fleshing out these relationships.

In Chap. 6, Pembleton, Friend, and He use a case study approach to 
describe the leadership of Lee Kuan Yew, the first Prime Minister of 
Singapore. This case offers a powerful example of the manner and condi-
tions under which transformational leadership promotes authenticity 
within the leader-follower relationship. That is, Lee Kuan Yew’s leader-
ship illustrates how cultural forces impact leader–follower relationships, 
because his ‘Asian Values’ vision, while well-received in Singapore, did 
not resonate with a larger East Asian audience. Subsequent research could 
apply more extensive cross-cultural comparisons to further explicate how 
cultural dimensions and leader visions shape follower perceptions of 
leader authenticity.

In Chap. 7, Bradley-Cole describes an interpretive study of how fol-
lowers assess the authenticity of their leaders. Experienced leaders were 
interviewed about their relationships with early career leaders (ECLs). 
The results revealed five master themes associated with authentic leaders: 
(1) inclusive, (2) integrity, (3) collaborative, (4) transparent, and (5) 
courage. In contrast, inauthentic leaders were described as: (1) self-
centred; (2) emotionless; (3) autocratic; (4) critical and (5) manipulative. 
Further, the findings revealed that positive and enduring benefits accrued 
for followers who had the opportunity to work with an authentic leader 
at an early career stage, as they came to better understand and develop 
their own leadership identities and behavioural preferences. By tapping 
into followers’ experiences with ECLs, Bradley-Cole sheds light on how 
they formed their personal conceptions of authentic leadership. Future 
research with leaders from more diverse cultural and professional settings 
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is needed to assess the generalizability of such perceptions. Additionally, 
research is needed to ascertain the extent to which these conceptions 
translate into actual leader behaviour, and the degree to which such 
behaviour is associated with felt and perceived authenticity by leaders 
and followers, respectively. Finally, research is required to determine 
whether these attributes are required elements as opposed to correlates of 
authentic leadership.

In Chap. 8, Brown describes how leaders and followers can develop 
greater awareness of their ‘true self ’ by observing and displaying somatic 
cues to connect with a bodily based sense of felt authenticity. She applies 
Douglas McGregor’s classic writings on Theory X and Theory Y, embod-
ied leadership, authentic leadership, and followership theories to contrast 
two case studies from the United States and Israel. For the former, she 
selected Steve Jobs as a well-known leader who had complex relationships 
with followers characterized by autocratic leadership and Theory X 
assumptions. She concludes that Jobs lacked self-awareness due to a dis-
connect between his inner and outer worlds. For the latter, she selected 
Hanan Lipskin, the CEO of Keepers Child Safety, who exemplifies 
Theory Y assumptions and authentic embodied leadership. She concludes 
that the strong emphasis placed on teamwork and voice within Israel 
serves to foster a higher level of relational transparency relative to the 
United States, where followers are expected to be more passive and 
obedient.

Future research could extend Brown’s work by developing psychomet-
ric measures of embodied leadership and followership, thereby making it 
possible to quantitatively assess their relationships with felt and perceived 
leader and follower authenticity. Additionally, given that only one orga-
nization and leader from the United States and Israel were used in her 
case studies, nomothetic research is needed to assess the generalizability 
of her tentative insights. Finally, more extensive cross-cultural compari-
sons are required to assess the extent to which specific cultural dimen-
sions and configurations are conducive to the alignment of leaders’ and 
followers’ inner and outer worlds.

In Chap. 9, Braun and Hornuf invoke self-concept maintenance theory 
to explore the extent to which authentic leadership influences the cheating 
behaviour of followers. They posited that the presence of an authentic 
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leader would lower the perceptual threshold under which followers can 
cheat while preserving a self-concept of integrity. Results from their labo-
ratory experiment revealed that most participants cheated, but not to the 
full extent possible  – presumably because doing so would have been 
inconsistent with their self-concept of integrity. However, the predicted 
main and interactive effects failed to emerge. That is, participants were no 
less likely to cheat under the high authentic leadership condition relative 
to the baseline and low authentic leadership treatments.

Despite the null findings, the video-based approach used to operation-
alize authentic leadership in this study shows much promise for future 
research. While survey measures such as the ALQ and the ALI are useful, 
particularly in field settings, they have notable shortcomings. Indeed, 
other-reported measures are only capable of capturing perceptions of 
authentic leadership and may be impacted by followers’ ILTs or the extent 
to which they like the leader, while self-reported measures may be impacted 
by social desirability. Given these shortcomings, experimental studies that 
adopt alternative operationalisations of authentic leadership and permit 
causal examinations of the focal relationships are particularly attractive.

In Chap. 10, Fortin, Baron, and Renucci explore the psychological 
and existentialist conceptions of authentic leadership as they relate to 
individual authenticity. To do so, they adopted Wood and colleagues’ 
model of authenticity which proposes three elements of experience: self-
alienation, authentic living, and acceptance of external influence. Wood 
and colleagues’ self-report operationalization of these elements was used 
to measure authenticity. Berkovich’s model of authentic leadership devel-
opment was used to represent the existentialist perspective. This model 
identifies eight interactive components – self-exposure, open-mindedness, 
respect, critical thinking, empathy, care, contact, and mutuality – that 
promote authentic leadership.

The results of this research revealed that authentic living and accep-
tance of external influence were significantly related to ALQ scores, but 
self-alienation was not. With regard to Berkovich’s model, the empathy 
and critical thinking scales were positively related to authenticity, but not 
the self-expression measure. The authors conclude that both the 
psychological and the existentialist models of authentic leadership 
received generally positive, but incomplete, support.
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Fortin and associates’ chapter suggests that concerns among existen-
tialists may be warranted that the psychological approach underestimates 
the challenges leaders and followers face in achieving authenticity in 
organizational contexts. Thus, it behoves proponents of the psychological 
view to pay greater attention to relational and organizational constraints 
on the development of authentic leadership and followership. However, 
while positive correlations between empathy and critical thinking with 
authenticity provide some support for the existentialist model, this con-
clusion must likewise be tempered by the lack of evidence of a positive 
relationship with self-expression.

Future research could extend Fortin and colleagues’ work through the 
adoption of probability sampling, longitudinal designs, control groups, 
and multivariate analyses, while examining all eight components of 
Berkovich’s model. Additionally, the inclusion of control variables, such 
as measures of socially desirability, personality traits, and contextual fac-
tors, would reduce concerns about endogeneity. Finally, I endorse the 
authors’ recommendation that future research explore the utility of mind-
fulness training as a means of increasing the congruence between authen-
tic leadership, authentic followership, and authenticity.

In the final chapter, Crawford, Dawkins, Martin, and Lewis consider 
in depth the role of authentic followers within leader–follower relation-
ships. They propose that an authentic leader will exhibit five behavioural 
dimensions: (1) awareness, (2) sincerity, (3) balanced processing, (4) pos-
itive moral perspective, and (5) informal influence. Next, they introduce 
a conceptualization of authentic followers that reflects two underlying 
dimensions: (1) the psychological capacity for authenticity and (2) posi-
tive organizational engagement. The latter dimension makes a distinction 
between passive versus active followers. Combining these axes identifies 
four types of followers: (1) inauthentic passive, (2) inauthentic active, (3) 
authentic passive, and (4) authentic active. The authors also assert that as 
the amount of informal influence increases, the individual eventually 
shifts from a follower to a leader role. Hence, two types of leaders, inau-
thentic and authentic, are identified.

Crawford and colleagues’ chapter provides a fitting conclusion to this 
volume as it presents thought-provoking ideas about what it means to be 
an authentic follower. Here, I offer some considerations for scholars 
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seeking to build on Crawford and colleagues’ promising model by 
sounding some cautionary notes while identifying opportunities for fur-
ther advancements. First, the rationale for the authors’ decision to limit 
the focus of the proposed model to authentic followers and authentic 
leaders, as opposed to the processes of authentic followership and 
authentic leadership, requires further justification. Clearly, it is difficult 
to separate the roles of authentic follower and authentic leader from the 
processes whereby individuals who occupy these roles. Additionally, 
referring to authentic followers and authentic leaders gives the impres-
sion that some are purely authentic, whereas others are inauthentic. In 
reality, authenticity is not an “either/or” condition, as no individual is 
completely inauthentic or authentic. As such, it is more appropriate to 
refer to followers and leaders as being more versus less authentic, while 
recognizing that the degree of authenticity they achieve will vary from 
one situation to the next.

Second, scholars should evaluate the merits of including informal 
influence as a behavioural dimension of authentic leadership and authen-
tic followership. While the authors offer a compelling rationale that 
doing so helps to differentiate between passive and active followers while 
clarifying when and how actors move from the follower to the leader role, 
the implication that informal leadership is required to achieve authentic 
leadership and authentic followership is suspect. Indeed, there is nothing 
to preclude leaders and followers who exert high levels of informal influ-
ence from being authentic, and one can readily think of instances where 
this is the case. Hence, further justification is needed for including infor-
mal influence as a dimension of authentic leadership and followership. 
Nonetheless, I strongly encourage scholars to build on Crawford and col-
leagues’ work by exploring the interaction of follower authenticity with 
the level of positive organizational engagement.

My personal quest to understand authentic leadership and authentic 
followership and how they contribute to individual well-being, a positive 
ethical climate, and sustainable organizational performance has produced 
many rewarding moments. Reading the chapters included in this volume 
and the novel insights they provide is among the most rewarding. The 
many thought-provoking and impactful ideas contained within the pages 
of this book suggest multiple pathways for studying, and being, authentic 
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leaders and followers across diverse cultural and organizational contexts. 
As you read these chapters, think about your own quest to understand 
what it means to be authentic, and how you can best achieve authenticity 
as a leader and follower. Like me, I suspect you will gain new and valuable 
insights that may inspire your research, or better yet, help you to lead and 
follow in ways that reflect your true self.

Texas Tech University 
Lubbock, Texas, USA� William L Gardner
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During the years that I served as a consultant to Fortune 500 companies, 
and later as an executive in a major financial services firm, I observed 
numerous instances of leadership in which the followers felt unempow-
ered, disrespected, and essentially ‘a part of a machine’ rather than as 
valued contributors to a meaningful enterprise. As a leader, I believed I 
had an obligation to develop my capabilities so I could lead with a high 
level of integrity, and to help others in my organization to develop their 
capabilities. Thus, within my organization, we began a several-year jour-
ney of personal and organizational learning, during which we incorpo-
rated Covey’s 7 Habits of Highly Effective People (1989), Kouzes & Posner’s 
Leadership Challenge (2002), and Goleman’s Emotional Intelligence 
(2005), among other programs to develop colleagues at all levels of the 
organization. We implemented cross-organizational communication 
structures and practices to ensure all voices were heard throughout, and 
we embedded our core values into every aspect of our work to ensure that 
we “walked our talk.” In more recent years as a practitioner-scholar, I 
came to realize that we developed an organization which fostered authen-
ticity for all participants.

The concept of authenticity has been in vogue since the Greek philoso-
phers. According to the etymology dictionary, the Greek word authen-
tikos means, “original, genuine, principal,” and is derived from authentes, 
“one acting on one’s own authority.” Bhindi and Duignan (1997) 
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introduced one of the earliest definitions of authentic leadership as com-
prised of authenticity, intentionality, spirituality, and sensibility. In Bill 
George’s 2003 bestseller, Authentic Leadership, he said, “Authentic leaders 
use their natural abilities, but they also recognize their shortcomings, and 
work hard to overcome them. They lead with purpose, meaning, and 
values. They build enduring relationships with people. … They are con-
sistent and self-disciplined.”

AL scholars began to explore the theoretical constructs of follower atti-
tudes and behaviours in the mid-2000s, including a special issue in 2005 
on this topic in The Leadership Quarterly. During this period, Avolio, 
Gardner, Walumbwa, Luthans, and May (2004) drew upon multiple 
theories of emotion, trust, positive organizational behaviour, and identity 
to devise a theoretical construct for follower’s attitudes and behaviours. 
Fields (2007) later explored theories related to followers’ judgements of 
authentic leaders based on followers’ observations of leaders’ actions.

The Authentic Leadership Questionnaire was initially tested and vali-
dated in multiple cultures, including China, Kenya, and the United 
States (Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 2008). 
Walumbwa and his colleagues emphasized the importance of conducting 
leadership research in non-western cultures, observing that most of lead-
ership theory originated from the United States. During the past 25 years, 
the Global Leadership and Organizational Behavioural Effectiveness 
(GLOBE) project investigated differences in leadership styles and the 
impacts on organizations in different cultures. GLOBE scholars inferred 
that the definition and characteristics of authentic leadership (AL) and 
followership will differ depending on the cultural context.

The topic of authenticity in organizations, along with AL and its 
impact on followers is primary to my current scholarly and professional 
work. In addition, I have always fostered an interest in the perspectives 
of different world cultures. It is my belief, founded in my research, that 
in order to collaborate effectively within teams and organizations, we 
must learn to see the world from a variety of perspectives. Therefore, I 
am curious about whether the meaning of ‘authenticity’ related to lead-
ership and followership differs depending on the culture context. This 
book was born from these two intersecting areas of study. Working on 
this project has given me the opportunity to take a deep look at the 
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current concepts and research on this topic, and to consider how it 
might be incorporated into practice.

This volume contains research, theoretical, and practitioner contribu-
tions which represent different cultural perspectives of authentic leader-
ship from a follower ontology. The contributions to this volume represent 
perspectives from Latin America, Europe, Middle East, Asia, Africa, 
Australia, and North America. The book is organised into two sections. 
Part 1 is focused on international perspectives of authentic leadership and 
followership and Part 2 shines a light on conceptual perspectives. William 
L. Gardner, a foremost expert on the topic of AL, has beautifully written 
the foreword for this book, which includes the history of the study of AL, 
along with recommendations for future research in response to his read-
ing of each chapter.

In Part 1, the first chapter is written by one of the original scholars of 
AL, Tara Wernsing. She studied leader self-awareness, which is one of the 
key characteristics of AL. Tara Wernsing examines leader self-awareness 
across ten national cultures and its relationship with follower psychologi-
cal empowerment. In Chap. 2, Gaye Karacay, Behice Ertenu, and Hayat 
Kabasakal explore how perceptions of male and female followers in the 
Middle East differ regarding different attributes of AL. Chap. 3 is written 
by Patricia Bravo from a practitioner perspective; she explores the expres-
sion of empathy in Latin American leaders as a vehicle toward AL.

The research reported in Chap. 4 is set in the context of South Africa; 
Marieta du Plessis and Adré B. Boshoff examine psychological capital in 
relation to authentic leadership and followership behaviours. Although 
these researchers found the followership instrument had serious psycho-
metric shortcomings, AL and follower psychological capital were found to 
be related, indicating that leaders had an impact on the development of 
their followers’ hope, optimism, resilience, and self-efficacy. In Chap. 5, 
Lucas Monzani looks at the dark side of leadership and followership and 
its impact in Argentina, offering a proposed model for positive, authentic 
leadership adapted to the Argentinean context. In Chap. 6, Deborah 
Pembleton, John Friend, and Zhiyuan He offer a case study of Singaporean 
leader Lee Kuan Yew and his ‘Asian Values’ vision, concluding that Lee’s 
leadership style ultimately failed because his vision was incongruent with 
the ontologies and values of other societies in Asia, resulting in a message 
that appeared inauthentic.
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In Part 2, Kim Bradley-Cole investigates in Chap. 7, how followers who 
are early career managers, determine the authenticity of their leaders in the 
context of their formative work relationships. In Chap. 8, Sharon Davis 
Brown uses a nonverbal body–mind model, Laban Movement Analysis, to 
examine authentic leadership, embodied leadership, and followership in 
relation to leadership theories and embodiment concepts by examining 
case studies from the United States and Israel. Susanne Braun and Lars 
Hornuf present in Chap. 9 the results of a lab experiment designed to assess 
whether followers’ perceptions of authentic leadership attenuate cheating. 
The authors interpret the results using self-concept maintenance theory. In 
Chap. 10, Cloé Fortin, Louis Baron, and Cécile Renucci assess similarities 
between the traits of authenticity and authentic leadership, using two dif-
ferent perspectives related to authenticity: an existential perspective and a 
psychological perspective. They explore these perspectives further with a 
study of French Canadian students. Finally, in Chap. 11, Joseph Crawford, 
Sarah Dawkins, Angela Martin, and Gemma Lewis consider the role of 
authentic followers in the leader–follower relationship in greater depth, 
providing an updated conceptualization of the construct characterized by 
psychological capacity for authenticity and positive organizational engage-
ment. As a fitting end to this book, the authors consider how authentic 
followers interact with leaders, can be leaders, and interact in teams.

In summary, this book explores a breadth of perspectives related to 
authentic leadership and followership, using multiple approaches to 
examine the topic more deeply. The fact that the research contained in 
this volume raises more questions than it answers is a good thing, indicat-
ing that the exploration of this topic has not been exhausted by any 
means. It is my sincere hope that readers will contemplate how this 
research can be applied to create thriving organizations which foster 
authentic relationships, and then find ways to realise positive results.
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Leadership has been defined as a process that involves exerting influence 
on followers (Yukl, 2012). It is also said to consist of power dynamics in 
which leaders are bestowed authority and legitimate power by the organi-
zation, largely because of their technical, human, and conceptual skills 
(Katz, 1955).
Earlier theories of leadership such as trait theory, or charismatic theory, 
placed the leader at the centre of the model. Followers were seen as recipi-
ents of a leader’s influence and power, rather than as organizational agents 
in their own right, akin to devotees revering the leader as a God-like fig-
ure (Gabriel, 1997). From the role-based perspective of a follower in a 
hierarchical setting, even the word ‘follower’ implies that the agent is 
subservient and passive (Katz & Kahn, 1978).

More recently the ‘other’ actor in the picture, namely the follower, has 
become the focus of significant scholarly work (Baker, 2007; Bligh, 
2011), including the follower’s perception of the leader (Antonakis, 
House & Simonton, 2017; Gottfredson & Aguinis, 2017). ‘It is now 
widely accepted that leadership cannot be fully understood without con-
sidering the role of followers in the leadership process’ (Uhl-Bien, Riggio, 
Lowe & Carsten, 2014, p. 88).

Based on the assumption that the identities of both leaders and follow-
ers are socially constructed, interlinked, and can transform each other 
(Meindl, 1995), this series intends to bring to the fore the follower as a 
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largely proactive sensemaker who reacts to and shapes both leadership 
and organizational change. This merits deeper study, because the multi-
faceted and ever-changing follower identity is possibly more complex 
than was once thought (Collinson, 2006).

Gaining deeper insight into followers’ identity, sensemaking, and co-
construction of leadership is essential for the advancement of leadership 
knowledge (Brown, 2012) for several reasons:

•	 Followership determines how leaders are perceived (Carsten, Uhl-
Bien, West, Patera & McGregor, 2010).

•	 Followership identity predicts how a follower will follow, which affects 
both individual and organizational outcomes (Dasborough, Ashkanasy, 
Tee & Herman, 2009).

•	 Followership predicts how a follower will lead (Koonce, 2013).

This book series follows seven different perspectives of key compo-
nents in the follower–leader dynamic. Each volume consists of empirical 
and conceptual chapters on leadership and followership, interspersed 
with a few chapters by practitioners in the first-person narrative style.

Each volume editor has chosen a specific aspect to explore in order to 
expand the full range of understanding of how followers shape leadership 
dynamics, largely from two levels of analysis:

	1.	Follower identity and behaviour at a micro level
	2.	Follower relationship with the leader at the dyadic level

What distinguishes this series from books in this domain is the distinct 
international appeal: The volume editors themselves span five countries 
(America, France, Australia, Canada, and India), and the research contri-
butions are from scholars from all over the world. In fact, many of the 
volumes—such on Authentic Leadership and Followership; The 
Dynamics of Role Modelling in the Workplace; and Inclusive Leadership: 
Negotiating Gendered Spaces—explore this topic specifically from inter-
national and diversity perspectives. This series also has a strong interdis-
ciplinary appeal, with the volumes drawing on perspectives spanning 
gender studies, philosophy, and neuroscience.



    xxxi  Series Note 

I have had the privilege of working with some fine scholars, who have 
worked diligently over the last few years to produce volumes, some of 
which are described below:

	1.	Servant Leadership and Followership: Examining the Impact on 
Workplace Behaviour 978-3-319-59365-4
Editor: Crystal Davis
Providing a deeper understanding of servant leadership and follower-
ship theory, this volume contributes to the literature on servant leader-
ship and selfless service through the lens of the servant as follower. The 
collection brings together both empirical and conceptual research 
from around the globe that showcases servant leadership from the 
viewpoint of the follower.

	2.	Distributed Leadership: The Dynamics of Balancing Leadership 
with Followership 978-3-319-59580-1
Editor: Neha Chatwani
Challenging the current definitions of leadership by exploring more 
inclusive and holistic paradigms, this volume contributes towards 
the current discourse on distributed leadership by examining this as 
an inclusive form of leader–follower engagement. Qualitative and 
quantitative studies showcase the dynamics of followership in dis-
tributive leadership, covering several themes such as collective  
decision-making, leadership identity, roles and demographic com-
position of groups in a variety of settings, and human development 
processes.

	3.	Inclusive Leadership: Negotiating Gendered Spaces 
978-3-319-60665-1
Editors: Sujana Adapa and Alison Sheridan
Questioning traditional perceptions of a leader as white and male, this 
volume presents leadership from a gender equity lens and includes 
topics such as feminine leadership, leadership legitimacy, and co-creat-
ing creativity between leaders and followers. With contributions from 
scholars in Australia, India, and the UK, this volume also touches on 
diversity within these countries, for example Chinese migrants in 
Australia and Indian women accountants in Australia.



xxxii   Series Note

	4.	Authentic Leadership and Followership: International Perspectives 
978-3-319-65306-8
Editor: Dorianne Cotter-Lockard
Authentic leadership, albeit controversial, is a well-accepted form of 
leadership. Given that the characteristics of authentic leadership and 
followership are largely context specific, this volume explores leader–
follower dynamics in different cultural contexts. This volume is divided 
into two broad themes: global perspectives, including chapters from 
the Middle East, Latin America, and South Africa; and conceptual 
perspectives, including chapters ranging from early career relation-
ships to an existential perspective. The foreword to this volume has 
been written by Prof. William L.  Gardner, a foremost expert on 
Authentic Leadership.

	5.	Leadership and Role Modelling: Understanding Workplace 
Dynamics 978-3-319-69055-1
Editors: Shruti Vidyasagar and Poornima Hatti
Presenting role modelling as an independent construct, separate 
from the other developmental relationships in the workplace, this 
volume is a deep exploration of role modelling as both a concept and 
a dynamic process which impacts career development and outcomes. 
The chapters, consisting of literature reviews and research studies, 
reflect both academic and practitioner perspectives from across the 
globe. This volume also has sections on gender diversity and regional 
diversity (India).

To conclude, this series situates leadership in the eye of the beholder, 
exploring how followers make sense of leaders and leadership, and the 
impact this has on follower identity, work relationships, the leader, and 
the firm. ‘Leadership is really not about leaders themselves. It’s about a 
collective practice among people who work together—accomplishing 
the choices we make together in our mutual work’ (Raelin, 2015, 
p. 96).

Payal Kumar
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Psychological Empowerment  
Across Cultures

Tara Wernsing

According to a recent meta-analysis, there have been more than 40 
empirical articles on authentic leadership (Hoch, Bommer, Dulebohn, & 
Wu, 2016). Despite a growing interest in authentic leadership, relatively 
less research exists on its components, although some scholars argue that 
the decision to analyze authentic leadership as a single higher-order con-
struct or as four first-order constructs depends on the leader and situation 
under study. Based on context, the process and effects of authentic lead-
ership may be modeled and understood through its components and 
“reinforces the potential importance of not assuming that perceived 
authentic leadership is universally a unitary or higher-order (global) con-
struct” (Neider & Schriesheim, 2011: 1154). Since there is value in 
studying individual components as causal factors in the leadership pro-
cess, this chapter begins a deeper investigation of a foundational compo-
nent of authentic leadership, namely leader self-awareness, and its 
relationship to followers across cultures. This component was described 
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as underlying the theoretical core to the development of authentic leader-
ship as a self-based model (Gardner, Avolio, Walumbwa, Luthans, & 
May, 2005: 346), and thus deserves further dedicated theory develop-
ment and analysis of its explanatory power in predicting follower atti-
tudes and behaviors. Therefore, the primary purpose of this chapter is to 
examine the effect of leader self-awareness (in the context of authentic 
leadership and its measurement) and develop theory predicting followers’ 
psychological attitudes, specifically a sense of empowerment at work. 
Secondly, these relationships will be examined across national cultures to 
ascertain potential differences in the measurement or structural models 
across multiple levels of analysis (individual, work group, and national 
culture). It is beyond the scope of this chapter to explain in theoretical 
depth the differences that exist country by country, yet potential explana-
tions for work unit and cultural differences in measurement and struc-
tural effects will be offered.

This study contributes to the field of authentic leadership in several 
ways. First, this research builds on prior theoretical explanations of the 
multidimensional nature of authentic leadership, specifically outlining a 
framework for leader self-awareness and its development. Although prior 
definitions exist, there is not a specific framework for leader self-awareness 
that describes its construct model and corresponding developmental 
practices. Second, although previous studies find that different measures 
of self-awareness are positively related to leadership effectiveness, less is 
known about the impact of leader self-awareness on followers’ attitudes at 
work. Therefore, the current study offers insight into the cross-level rela-
tionships between leader self-awareness at the work group level and fol-
lowers’ sense of empowerment at work. Third, the existing survey 
instrument for authentic leadership contains items for assessing leader 
self-awareness, but these items have not been evaluated across cultures for 
measurement invariance. Without deconstructing variance across levels 
to assess random and systematic sources, differences in mean levels of any 
construct could be due to numerous factors (Byrne & Watkins, 2003; 
Jak, 2017). Therefore, evaluation of measurement invariance and differ-
ences in the relationship between leader self-awareness and follower 
empowerment will be examined across national cultures as a third 
contribution.

  T. Wernsing
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�Literature Review and Hypotheses

�What Is Leader Self-awareness and Why Is 
It Important?

Leader self-awareness is considered a foundation in leadership develop-
ment by practitioners and scholars alike (Avolio, 2005; Gardner, Avolio, 
Luthans, May, & Walumbwa, 2005; George, 2003; Goleman, 1998; 
London, 1995, 2002; Luthans & Avolio, 2003; McCauley & Van Velsor, 
2003). Since sensitivity training emerged in organizations beginning in 
the 1950s, the idea has prevailed that managers should be more aware of 
their perceptual biases and potential prejudices in order to be effective 
interpersonally at work (Katz, 1956; Miles, 1960). More recently, the 
theory of authentic leadership presents leader self-awareness (LSA) as one 
of its four primary components (Gardner et al., 2005) explaining that 
“self-awareness refers to demonstrating an understanding of how one 
derives and makes meaning of the world and how that meaning making 
process impacts the way one views himself or herself over time. It also 
refers to showing an understanding of one’s strengths and weaknesses and 
the multifaceted nature of the self, which includes gaining insight into 
the self through exposure to others, and being cognizant of one’s impact 
on other people” (Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 
2008: 95). Further, they argue that “self-awareness is not an end in itself, 
but a process whereby one comes to reflect on one’s unique values, iden-
tity, emotions, goals, knowledge, talents and/or capabilities” (Gardner, 
Avolio, Luthans, May, & Walumbwa, 2005: 349).

Prior research on LSA found significant positive relationships with 
leader effectiveness (Church, 1997), charismatic leadership (Sosik, 
2001), and follower satisfaction with the leader (Tekleab, Sims, Yun, 
Tesluk, & Cox, 2007). Leaders who are self-aware tend to possess high 
levels of self-efficacy and provide orientation for followers (Sosik  & 
Megerian, 1999).

1  Leader Self-Awareness and Follower Psychological... 
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�How Does LSA Develop?

Self-awareness arises from the human capacity for self-reflexivity. No 
other species seems to have the reflexive capacity to observe and evaluate 
themselves in the same ways that the human species can (Gallup, 1982). 
Evolutionary perspectives suggest that the brain in humans has developed 
layers of complexity over time, including the reptilian brain (basal gan-
glia) governing survival and aggression instincts, the limbic system 
(paleomammalian) generating emotions motivating social behaviors, and 
the neocortex regions (neomammalian) responsible for conceptual think-
ing, abstract reasoning, language, and projecting time into the future and 
past (MacLean, 1990). “The different brains seem to cooperate like three 
interconnected biological computers, each of them having its own feeling 
of subjectivity and its own perception of time, space, and memories” 
(Wiest, 2012). Humans uniquely possess mental time travel, and can 
project an image of themselves in their minds out in the future and into 
the past (Wheeler, Stuss, & Tulving, 1997). The human capacity for self-
reflexivity and imaginal mental travel produces a sense of conceptual 
identity that endures over time and is central to how people view them-
selves in relation to their work (Albert, Ashforth, & Dutton, 2000), how 
they relate to others (Sluss & Ashforth, 2007), and how they lead teams 
(Ellemers, De Gilder, & Haslam, 2004).

To become more aware of each aspect of the self, and how it influences 
other people and is affected by others, requires attending to inner states 
as well as developing sensitivity of one’s environment and mutual influ-
ence with it. In this regard, the long history of prior research in self-
awareness provides an initial framework that broadly identifies two forms 
of self-awareness: private and public (Fenigstein, Scheier, & Buss, 1975) 
or objective and subjective (Duval & Wicklund, 1972). On one hand, 
awareness of “private” inner states includes personal thoughts (cogni-
tion), emotions (affect), physical sensations (somatic experience), and 
motivational drives (conation). The focus inward generates attention on 
the self as an “object” of awareness. On the other hand, “public” self-
awareness involves sensitivity to external situations, social dynamics, how 
one’s behaviors influence other people’s perceptions and reactions, and 
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vice versa. The focus outward reflects a view from the self as the “subject” 
or source that is placing attention on external objects.

Therefore, developing self-awareness in the context of authentic lead-
ership derives from both internally and externally focused awareness-
generating practices. The internal–external model maps directly onto a 
fundamental state of leadership as being both an inner-directed and 
other-focused process (Quinn, 2005). Being inner-directed and other-
focused integrates authenticity to the self with the process of leading 
change that is aligned externally with aspects of the social world. Hence, 
authentic leadership theory reflects an integration of the inner-
directedness of authenticity of the self (Kernis, 2003; Kernis & Goldman, 
2006) with the social influence process of leadership and its necessary 
focus on other people (Avolio & Gardner, 2005).

To develop LSA in these ways, multiple practices must be used to build 
sensitivity to internal states, relational interactions, and social group 
dynamics. Based on a review of the literature regarding self-awareness 
development generally and LSA specifically, three types of practices are 
central to developing LSA. These include introspection (an internal, pri-
vate awareness building practice), self-reflection (a hybrid of internally 
and externally sourced awareness building), and feedback from others (a 
source of external awareness building). Each type of practice will be 
briefly reviewed below.

�Practices for Developing LSA

A review of research on LSA and developing self-awareness converges on 
three primary types of practices: introspection, self-reflection, and feed-
back. The practices for developing LSA can serve as indicators for the 
construct and assess levels of developmental resources underlying LSA.

�Introspection

In the early years of psychology, introspection was described as “looking 
into our own minds and reporting what we there discover” (James, 1890: 

1  Leader Self-Awareness and Follower Psychological... 
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185). In modern times, neuroscientists equate introspection with meta-
cognition (Weil et al., 2013) and describe it as a type of thinking about 
one’s own internal experiences. Specifically, introspection is defined as 
directing attention to internal thoughts and feelings, and reporting on 
them through self-talk, writing, or verbalizing aloud. Verbal description 
of inner experience provides the opportunity to linguistically label direct 
experience, and this transcription process from direct experience to ver-
balized description can shift unconscious experience to conscious aware-
ness through activating the symbolic representation of language.

�Self-reflection

In contrast to introspection, self-reflection is evaluating past events and 
experiences to learn more about the self and prepare for the future (Kolb, 
1984). Dewey (1933) defined reflection as a form of thinking that 
involves “active, persistent and careful consideration of any belief or sup-
posed form of knowledge in light of the grounds that support it and the 
further consequences to which it leads.” (p. 9). Therefore, self-reflection 
is a type of “after-action review” concerning personal experiences and 
assumptions from the past. It is an evaluative practice used to gain insight 
about the self that can inform and change the future.

�Feedback

Finally, feedback is a third common practice identified in prior research 
on self-awareness. Feedback is information provided from external 
sources and people concerning perceptions, assessments, and evaluations. 
Ashford and Tsui (1991) explain that feedback provides greater under-
standing for how people are perceived by others. Feedback helps develop 
leadership skills because it provides information on the effectiveness of 
social influence intentions and attempts. Thus, LSA can be enhanced 
through the exchange of feedback on leadership behaviors from multiple 
sources (i.e., subordinates, peers, and supervisors; Day & Dragoni, 2015) 
which can counterbalance the human habit of basing expectations on a 
“self-referential criterion” (Lee, 1966).

  T. Wernsing
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�How Can LSA Be Measured?

LSA has been assessed in a variety of ways over the last few decades, most 
often with a comparison of ratings of leadership between self-ratings and oth-
ers’ ratings as an indicator (Alimo-Metcalfe, 1998; Atwater & Yammarino, 
1992; Moshavi, Brown, Dodd, 2003; Van Velsor, Taylor, & Leslie, 1993; 
Wohlers & London, 1989). A recent trend in the operationalization of LSA 
placed emphasis on the ability to anticipate the views of others, such as the 
boss (Sturm, Taylor, Atwater, & Braddy, 2014; Taylor, 2010). A different 
method for assessing LSA has been through self-report survey measures. For 
example, Sosik and Dworakivsky (1998) measured private and public self-
consciousness as indicators of LSA, and found that private self-consciousness 
serves as a source of inner-directedness in charismatic leadership.

Another survey instrument, the Authentic Leadership Questionnaire 
(ALQ; Walumbwa et al., 2008) offered a method for assessing four behav-
ioral components that conceptually define authentic leadership, including 
specific items concerning LSA. Evidence for the factor validity of the ALQ 
instrument across some cultures has been demonstrated by numerous 
authors (Caza, Bagozzi, Woolley, Levy, & Caza, 2010; Peus, Wesche, 
Streicher, Braun, & Frey, 2012; Rego, Vitória, Magalhães, Ribeiro, & 
Cunha, 2013). Additionally, the study by Caza et al. (2010) in New Zealand 
confirmed measurement equivalence for authentic leadership across gender.

As the research field has developed, questions concerning whether to 
treat authentic leadership as a single-factor model, four-factor model, or 
higher-order construct have emerged and the conclusion thus far is that 
the context and leader under study may determine which model is best 
(Neider & Schriesheim, 2011). In situations where the individual com-
ponents of authentic leadership are important to distinguish, additional 
theory and analysis will be needed for each component. This chapter 
serves that purpose for the component of LSA.

Based on the first measure of authentic leadership called the ALQ, 
there are four items proposed to reflect the dimension of LSA. Of these 
four, two items are related to feedback and understanding others’ percep-
tions of the self, one item refers to understanding one’s impact on others, 
and one item implies that self-reflection is used to make a decision to 
adjust one’s beliefs for the future. Therefore, although this short measure 
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may not completely capture the conceptual domains indicated earlier, it 
may be sufficiently consistent and predictive of follower attitudes, which 
will be empirically tested in this study:

Hypothesis 1  Leader self-awareness, measured with the ALQ, demonstrates 
measurement equivalence across the world’s major cultures.

�How Does LSA Relate to Followers?

Given the nature of LSA described above, there are specific experiences 
that should be affected by the degree of self-awareness exhibited by the 
leader of a group, team, or work unit. Based on the evidence for how self-
awareness develops in the context of leadership, increased LSA results 
from enhanced sensitivity to inner states, to relational and social dynam-
ics, and to the influence that occurs between self and other(s). In turn, 
increased LSA could provide a greater sense of empowerment for the 
individuals involved in the same work unit due to enhanced sensitivity of 
these states and dynamics in self and others.

Psychological empowerment refers to intrinsic motivation manifested 
in four cognitions (meaning, competence, self-determination, and impact) 
reflecting an individual’s orientation to his or her work role (Thomas & 
Velthouse, 1990). Meaning arises from a fit between one’s work and per-
sonal values; competence is a belief in one’s own capability to do the work 
effectively; self-determination is a sense of autonomy and choice; and 
impact is the perceived degree of influence over strategic, administrative, 
or operating outcomes in the organization (Spreitzer, 1995). 

Since enhanced LSA develops from introspection and self-reflection, 
LSA is likely associated with greater sense of meaning and purpose that 
comes from aligning personal values with choices at work. Values are 
guiding principles used to select actions and make evaluations 
(Schwartz, 1994). Greater awareness of personal values likely results in 
those principles becoming more salient and central to decision-making 
(Badaracco, 1998; Ravlin & Meglino, 1987), thus serving as a guide to 
select leadership roles that align with those values. Leaders whose work 
responsibilities align with their personal values derive greater meaning 
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and purpose from their work. In turn, a leader’s purpose informs the 
vision they communicate to their work groups. In fact, a compelling 
vision for the future based on shared values inspires followers to exert 
extra effort to make the vision a reality, and this form of leadership is 
positively related to follower empowerment (Jung & Sosik, 2002). 
Therefore, higher LSA likely translates into a greater sense of meaning 
and purpose for both the group leader and group members.

LSA is also posited to influence follower’s sense of competence, auton-
omy, and impact at work. As described above, LSA requires attention to 
inner dynamics (personal thoughts, emotions, and motivations) as well as 
outer dynamics (interaction and influence of the self with external peo-
ple, objects, and events). A leader’s awareness of personal strengths and 
weaknesses in social influence would grow more detailed and nuanced 
based on engaging in introspection, self-reflection, and feedback during 
and after leadership episodes at work. Increased attention to strengths/
weaknesses in leadership interactions would likely result in heightened 
sensitivity to individual differences among people at work, including 
people’s personalities, strengths, goals, motivations, and cultural values 
(Earley, 1987; Katz, 1956). Enhanced recognition of strengths and weak-
nesses of people offers opportunities to leverage the uniqueness of each 
person involved in a leadership process because heightened sensitivity of 
individual strengths/weaknesses provides greater knowledge for how to 
involve people in ways that are more effective and more authentic to their 
unique differences and the characteristics of the context (van Woerkom 
& Meyers, 2015). For example, managers who are more tuned-in to their 
own strengths/weaknesses can rely on co-workers who have complemen-
tary strengths/weaknesses, potentially balancing cognitive biases and 
improving decision quality (Korte, 2003). Therefore, greater LSA pre-
pares a unit leader to more effectively allocate work responsibilities to 
those people who have the desire and skill for tasks at varying levels of 
impact, thus providing the opportunity and resources needed for follow-
ers to experience a greater sense of competence, autonomy, and impact 
with their work tasks.

Hypothesis 2  Leader self-awareness is positively related to followers’ sense of 
empowerment at work.

1  Leader Self-Awareness and Follower Psychological... 
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�Method

�Sample

A survey of over 100,000 employees was conducted within one multina-
tional organization of consumer products. Confidentiality for respon-
dents was assured through use of a third-party independent firm for data 
collection. The survey had a response rate of 78%. Survey instruments 
were translated into multiple languages in over 100 countries. The trans-
lation of the original English language instrument into each language was 
done using a back translation methodology (Brislin, 1983). Therefore, 
the questionnaire was first translated from the original language into the 
local country language by a bilingual native speaker and a professional 
translator from a specialized ISO 9001 certified agency. Next, the trans-
lated language version was translated back into English by a second bilin-
gualist. Finally, the translated English version was compared with the 
original and any discrepancies were resolved by mutual agreement 
between linguists and researchers.

A subsample was used for this study representing ten countries (Brazil, 
China, Germany, India, Italy, Mexico, Poland, South Africa, Sweden, 
Turkey, United Kingdom, and United States) one for each of the major 
world cultures, including Anglo, Arab, Germanic Europe, Latin America, 
Latin Europe, Eastern Europe, Middle East, Nordic Europe, Sub-Sahara 
Africa, Confucian Asia, and Southern Asia, based on the GLOBE project 
(House, Hanges, Javidan, Dorfman, & Gupta, 2004). The total sample 
size was 48,012 individuals.

Structural equation models were estimated using Mplus 7.0. For 
the multigroup confirmatory factor analyses, a simple random sample 
of 200 respondents from the total sample for each country was 
selected. This random sample provided equal sample size for all coun-
tries for the weighted average model statistics to represent the overall 
effects and because the exact chi-squared test is sensitive to sample 
size.

  T. Wernsing
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�Measures

Brief measures were used for this study, and prior research shows that 
short scales composed of 3–5 items for each factor in cross-cultural analy-
sis and measurement invariance testing can perform adequately (cf. 
Marsh & Hau, 2003). Methodologists recommend a minimum of 3 
items to form a factor (Byrne, 1998; Guilford, 1952; Kline, 2005: 172; 
MacCallum, 1995). Furthermore, there is evidence that short and even 
single-item measures of attitudes and perceptions can be valid and reli-
able (Bergkvist & Rossiter, 2007; for example, see job satisfaction by 
Wanous & Reichers, 1997, and personality by Gosling, Rentfrow, & 
Swann, 2003). Most recently, a study of measurement invariance across 
26 cultures used a 5-item measure of well-being (Jang et al., 2017).

�Leader Self-awareness

Each employee rated their supervisor’s level of self-awareness using 4 
items from the 16-item survey instrument for authentic leadership 
(Walumbwa et  al., 2008). Items were measured on a five-point Likert 
scale assessing frequency ranging from not at all (1) to always (5). Specific 
items in order are: “seek feedback to improve interactions with others,” 
“accurately describe how others view his/her capabilities,” “know when it 
is time to reevaluate his/her position on important issues,” and “shows 
he/she understands how specific actions impact others.” The internal reli-
ability of the scales was adequate. Cronbach’s coefficient alpha was .85 for 
the 4-items, and latent factor estimates of reliability were calculated using 
Mplus syntax provided in supplementary material by Geldhof, Preacher, 
and Zyphur (2014) for composite reliability (omega) which was esti-
mated at .83 and maximal reliability (H) estimated at .86 for this scale.

�Follower Psychological Empowerment

Each employee rated their perception of their empowerment at work 
based on nine items using a five-point Likert response scale assessing fre-
quency ranging from not at all (1) to always (5). A scale was created for 
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this measure based on Spritzer’s (1995) definition and theoretical model 
for psychological empowerment. Two items for each of sub-dimensions 
of psychological empowerment were used, except for competence which 
had three items. Sample items for meaning: “My job provides me with 
meaningful and challenging work,” for competence: “I have the training 
I need to do my job effectively,” for self-determination: “I have the 
authority I need to get my job done,” and for impact: “I can see a clear 
link between my work and the objectives of my organization.” Coefficient 
alpha for the scale was .84, while the latent factor composite reliability 
(omega) was estimated at .85 and maximal reliability (H) at .85 (Geldhof, 
Preacher, & Zyphur, 2014). Further, a confirmatory factor analysis (CFA) 
was conducted to verify the factor validity of the scale based on Spreitzer’s 
(1995) model of empowerment. A second-order model with four first-
order factors was tested with a random sample of 200 employees per 
country. Based on global fit indices, the sample data provided sufficient 
evidence for the higher-order latent factor model with a chi-square of 
240.944, df = 23, p < .05, comparative fit index (CFI) = .964, root mean 
square error of approximation (RMSEA) = .069, and standardized root 
mean square residual (SRMR) = .032. See the guidelines below for rec-
ommended indices values.

�Results

�Hypothesis 1: Measurement Equivalence 
Across National Cultures

Means, standard deviations, and scale reliabilities for each country for 
each survey instrument scale are shown in Tables 1.1 and 1.2. Additionally, 
for LSA, the four items’ standardized factor loadings are provided for 
each country, and for the second-order construct of follower psychologi-
cal empowerment the factor loadings for the four first-order latent con-
struct indicators are shown.

In Tables 1.3 and 1.4, SEM model global fit statistics were used to 
evaluate structural equation models besides the chi-square statistic and 
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likelihood ratios, namely, the CFI, the RMSEA, and SRMR. Values 
greater than .90 and .95 are commonly interpreted to represent “accept-
able” and “good” fit, respectively, for the CFI (Medsker, Williams, & 
Holahan, 1994). For the SRMR, values of less than .08 are generally 
considered acceptable fit (Hu & Bentler, 1999). Concerning the RMSEA, 
values less than .05 are indicative of good fit, whereas acceptable fit values 
can range from .06 to .08 (Browne & Cudeck, 1992), however more 
recent research argues that absolute cutoffs for RMSEA and other fit 
indices may not be generally useful (Chen, Curran, Bollen, Kirby, & 
Paxton, 2008; Fan & Sivo, 2005; Steiger, 2007). Chen (2007) recom-
mended acceptable invariance model fit based on the following criteria: 
change in CFI  ≤  .01, change in RMSEA  ≤  .015, and change in 
SRMR  ≤  .03 for tests of factor loading invariance and change in 
CFI ≤ .01, change in RMSEA ≤ .015, and change in SRMR ≤ .01 for 
tests of intercept and residual invariance.

Table 1.1  Descriptive statistics for LSA by country

Country
Cultural 
clustera Mean (SD)

Coefficient 
α (omega) IItem 1 IItem 2 IItem 3 IItem 4

Brazil Latin 
America

3.31 (.99) .85 (.84) .795 .657 .836 .803

China Confucian 
Asia

3.43 (.89) .87 (.85) .870 .738 .864 .749

Germany Germanic 
Europe

3.35 (.88) .84 (.82) .772 .711 .793 .775

India Southern 
Asia

3.43 (.91) .80 (.78) .757 .678 .771 .687

Italy Latin 
Europe

3.16 (.96) .86 (.85) .809 .703 .855 .785

Poland Eastern 
Europe

3.33 (.92) .85 (.83) .713 .602 .858 .779

South 
Africa

Sub-Sahara 
Africa

3.06 (1.02) .85 (.83) .787 .630 .879 .745

Sweden Nordic 
Europe

3.15 (.90) .81 (.78) .740 .531 .788 .815

Turkey Arab 3.27 (.94) .85 (.84) .772 .685 .783 .718
USA Anglo 3.31 (1.02) .88 (.87) .837 .740 .909 .796

Note: aEvery major culture based on the GLOBE project (House et al., 2004) is 
represented by one country
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�Configural Equivalence

Following the steps outlined by Vandenberg and Lance (2000), config-
ural equivalence was estimated for each country independently based on 
a CFA for a first-order factor structure (see Table 1.3). Each country-level 
CFA met minimally borderline acceptable level of model fit based on 
cutoff values of CFI > .95 and SRMR <= .08, but RMSEA <= .08 was not 
found for all the countries. In fact, based on a sample of 200 per country, 
6 of 10 countries had an RMSEA of .08 to .10 suggesting some model 
misspecification. However, given the stronger performance of the other 
model fit statistics, and the RMSEA results in the total sample shown at 
the bottom of Table 1.3, the conclusion is that the four item indicators of 
a latent construct for LSA is adequate for each national culture.

Table 1.3  Configural invariance for LSA: independent single group model for 
each country

Country n χ2 df p CFI RMSEA SRMR

Brazil 200 4.849 2 .20 .993 .084 .015
China 200 2.095 2 .35 .998 .015 .011
Germany 200 5.700 2 .06 .987 .099 .026
India 200 5.620 2 .06 .979 .095 .031
Italy 200 5.296 2 .07 .993 .076 .018
Poland 200 5.088 2 .08 .992 .088 .020
South Africa 200 4.665 2 .09 .993 .082 .021
Sweden 200 3.017 2 .22 .995 .051 .019
Turkey 200 2.811 2 .25 .997 .045 .017
USA 200 3.562 2 .16 .997 .063 .014

Country n χ2 df p CFI RMSEA SRMR

Brazil 10009 72.263 2 .00 .996 .059 .009
China 3857 64.132 2 .00 .992 .090 .014
Germany 2388 13.185 2 .09 .997 .048 .009
India 15202 38.305 2 .00 .998 .035 .007
Italy 2200 10.510 2 .00 .998 .044 .007
Poland 2073 .249 2 .88 1.00 .000 .001
South Africa 2428 5.305 2 .07 .999 .026 .005
Sweden 470 4.898 2 .09 .995 .056 .013
Turkey 1744 7.465 2 .02 .998 .040 .008
USA 7641 36.460 2 .00 .998 .047 .007
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Furthermore, the standardized factor loadings for each of the four 
items measuring LSA were shown Table 1.1 for each country. The second 
item, “accurately describe how others view his/her capabilities,” had rela-
tively lower weights than the other items, and had the lowest weight in 
Sweden (.531). The first item “seek feedback to improve interactions with 
others” was dropped in an analysis conducted by Neider and Schriesheim 
(2011, p. 1150) due to a “modest” cross-loading. However, for the pur-
pose of the current study, a correlation with another dimension does not 
present a problem and the item performed adequately and consistently 
across countries, so it was retained in all analyses in this study.

In order to move forward in the invariance testing procedures and 
examine the next levels of invariance, the configural model for each coun-
try is placed together in one multigroup CFA to be estimated simultane-
ously, forming the configural baseline model. The results of the model fit 
for the multigroup configural baseline are shown in the first row of 
Table  1.4, and demonstrate acceptable fit based on a CFI  >  .95, 
SRMR < .05, and RMSEA < .08. Better results are found using the full 
sample size, shown in the lower portion of Table 1.4. Therefore, a single 
factor underlying these four items seems to represent the data equally 
well across national cultures.

�Metric Equivalence

Next, metric invariance was examined, which constrains factor loadings 
to be equivalent across countries. Constraining the items’ factor loadings 
to be equal across ten countries did reduce the model fit, but not signifi-
cantly (see Table 1.4, model 2). Cheung and Rensvold (2002) recom-
mended that when comparing models with less than or equal to .01 
change in CFI, the null hypothesis can be accepted. However, the SRMR, 
an index of the average of standardized residuals between the observed 
and the hypothesized covariance matrices, is concerning since it increased 
over .100 based on the sample size of 200. Hu and Bentler (1999, p. 27) 
suggest that an SRMR “close to .09” represents a reasonable fit. Given 
this initial evidence, metric invariance seems marginal, also challenged by 
the low factor loading on item 2  in Sweden shown in Table  1.1, for 
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example. However, examining the results of the total sample available 
(shown in bottom of Table  1.4), the change in CFI is lower and the 
SRMR is also lower, offering support for metric invariance when using 
the total sample to estimate regression coefficients.

�Scalar Equivalence

The next step in measurement invariance is testing the assumption of 
strong invariance, which investigates if the intercepts of the equations 
linking indicators and latent factors are the same across groups, in addi-
tion to the prior constraints from earlier steps in the sequential process. 
The results are shown in Table 1.4 Model 3. Based on a random sample of 
200 individuals per country, the model fit statistics diminish significantly 
(i.e., CFI = .924, RMSEA = .106, and SRMR = .188, ΔCFI = .059) sug-
gesting that LSA does not have equal item intercepts (means) across 
national cultures, and scalar invariance is not supported. The total sample 
results also show diminished model fit; thus, the latent factor means for 
LSA cannot be compared if the assumption is that the construct represents 
exactly the same concept and that its point of origin in each country is 
similar. Intercept variance could occur due to social desirability, social 
norms, a propensity to respond more strongly to an item despite having 
the same latent trait or factor mean, and/or respondents using a different 
reference point (Chen, 2008). Finally, although the sequential testing pro-
cess could stop here, since additional equality constraints can only decrease 
the model fit, a final model provides the results for item-level residual 
invariance (Table 1.4, Model 4) and as expected, there is no support.

In conclusion, because metric invariance was marginal or fully sup-
ported depending on the sample size, researchers can cautiously use latent 
factor scores for LSA to compare structural relationships (regression 
slopes) between latent factors across countries. However, comparing 
means of LSA is likely confounded with other sources of variation due to 
differences in responding to scales, item meaning, or cultural differences 
that create a comparison of “chopsticks to forks,” as Chen (2008) explains. 
The lack of invariance indicates something is different across cultures in 
the point of origin (intercept mean) for each item or indicator for a latent 
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construct. For example, based on the means shown in Table  1.1, one 
might be tempted to conclude that LSA is higher in China and India 
than in South Africa. However, a lack of scalar invariance indicates that 
there are cultural differences in the meaning or responding to the items 
for this measure, and therefore, we cannot know that LSA as originally 
defined with the instrument created in the United States in the English 
language represents the same latent construct conceptually in South 
Africa, China, and India.

�Hypothesis 2: Effects of LSA on Follower 
Empowerment

Hypotheses 2 was tested using multilevel mixed models in SAS 9.4 given 
that individual employees were nested within work units within countries. 
Maximum likelihood was used in estimating model parameters. The sig-
nificance of fixed effects was evaluated with a Wald ratio (i.e., the z-test of 
the ratio of each estimate to its standard error), whereas random effects 
were evaluated via likelihood ratio tests. Overall results with unstandard-
ized coefficients are provided in Table 1.5, and specific effects for level 1 
(individuals) and level 2 (units) are shown by country in Table 1.6.

First, an analysis of the nested variance for each factor was conducted 
by examining the intraclass correlation or ICC (Shrout & Fleiss, 1979). 
An ICC(1) calculates the proportion of variance that is between units 
and represents the average correlation among individuals within a work 
unit (Bliese, 1998). Derived from an empty means, random intercept 
model, follower empowerment had an ICC of .08 at the work unit level, 
indicating that 8% of the variance was between work units, and .055 at 
country level indicating that 5.5% of the variance in empowerment was 
due to country differences. LSA had an ICC of .0925 at level 2, indicat-
ing that 9.25% of the variance was between work units, and ICC of .004 
at level 3 indicating that there was almost no variance (.4%) in LSA that 
can be attributed to country. This suggests the mean levels could be dif-
ferent (as the lack of scalar invariance suggested) but the variance in LSA 
is due to individual and unit level factors, rather than country. Therefore, 
two-level modeling was used.
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Table 1.5  Multilevel modeling for the effect of LSA on follower empowerment

Level and variable

Model 1:
Empty 
model at 
L1

Model 2:
Empty model 
at two levels, 
random 
intercept for 
unit

Model 3:
Random 
intercept 
for unit, 
fixed slope 
for LSA L1

Model 4:
Fixed 
slope for 
L1, fixed 
slope L2

Model 5:
Random 
slope for 
L1, fixed 
slope L2

Level 1
Intercept 3.78 3.75 3.76 3.75 3.75
LSA within-unit .388 .389 .386
Level 2
LSA between-unit 

mean centered
.470 .464

Variance components
Within-unit (L1) 

residual variance
.464 .409 .283 .283 .283

Intercept (L1) 
variance

.055 .058 .032 .032

Intercept-slope 
covariance

−.008

−2 log likelihood 99371.7 93973.8 76479.1 76313.6 76048.5

Note: L1 = Level 1, L2 = Level 2
Level 1 n = 48,012 and Level 2 n = 562

Table 1.6  Multilevel model effects of LSA on follower empowerment by country

Zero-order 
correlation 
at Level 1

Level 1 
sample 
size

Level 2
sample 
size

Effect of 
within-group 
variation of 
LSA (level 1)

Effect of between-
group variation of 
LSA (level 2)

Brazil .57 10,009 74 .384 (.006)a .342 (.082)
China .62 3857 52 .422 (.009)a .420 (.082)
Germany .55 2388 71 .389 (.012) .281 (.091)a

India .57 15,202 57 .388 (.005)a .598 (.050)
Italy .68 2200 46 .513 (.013)a .808 (.088)a

Poland .55 2073 28 .369 (.013) .237 (.101)a

South 
Africa

.56 2428 51 .390 (.013) .526 (.093)

Sweden .51 470 19 .313 (.027) .497 (.094)
Turkey .51 1744 37 .342 (.014) .314 (.092)
USA .56 7614 127 .364 (.007) .495 (.051)

Note: Standard errors are given in parentheses
All effect sizes were significantly different than zero at p < .05
aRepresents a significant difference (Fisher’s z-score greater than 1.96) between 

that country’s effect size compared to USA
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Hypothesis 2 proposed that LSA positively relates to follower’s level of 
empowerment. First, the effects of LSA at each level were created (Snijders 
& Bosker, 1999). The within-unit effect was separated from between-
unit effect. The within-unit effect (level 1) is the relative difference of 
each person within the work unit from the unit’s average score for 
LSA. The between-unit effect (level 2) was represented by the unit mean 
score for LSA. Including a random intercept for unit was a significant 
improvement in model fit based on the −2 log likelihood comparison for 
nested models (see Table 1.5, model 1 versus 2, 99,371–93,973 = 5398, 
p  >  .001). The within-unit effect of LSA was significant (Model 3), 
accounting for 31% of the residual variance, and indicated that for each 
one point increase in the level of assessment of LSA relative to unit mean, 
there is a corresponding increase of .388 in the level of follower empow-
erment. Adding a fixed effect for the between-unit effect of LSA was sig-
nificant and accounted for 45% of the random intercept variance, and 
indicated that for every one point increase in a unit’s LSA mean score, 
empowerment is expected to be higher by 0.47 points (see Model 4). For 
the next step, a random slope was evaluated for the within-unit effect of 
LSA (see Model 5) to see if the relationship between individual level LSA 
and follower empowerment varies across units. There was a significant 
improvement to model fit, −2ΔLL(2) = 165, p < .05.

In order to compare separate effect sizes at the individual and work 
unit levels across cultures, two-level models were estimated for each 
country separately and shown in Table 1.6 using the total sample. Fisher’s 
z-test was used to compare the regression coefficients between countries, 
using the United States as the reference group as commonly done (Chen, 
2008). Both within-unit effects and between-unit effects for each coun-
try were compared to the U.S. Four countries (Brazil, China, India, Italy) 
had statistically significant higher within-unit effects than the U.S. indi-
cating the relationship with follower empowerment was stronger in these 
countries. At the unit level, the effect of LSA was higher for Italy, but 
lower for Germany and Poland, indicating that the variance between the 
unit mean levels for leader self-awareness had a stronger effect on follower 
empowerment in Italy than in the United States, but a significantly 
weaker effect in Germany and Poland.
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�Discussion

The purpose of this study was to begin investigation into a sub-component 
of authentic leadership theory, namely LSA, and examine its effects on 
followers´ attitudes, namely psychological empowerment. The study 
intended to address two primary research questions: Does the measure of 
LSA provided in the initial survey instrument developed for authentic 
leadership (ALQ) display measurement equivalence across national cul-
tures? If so, can LSA predict follower psychological empowerment at 
multiple levels of analysis?

In this study, a sample of over 40,000 employees within one corpora-
tion rated their unit manager’s level of LSA as well as their own sense of 
empowerment in the workplace. The LSA measure demonstrated ade-
quate configural and metric invariance across ten countries. Furthermore, 
multilevel analysis supported the positive effects of LSA on follower 
empowerment at the individual and work unit level. Relative perceptions 
of leader self-awareness for the unit manager as well as average unit-level 
LSA had positive effects on follower empowerment. Comparisons of the 
effect sizes were made between the United States and each of the other 
countries in the sample. Evidence for significant differences between 
some countries was found, suggesting that in Brazil, China, India, and 
Italy, the impact of follower’s perception of their unit manager’s level of 
LSA is even stronger. Similarly, in Italy there was a stronger effect of LSA 
on follower empowerment at the work unit level. On the other hand, 
LSA had smaller effects in Germany and Poland than the U.S. at the 
work unit level. Caution should be used in drawing conclusions about 
country comparison, since these differences may be due to unique issues 
within the source company of the data and the units located in each 
country, rather than attributing the source solely to cultural differences.

�Theoretical and Practical Implications

This study offers empirical support for the usefulness of research focused on 
components of authentic leadership. Initial theoretical distinctions were inte-
grated from prior research to explain the construct of LSA, and specific prac-
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tices required for developing LSA were outlined. Introspection, self-reflection, 
and feedback were defined as distinct domains in developing LSA.

A second implication derives directly from the measurement invariance 
findings. In terms of empirical support, a brief measure of LSA offers con-
sistent measurement across cultures at the level of metric invariance, which 
implies that the relationship of each of the measured questionnaire items 
to the latent construct are similar across national cultures, and that rela-
tionships with other factors can be compared across cultures. However, 
because evidence for scalar invariance was not found, comparing the 
means of LSA across countries and assuming the construct represents the 
same concept in each country is not warranted and would be misleading.

A third implication concerns followership in the context of authentic 
leadership. This study shows significant positive relationships between 
LSA and follower psychological empowerment. Although further evi-
dence of the positive effects of the components of authentic leadership is 
demonstrated, this research does not suggest that authentic leadership or 
LSA is the only source of positive influence on followers´ psychological 
empowerment. The other components of authentic leadership may be 
equally predictive, and other leadership factors are likely to be important. 
For example, the field of psychological empowerment separates the struc-
tural components of empowerment (organizational structures, processes, 
and policies) from psychological components. Each form is likely driven 
by different factors and mechanisms.

In terms of practical implications from this research, this study sup-
ports the practice of authentic leadership in organizations as a path toward 
greater employee empowerment. Although causal conclusions cannot be 
made, correlational patterns suggest that perceived self-awareness of unit 
leaders is positively related to employees’ sense of empowerment. 
Organizations striving to increase employee motivation at work may 
want to encourage the development of authentic leadership and follower-
ship in their people. Although there are multiple ways to increase 
employee motivation at work, leadership development is a powerful tool 
for organizations. Specific practices to help employees develop their own 
skills at introspection, self-reflection, and exchanging feedback, could be 
offered as programs. Not everyone is ready for in-depth self-awareness 
development in the context of leadership. Therefore, optional courses and 
tools in multiple modalities (online, face to face) could be offered.
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�Limitations and Future Research

Despite the contribution of the research, this study is not without limita-
tions. First, although a large sample of employees and countries was used 
in this study, all the data came from one organization, and thus features 
unique to the organization and its internal culture likely affect the data. 
Explanations of cultural differences that could be due to internal culture 
of the units within each country were not explained, and yet would be 
important to interpreting the cause of the differences observed in these 
analyses. Future research should seek to replicate these findings.

Second, a common limitation of survey research is common source 
variance. All the data used in these analyses was obtained from employee 
ratings of themselves and their unit managers. However, the survey 
responses are not solely self-reported assessments, but also assessments of 
the unit managers. Furthermore, the use of multilevel modeling offers a 
way to estimate separate effects at individual and unit levels.

For future research, scholars can further explore the theoretical domain 
of LSA and the underlying cognitive, affective, and conative processes that 
cause its emergence and development in individuals and its effects on 
groups. Additional operationalizations and measurements of LSA can be 
designed and tested across leadership situations and cultural contexts. Also, 
since this study did not examine the potential for mutual influence, such 
as the impact of followers on their unit managers, future research could 
explore the effects of follower self-awareness on unit leaders’ development 
over time. In any case, this study offers an initial view of the individual and 
unit effects of LSA on follower empowerment across ten national cultures, 
and can serve as a foundation for future research on LSA.
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In the current era, there has been an increasing loss of trust towards 
leaders in business and political arenas. This loss of trust, in return, has 
shifted the definition of leader effectiveness. From the societal level to 
the corporate level around the world, people search for leaders whom 
they can trust. Such a change in follower expectations consequently has 
directed researchers to study new leadership approaches that build and 
nurture follower trust. In previous studies, authentic leadership was 
found to be associated with follower trust towards leaders (Avolio & 
Gardner, 2005; Avolio, Gardner, Walumbwa, Luthans, & May, 2004; 
Bass & Steidlmeier, 1999). Authenticity involves having one’s actions 
in line with one’s thoughts and feelings (Harter, 2002, p. 382). At the 
core of authenticity lies the harmony of one’s self and behaviour 
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(Gardner, Avolio, Luthans, May, & Walumbwa, 2005). This implies 
that reflections of one’s own life experiences may help an individual to 
get closer to expressing the genuine self.

According to Gardner et  al. (2011) authenticity involves a series of 
behavioural and cognitive processes that are related with self-development. 
During these processes, people discover and reach their genuine selves. 
Kernis (2003) indicated that authenticity is about operating as one’s true or 
core self in daily life. Since authenticity is not an either/or condition, peo-
ple can be described as being more or less authentic or inauthentic (Erickson, 
1995). This gives leaders and followers to have an opportunity for self-
development. Accordingly, the importance of self-development as a com-
ponent of authenticity has been explicitly mentioned by other researchers 
in the field (Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 2008).

In addition to self-development, several researchers proposed that 
authentic leaders focus on building followers’ strengths and developing 
associates into leaders themselves (Gardner et al., 2005; Ilies, Morgeson, 
& Nahrgang, 2005; Luthans & Avolio, 2003). Luthans and Avolio (2003) 
stated that “the authentic leader does not try to coerce or even rationally 
persuade associates, but rather the leader’s authentic values, beliefs, and 
behaviours serve to model the development of associates” (p.  243). 
Likewise, Gardner and associates (2005) stated that “positive modelling is 
the basic means whereby leaders develop authentic followers” (p. 347).

Most researchers define authentic leaders as being true to themselves and 
displaying high levels of moral integrity (Luthans & Avolio, 2003). As 
pointed out by Avolio and Gardner (2005), authentic leaders’ moral integ-
rity becomes established when their espoused values align with their behav-
iours in the course of time and across varying situational challenges.

In addition to the above conceptualizations, Begley (2001) posits that 
authentic leadership implies “a genuine kind of leadership – a hopeful, 
open-ended, visionary and creative response to circumstances” (p. 354). 
In this sense, having a vision which is shared and trusted by the intellects, 
hearts, and souls of people also becomes important for authentic leader-
ship (Bhindi & Duignan, 1997).

By setting an open and honest communication context, authentic 
leaders become able to develop honest and genuine connections with 
their followers (George & Sims, 2007; Walumbwa et al., 2008) which 
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foster positive relationships (Gardner et al., 2005; Kernis & Goldman, 
2006; Whitehead, 2009). Through such open and truthful relationships, 
followers build trust in authentic leaders (Goldman & Kernis, 2002; Ilies 
et al., 2005; Spitzmuller & Ilies, 2010).

In summary, authentic leadership is a process which relates to develop-
ing a genuine self and principles through a moral perspective. This genu-
ineness applies to relationships via open and honest communication with 
followers. A leader’s authenticity is set up by knowing both oneself and 
one’s followers, as well as by focusing on the development of both oneself 
and one’s followers. That’s why authentic leaders have a propensity for 
setting up common ground with their followers, usually through the con-
nections to their roots (Goffee & Jones, 2005). Accordingly, authentic 
leadership is defined as genuine leadership reflecting on vision and values, 
resulting in greater self-awareness together with fostering positive devel-
opment (Begley, 2001; Luthans & Avolio, 2003).

Previous research on authentic leadership empirically validated its sig-
nificant consequences mainly on positive follower responses such as per-
ceived trustworthiness of the leader, identification with the leader, and 
positive social exchanges in addition to positive work outcomes (Avolio 
& Gardner, 2005; Avolio et al., 2004; Gardner et al., 2011). While these 
research findings reinforce the importance of authentic leadership for 
today’s organizations in all parts of the world, they are much more vital 
in the Middle East region since in this part of the world trust in leaders 
within all layers of society is quite low (World Economic Forum, 2016). 
The Global Competitiveness Report 2016–2017 by the World Economic 
Forum (2016) explicitly stated that for economic competitiveness of the 
Middle East, there is a critical need for reforms that aim to strengthen the 
private sector: promoting competition, reducing red tape, and making 
labour markets more flexible (p. 23). The starting point for these reforms 
should be successful transformation of organizations which requires lead-
ers who can successfully execute these transformation processes by gener-
ating positive outcomes and building trust (Zahra, 2011).

A leader’s action is perceived as genuine provided there is relational 
authenticity, i.e., two-sided authenticity wherein both a leader’s action 
and the identification of it by followers mutually constitute authenticity 
(Eagly, 2005). Therefore, investigating leader authenticity requires 
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understanding the different viewpoints and expectations of followers. 
Similarly, Uhl-Bien, Riggio, Lowe, and Carsten (2014) suggested that 
the follower–leader relationship is socially constructed as result of cogni-
tive and attributional complexities, as well as the social identity of fol-
lowers. With a parallel perspective, in the current study we analysed the 
follower aspect with respect to a leadership construction.

Although studies on authentic leadership need to be grounded in a well-
developed follower ontology due to its relational aspect, previous research 
has largely overlooked follower characteristics, and especially ignored the 
possibility of variations in the perception of leadership resulting from indi-
vidual cognitive processes. Some of the studies on implicit leadership theo-
ries pointed out that, over and above societal culture, a subordinate’s 
self-concept represents a cognitive constraint in leader categorization pro-
cesses (Lord, Brown, Harvey, & Hall, 2001). Gender identity, by being 
one of the most influential layers of self-identity, is likely to shape indi-
vidual perceptions, evaluations, and behaviours (Betz & Fitzgerald, 1987).

In the current study, we claim that followers’ self-concepts have signifi-
cant impact on the cognizance of authentic leadership by shaping follow-
ers’ perspectives through their expectations which are rooted in their 
gender identities. Accordingly, the aim of the study is to explore how 
perceptions of female and male followers differ regarding their emphasis 
on different attributes of authentic leadership. By adopting a qualitative 
methodology, the data of the study was collected during the 2009–2016 
time period by conducting in-depth interviews with 105 male and female 
employees in 10 Middle East countries, namely; Egypt, Iran, Iraq, Jordan, 
Lebanon, Morocco, Saudi Arabia, Syria,1 Turkey; and the United Arab 
Emirates.

The main contributions of the current study derive both from its data 
being collected from the Middle East region, and also its particular focus 
for integrating both female and male perspectives in perceptions of 
authentic leadership. The Middle East region is the least researched area 
in leadership studies, and has relatively higher gender inequality in terms 
of societal cultural norms compared to the other parts of the world 
(Kabasakal & Bodur, 2002). Therefore, the Middle East region, distinc-
tively, constitutes an interesting area to analyse gender-based differences 
in perceptions of leadership.

  G. Karacay et al.



  37

�The Cultural Context of the Middle East

Previous research showed that the countries included in the current study, 
i.e., Egypt, Iran, Iraq, Jordan, Lebanon, Morocco, Saudi Arabia, Syria, 
Turkey, and the United Arab Emirates share some similar societal cultural 
values like high power distance and low individualism (Hofstede, 2001). 
High power distance practices are characterized by a hierarchical decision 
making mechanism, and inequality in the distribution of resources as well 
as decision power. Kabasakal and Bodur (2002) showed that societies in the 
GLOBE’s Middle Eastern Cluster, are highly in-group oriented and hierar-
chical. The established in-group collectivist cultural aspects of the region 
merge with high worth attached to family members. As the head of the 
family, the father figure is usually the most respected and he stands at the 
top of the hierarchy (Kagitçibasi, 1994). Middle Eastern societies have rela-
tively low levels of gender egalitarianism as a societal cultural norm (Barakat, 
1993; Kabasakal, Dastmalchian, Karacay, & Bayraktar, 2012; Moghadam, 
1993) leading them to be labelled as masculine societies which are not will-
ing to reduce the differences in societal roles and status of women and men. 
These societal norms have roots in the common historical, religious, and 
socio-cultural characteristics of the countries in the region (Barakat, 1993; 
Bill & Leiden, 1979; Kabasakal et al., 2012). Islam, by being the prevailing 
religion in the Middle East, creates a shared culture that provides guidance, 
rules, and common values about personal lives, community relations, and 
ways of doing business (Kabasakal & Bodur, 2002; Zahra, 2011).

In addition to the above mentioned societal cultural norms, the Middle 
Eastern countries are identified by their unique public and economic prob-
lems, including unemployment among the youth, underutilization of edu-
cated people, and gender imbalance in the workforce with very small numbers 
of working women, which derives from the traditions that give men higher 
status and power over women in public and professional lives. Further, sev-
eral Arab countries face problems of corruption control, accountability, and 
transparency of government services (World Economic Forum, 2013). 
Managing and overcoming these problems in an effective and peaceful way 
may require these societies to build trust and confidence toward leaders. The 
importance of authentic leadership for the Middle East region derives espe-
cially from its effect on follower responses of feeling trust and identification 
with leaders. These are activated by accepting the leader’s internalized  
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ethical and moral perspectives as genuine (Walumbwa, Wang, Wang, 
Schaubroeck, & Avolio, 2010). For that reason, understanding perceptions 
of authentic leadership in this part of the world is important. In view of this 
context, this study explores the differences in female and male followers’ per-
ceptions of authentic leadership in the Middle Eastern context.

�Authentic Leadership Perspectives 
in the Middle East

Societal culture, by its definition, i.e. “shared motives, values, beliefs, 
identities; and interpretations or meanings of significant events that result 
from common experiences of members of communities, and are trans-
mitted across age generations” (House, Hanges, Javidan, Dorfman, & 
Gupta, 2004, p. 15) provides guidelines for categorizing and understand-
ing individual viewpoints by referring to norms of larger groups. Within 
this framework, we expect that the depth of the meaning attributed to 
authentic leadership is linked to the common understanding and inter-
pretation of “what constitutes authenticity” in the Middle East area.

A few studies have assessed authentic leadership and its influence in 
the Middle East (Erkutlu & Chafra, 2013; Ertenu, Karacay, Asarkaya, & 
Kabasakal, 2011; Özkan & Ceylan, 2012; Senam, Rashid, Sarkawi, & 
Zaini, 2014; Tabak, Polat, Cosar, & Turkoz, 2013). Among them, the 
study of Ertenu and colleagues showed that attributes of authentic lead-
ership are expected to be manifested not only by etic factors, but also by 
some emic elements which are directly linked with the collectivist cul-
tural norms of the region.

�Followers’ Gender Identity in Cognizance 
of Authentic Leadership

Self-concept is important because it is central to an individual’s percep-
tions, evaluations, and behaviours (Geertz, 1975; Markus & Kitayama, 
1991; Triandis, 1989). Self is accepted as a reflexive concept since it can 
be categorized, classified, or named in specific ways in relation to social 
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groups or categorizations (Stets & Burke, 2000). Through such a process 
of self-categorization (Tajfel & Turner, 1979) and/or identification (Burke, 
1980), individual identities are formed (Stets & Burke, 2000).

Individuals have multiple identities through which they operationalize 
different impressions of themselves within different social situations 
(Tajfel, 1981). Accordingly, individuals are likely to put emphasis on one 
identity over the other in different social circumstances. Stryker and 
Serpe (1982) asserted that the more committed an individual is to an 
identity, the more activated (salient) an identity becomes in a given situ-
ation. Yet, one’s gender provides an implicit background identity 
(Ridgeway, 1997, p.  231) such that interactions between the gender 
identity and other identities are often based on internalized beliefs about 
one’s gender and appropriate behaviour for that gender (Stets & Burke, 
1996). Consequently, these interactions sustain the gender system as a 
whole by maintaining the stability of human behaviour that is gendered 
(Ridgeway & Smith-Lovin, 1999). Previous research has indicated statis-
tically that throughout human life, gender becomes one of the most 
important sources of one’s identity as it bears on individual’s perceptions, 
evaluations, and behaviours (Brewer & Lui, 1989).

Socio-cultural norms function as root forces that shape individual’s 
identity, including gender identity, by defining socially expected gender 
roles (Shweder & Bourne, 1984). According to Markus and Kitayama 
(1991), societal level cultural division of individualism-collectivism can 
also be found in one’s self-identification. Based on the findings of the 
study by Markus and Kitayama, Cross and Madson (1997) conducted 
research to investigate the reflections of self-construal within gender 
groups by arguing that females and males differ in the ways they view 
themselves, and their self-construal provides the fundamental basis for 
regulating and influencing their behaviours. More specifically, Cross and 
Madson (1997) suggested that men tend to be more independent, while 
women tend to be more interdependent; and such differences are reflected 
as gender differences in their affect, motivation, and cognition.

The main reason for men and women to have divergent self-construal, 
that is men being more independent while women are more interdepen-
dent, drives back to their different socialization experiences (Eagly, 1987; 
Maccoby, 1990). Individuals initially learn about acceptable behaviours 
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linked to gender roles from their primary groups who are closest to them 
during initial socializations (Ridgeway & Smith-Lovin, 1999). On this 
subject, Chodorow’s (1978) model of gender differences in the develop-
ment of identity pioneered extant research by claiming that while girls 
continue to define themselves within the context of their initial socializa-
tion with their mothers, boys feel the need to separate themselves in order 
to develop as males. Men’s identity formation, then, results in indepen-
dence and detachment, while women’s identity formation results in inter-
dependence and attachment. Accordingly, women and men develop 
different ways of knowing compared with each other (Belenky, Clinchy, 
Goldberger, & Tarule, 1986). Likewise, developmental theories draw 
attention to the differences in primary and secondary socialization expe-
riences of boys and girls that lead to separate identity formations.

These primary and secondary socialization experiences also shape one’s 
moral identity which represents an individual’s self-conception organized 
around a set of moral traits (Aquino & Reed, 2002). Moral identity 
reflects the organization of self-related information brought together 
according to the principles of moral consistency; therefore, moral iden-
tity functions as a distinct mental image of how a moral person is prone 
to think, feel, and behave (Kihlstrom & Klein, 1994). As a result, it 
becomes part of the self-definition. Gilligan (1982) highlighted the asso-
ciation between the definition of self and one’s morality development; 
and pointed to the differences in the ways males and females define them-
selves which are reflected in their approaches while resolving dilemmas 
involving others. Gilligan (1987) based her assertions on the identifica-
tion theory, that is, identity formation of women being rooted in related-
ness, whereas identities of men are rooted in autonomy; and argued that 
these different self-identification patterns are reflected in the moral orien-
tations of men versus women. Women’s moral action derives from care, 
responsibility, intimacy, and relationships (i.e., ethics of care), while men’s 
moral action depends on the capacity to be an autonomous, objective 
and impartial agent in making verifiable and reliable decisions based on 
universal rules and principles (i.e., ethics of justice).

Given that leadership is socially constructed among leaders and follow-
ers by cognitive and attributional complexities (Uhl-Bien et al., 2014), cog-
nizance of a leader’s authenticity necessitates relational authenticity, i.e., a 
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mutual existence of leader’s authenticity, and its identification by followers 
(Eagly, 2005). For that reason, investigating authentic leadership requires 
understanding different viewpoints and expectations of followers. In the 
current study, we analysed a conception of leadership from the follower 
perspective by focusing particularly on followers’ gender.

In reference to identity theories, we proposed that male and female 
followers would have differences in their perceptions about authentic 
leadership in accordance with their gender identities which are believed 
to shape their expectations about relationships (Brewer & Lui, 1989; 
Ridgeway, 1997; Ridgeway & Smith-Lovin, 1999). Particularly, we 
expected that female followers would focus more on leader’s interdepen-
dence, while male followers would concentrate more on leader’s indepen-
dence. We also claim that such differences in gender-based expectations 
are likely to be much more evident in the Middle East context due to the 
prevalent societal cultural norm of high gender inequality, which nur-
tures gender roles being polarized among men and women.

�Methodology

As an exploratory study, qualitative research methodology was applied by 
conducting in-depth interviews with 105 participants from 10 Middle 
Eastern countries. Qualitative data collection was made via face-to-face 
interviews (85), and if necessary Skype and email communication (20). 
The researchers conducted interviews with the participants, mainly in the 
English language, without making deliberate effort to have matching 
genders. The sample consisted of employees with professional careers as 
well as self-employed entrepreneurs working in various sectors; 43 of 
which were from Turkey, 16 from Iran, 12 from Lebanon, 9 from Saudi 
Arabia, 8 from Egypt, 7 from Jordan, 4 from Syria,2 3 from United Arab 
Emirates, 2 from Iraq; and 1 from Morocco. While 42.9% of total par-
ticipants were female, with an average age of 35 years and 13 years of 
work experience, 57.1% of them were male, with an average age of 
38 years and 15 years of work experience. The composition of the research 
sample is consistent with the general demographic structure of the Middle 
East region where there is a male dominance within business life.
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Each in-depth interview was started with an open-ended question, 
through which the participants were asked to make comments on the 
traits of leaders whom they would define to be “genuine or true.” Followed 
by this opening question, the participants were directed to elaborate on 
the criteria for being a “genuine/true leader.” Whenever the term “authen-
tic” was explicitly mentioned by the participants, the researcher asked for 
a specific definition of authentic leadership as well as their personal 
expectations from an authentic leader. While asking about their percep-
tions of authentic leaders, the participants acknowledged that the gender 
of the leader was an irrelevant issue; that is to say, an authentic leader’s 
gender can be either male or female. In the last part of the interview, the 
participants were questioned for their related feelings and reactions 
towards authentic leaders.

Each of these interviews was recorded and then redacted in order to be 
content-analysed. From the redaction of 105 interviews, totalling 954 
narratives, each of them representing at least one idea articulated within 
one or more phrases, were documented. Then, the researchers progres-
sively categorized the documented narratives.

As a first step, the researchers went over the 954 narratives, and identi-
fied 67 separate descriptions of concepts about authentic leadership that 
were either existing in the authentic leadership literature or new depic-
tions of authentic leadership given for the first time in these narratives. In 
this procedure, each separate idea was assigned to only one description. 
In a later stage, the researchers agreed by consensus on categorization of 
these 67 items into nine attributes of authentic leadership which are 
mutually exclusive and jointly bring a holistic construction of authentic 
leadership. All verbatim quotes were classified under these nine catego-
ries, and also matched to the gender of the respondents in order to exhibit 
the gender distribution of these items. As a final step, verbatim quotes 
under nine categories were linked with the main conceptualizations of 
authentic leadership. The final four categories that emerged from the data 
matched with key aspects of authentic leadership that was mentioned in 
the existing literature.

In order to check the reliability of the results of the content analysis, 
the inter-judge reliability method was used. For that purpose, two judges 
independently re-coded all 954 reported narratives according to the com-
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monly agreed nine authentic leadership attributes. Consistency between 
the assessments of the judges was checked, and compared with that of the 
researchers. Cases of disagreement were discussed among judges and, if 
possible, consensus was reached. For the few cases of disagreement where 
consensus could not be obtained, the related items were dropped from 
the final analyses. The inter-judge reliability score was calculated by 
Krippendorff’s alpha, which is used as the standard reliability measure in 
content analysis (Hayes & Krippendorff, 2007). Found at 85%, the 
inter-judge reliability is shown to be at acceptable levels (Krippendorff, 
2004, p. 242).

�Findings

In reference to the development theories and gender identity theory, the 
main assertion of the study was that perceptions and expectations about 
authentic leadership would vary based on follower gender. While male 
followers would expect authentic leaders primarily to be autonomous and 
independent by presenting a solid standing that verifies their uniqueness, 
female followers would prefer authentic leaders to show nurturance and 
care by being interdependent. This proposition would be particularly 
valid for authentic leadership rather than for generic leadership due to 
the fact that authenticity is about knowing and developing oneself, and 
behaving in accordance with thoughts and beliefs that define the true self 
(Harter, 2002), and therefore linked to self-identity. For this reason, 
authentic leadership was expected to be strongly linked with gender iden-
tity, which derives from self-identity.

In order to explore whether perceptions and expectations about 
authentic leadership vary based on follower gender, the narratives derived 
from the interviews were content-analysed, and by means of a progressive 
grouping, nine attributes that jointly relate to the different aspects of 
authentic leadership were identified. These nine attributes were further 
merged under four dimensions, which are linked with the main concep-
tualizations of authentic leadership mentioned in the existing literature. 
The nine categories as well as the related four main dimensions of authen-
tic leadership derived from these analyses are found to be as follows:
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Development of self and others:

–– Being autonomous, unique, and decisive
–– Mentoring, coaching and counselling followers
–– Being aware of weaknesses and strengths

Moral perspective in terms of ethics of justice and care:

–– Fairness and integrity
–– Caring and empathy for needs of others
–– Prioritization of collective interest and team welfare

Openness in outgoing and incoming communication:

–– Open, honest and trustworthy communication
–– Listening and understanding others’ points of view

Visionary and equipped:

–– Being competent, visionary, and equipped in business life by see-
ing the bigger picture

Table 2.1 summarizes the findings of the content analysis regarding 
authentic leadership attributes classified under nine categories by provid-
ing a comparative distribution based on the gender of respondents. The 
frequency level of each attribute was calculated as a percentage of total 
narratives of female (370 narratives), and total narratives of male respon-
dents (584 narratives). The overall findings of the study shown in 
Table  2.1 indicated that although female and male respondents share 
some common convictions about the attributes necessary to acknowledge 
a leader as authentic, there were some key differences both in the strength 
as well as in the scope of some attributes expected from authentic leaders 
by female versus male respondents.

Exhibited in Table 2.1, both female and male respondents expected 
authentic leaders to show attributes related with development, moral 
integrity, open communication, and vision. These findings support the 
assertions of the previous research that conceptualises authentic leader-
ship as a process which relates to developing a genuine self and principles 
through a moral perspective and reflecting this genuineness in their open 
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and honest communication with followers (George & Sims, 2007; 
Luthans & Avolio, 2003; Walumbwa et  al., 2008). Existing literature 
indicates that a leader’s authenticity is shaped by knowing both oneself 
and one’s followers, as well as self-development and contributing to the 
development of others (Gardner et al., 2005; Goffee & Jones, 2005; Ilies 
et  al., 2005; Luthans & Avolio, 2003). Moreover, setting a vision by 
reflecting on values which are shared and trusted by the intellects, hearts 
and souls of people becomes important for authentic leadership (Bhindi 
& Duignan, 1997). Consequently, authentic leaders’ truthful relation-
ships foster follower trust in them (Goldman & Kernis, 2002; Ilies et al., 
2005; Spitzmuller, & Ilies, 2010; Whitehead, 2009).

The comparative findings below show the expectations of female versus 
male respondents from authentic leaders: while male and female respon-
dents exhibited some common convictions about authentic leaders, they 
also had major differences in their expectations of authentic leaders.

Table 2.1  Authentic leadership attributes mentioned by female and male followers

Expected attributes from authentic leaders
Female 
respondents

Male 
respondents

Development (self & others) Frequency 
level

Frequency 
level

Being autonomous, unique, and decisive  
(“to be oneself”)

< 1% 31.3%

Mentoring, coaching, and counselling followers 19.7% < 1%
Being aware of weaknesses and strengths 1.8% 7.2%
Moral perspective (ethics of justice & ethics  

of care)
Frequency 

level
Frequency 

level
Fairness and integrity 13.5% 22.9%
Caring and empathy for needs of others 15.2% < 1%
Prioritization of collective interest and team 

welfare
17.5% < 1%

Openness in communication (outgoing  
& incoming)

Frequency 
level

Frequency 
level

Open, honest and trustworthy communication 12.1% 20.5%
Listening and understanding others’ points  

of views
9.9% 8.4%

Visionary and equipped Frequency 
level

Frequency 
level

Being competent, visionary, and equipped in 
business life by seeing the bigger picture

10.3% 9.6%
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�Development (Self and Others)

In relation to the “development” dimension of authentic leadership, 
while female respondents primarily expect authentic leaders to mentor, 
coach and counsel followers so as to bring the best out of each employee 
(19.7%), male respondents rarely mentioned this aspect (< 1%). As an 
example of this attribute, a female participant stated:

Authentic leaders should genuinely be interested in others – their career 
goals, professional development, personal issues etc.; and should not just 
do “tick box exercise” or go through the motions of pretending to care. 
(Anonymous participant)

In contrast, male respondents gave a significantly higher importance to 
being unique, autonomous and decisive, in developing the true self 
(31.3%), and awareness of strengths and weaknesses (7.2%), whereas 
these aspects of authentic leadership were quite insignificant for women 
(< 1% and 1.8%, respectively) in explaining their perceptions of authen-
tic leadership. With the highest frequency, men stated that in order to 
accept a leader as being authentic, they expect that leader to have a solid 
depiction of “being oneself ”; that is in general explained as, “having a 
solid, autonomous and inspirational standing; which becomes factual by 
the actions, decisions, and speeches of the authentic leader; all reflecting 
his/her personal principles rooted in objective criteria.” Some examples 
for male participants’ narratives regarding development of the true self 
are as follows:

Talks the talk and walks the walk, acts what he/she preaches.
An authentic leader can be different than others, be unique without 

being afraid of criticism.
I expect an authentic leader to recognize his/her own mistakes.

The findings reported in Table 2.1 show that female respondents give 
higher importance to development of followers and associates by coaching 
and counselling, in line with their interdependent self-construal. On the 
other hand, male respondents focused more on developing a genuine self 
by being autonomous and being aware of their strengths and weaknesses.
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�Moral Perspective (Ethics of Care and Ethics of Justice)

In terms of the moral aspect of authentic leadership, women mentioned 
prioritization of the collective interest and paying attention to coopera-
tion within the work environment (17.5%) and caring and having 
empathy for the needs of others (15.2%) as important aspects of authen-
tic leadership. On the other hand, men did not mention these attributes 
at a significant level (< 1% for both items), while they focused on fairness 
and integrity more frequently (22.9%) compared to women (13.5%). 
The fact that women concentrated on care, sensitivity to needs of others, 
and prioritization of collective welfare is in line with the female identity 
that has been shown by previous researchers to be connected to ethics of 
care (Gilligan, 1987). Some examples for female participants’ narratives 
regarding ethics of care are as follows:

I expect authentic leaders to take ownership for their teams, boost them 
and take the best out of them, authentic leaders should definitely be a 
peoples’ person.

S/he needs to be understanding, empathetic, always supportive, and 
have attention to detail and to what matters to me; s/he needs to be willing 
to fight for me and for her/his team, and go the extra mile for us.

In contrast to women, men highly emphasized fairness and integrity 
which is in line with making verifiable and reliable decisions based on 
universal rules and principles, indicating that male identity is more 
closely associated with ethics of justice (Kohlberg, 1969). For instance; a 
male participant stated: “I expect an authentic leader to be driven by 
principles – he/she must stick to what are his/her core values.”

Women also mentioned importance of principles and justice as a com-
ponent of authentic leaders at a relatively lower frequency. These findings 
suggest that while both men and women expect to see fairness and prin-
ciples in the actions and decisions of authentic leaders, women in addi-
tion focus on the care and nurturance aspect of morality to a great extent 
indicating the importance of relationships and interdependence in their 
moral understanding.
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�Openness in Communication (Outgoing and Incoming)

Both men and women indicated that openness in communication was an 
important aspect of authentic leadership. They mentioned a two-way 
openness in communication, indicating that they expect authentic lead-
ers to be honest by providing correct information as well as being keen to 
listen and understand diverse points of view. Both women and men 
seemed to agree on the importance of listening and understanding others’ 
points of view (9.9% and 8.4%, respectively). Respondents made the fol-
lowing comments:

Have an open-door policy in terms of being open to communication from 
employees. Be open to ideas, concerns and criticisms. (Male respondent)

Should be willing to listen to team members and take their discussions 
into consideration. (Female respondent)

On the other hand, men to a greater extent than women seemed to 
emphasize the openness and trustworthiness of authentic leaders in com-
municating with others (20.5% vs. 12.1%). For instance, a man said: 
“Authentic leaders should avoid high secrecy and failing to deliver on 
promises.”

�Visionary and Equipped

Both female and male respondents indicated the importance of authentic 
leaders to set a vision which is built on solid knowledge, accumulated 
experience, and business acumen. They mentioned the significance of 
competence and ambition in individual business profession by seeing the 
bigger picture rather than focusing on small issues (10.3% for women, 
and 9.6% for men). Some examples of female and male participants’ nar-
ratives are as follows:

Authentic leaders need to understand their business well so they’re credible 
and deliver what they say they’ll do. Set a vision and a plan for the business 
so we know the goal. (Male respondent)
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For me, authenticity is a vibe/ feeling you get from a person that is very 
difficult to verbalize or quantify, but some associated attributes include: being 
competent and knowledgeable – has to feel credible and be not an imposter 
who is pretending to know what he/she is talking about or only in a leader-
ship position due to the position in the hierarchy. (Female respondent)

In addition to the attributes of authentic leadership derived from 
expectations of female versus male respondents, respondents also indi-
cated their attitudes and feelings towards authentic leaders. While telling 
their stories, all respondents, both men and women, indicated that they 
respect and trust authentic leaders. Authentic leadership initiates follow-
ers’ admiration and respect, through which followers become much more 
motivated to trust leaders who satisfy followers’ core expectations of hav-
ing genuine qualities. Some examples of female and male participants’ 
quotes from the interviews are as follows:

I would respect the authentic leader and potentially aspire to become like 
him/her one day. (Female respondent)

I would feel trust, respect and honour. (Male respondent)

To sum up, regarding followers’ cognizance of authentic leadership, 
the findings of the current study showed that followers’ own gender plays 
a role in shaping some perceptions and evaluations of authenticity. The 
results clarified that female respondents, by their more communal point 
of view as well as their tendency for having interdependent self-construal, 
more frequently expected authentic leaders to have a relational perspec-
tive by deliberately focusing on the development of followers through 
coaching and mentoring them, prioritizing collective interests and car-
ing, and having empathy for followers’ needs. On the other hand, accord-
ing to male participants, the self-development of an authentic leader 
would be more evident in “being one’s-self,” which indeed points to lead-
er’s independence and a higher emphasis on fairness and integrity in con-
duct. Integration of the expectations of female and male respondents 
points to an important fact that although male and female expectations 
may differ in some points, it is necessary that authentic leaders fill expec-
tations of both male and female followers.
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�Concluding Remarks

The current study showed that authentic leadership is an important con-
cept for the Middle East region, since the sample population perceived 
that authenticity brings a morality perspective to leaders’ conduct. 
Accordingly, they mentioned that in this part of the world authenticity is 
highly respected, and people of this region trust leaders whom they find 
to be authentic. Previous research on authentic leadership validated the 
significant consequences of authentic leadership in the western part of 
the world by showing that authenticity increases perceived trustworthi-
ness of the leader and identification with the leader (Avolio et al., 2004; 
Avolio & Gardner, 2005; Walumbwa et al. 2008). The findings of the 
current study showed similar results for the outcomes of authentic leader-
ship for today’s organizations in the Middle East. Since trust is relatively 
lower in this region (World Economic Forum, 2016), authenticity on the 
part of leaders is a highly valued quality for building trust and solving 
problems in a peaceful and effective way.

The interviews conducted with followers from the Middle East region 
show that they have many common convictions about authentic leaders. 
They addressed a holistic construction of authentic leadership by focusing 
on diverse and mutually exclusive aspects of authentic leadership. In this 
regard, interviewees indicated their expectations of development, moral 
perspective, open communication, and providing vision derived from 
experience. On the other hand, in line with the main assertion of our 
study, there are also some significant differences between perceptions and 
expectations of men and women about authentic leaders. We based our 
proposition on the idea that the follower–leader relationship is socially 
constructed through cognitive and attributional complexities as well as 
social identity processes of followers (Eagly, 1987, 2005; Uhl-Bien et al., 
2014). Signifying the validity of this assertion, the findings of the current 
study make an initial and focused contribution to authentic leadership 
literature, explicitly by showing that identity formation on the basis of 
gender identity can have influential effects on the expectations and per-
ceptions of male and female followers concerning authentic leaders. In 
other words, in the cognizance of authentic leadership, followers’ own 
gender identities shape their related perceptions regarding authenticity.
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The findings of the study show that expectations of women and men 
regarding authentic leaders may differ in terms of importance and strength 
of different attributes. While women indicated mentoring, coaching and 
counselling of followers as the most important aspects of authentic leader-
ship, none of the male respondents talked about these attributes as expec-
tations from authentic leaders. However, men predominantly mentioned 
the importance of being oneself, i.e., having a unique, autonomous and 
independent standing driven by personal and objective principles. On the 
other hand, independence and uniqueness were not mentioned by female 
respondents as a required aspect of authenticity in any of their stories. The 
general theme in the stories of women consisted of interdependent and 
communal aspects of authentic leadership, whereas the stories of men had 
a general emphasis on being independent. This major difference in the 
expectations of respondents based on their gender identities suggests that 
women respondents gave more importance to the nurturing aspect of 
authentic leadership, while male respondents suggested the importance of 
being one’s true self as a part of authentic identity.

Middle Eastern societies are characterized by high power distance and 
low gender egalitarianism practices (Kabasakal & Bodur, 2002; Kabasakal 
et al., 2012). In line with the hierarchical nature of society, organizations 
are highly centralized and have very powerful organizational and political 
leaders. The high power distance practices lead to authoritarian decision 
making practices, which detach the leaders and managers from the input 
of employees (Kabasakal & Bodur, 2002). In describing their expecta-
tions, respondents in the current study indicated a desire to have authen-
tic leaders who listen and take into consideration different viewpoints. 
This finding suggests a willingness to voice their viewpoints and be heard 
by the leaders. Thus, open communication, listening, and understanding 
employee viewpoints should be considered as a tool to balance the high 
power distance practices prevalent in this region.

Due to the highly masculine culture of the Middle Eastern region, 
there are some differences between gender roles and status of men and 
women, and a great gender imbalance in the workforce with very small 
numbers of working women in both public and private sectors. Indeed, 
increasing employment levels of women in the workforce would be 
significantly beneficial for the economic prosperity of the region 
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(World Economic Forum, 2015). Total number of women in the 
workforce is relatively limited in this region, thus meeting expecta-
tions of women workers might be particularly important for organiza-
tional leaders to support their presence in the work environment by 
coaching and mentoring them.

Although the findings of the study represent a general view regarding 
the expectations of the followers within the Middle East region, a limita-
tion of the study is that there might be differences among the Middle 
East countries that could not be reflected in the current study. By extend-
ing the scope of the sample representation, a more rigorous depiction 
may be possible.

The current study showed that gender identity, by being one of the 
most dominant aspects of self-identity, shaped individual perceptions 
and expectations regarding authentic leadership via bringing a cognitive 
restraint and disparity in leader categorization processes (Lord et  al., 
2001). More qualitative and empirical research investigating authentic 
leadership from a follower perspective is needed to better understand the 
intricate and complex dimensions of follower–leader relationships in dif-
ferent parts of the world, especially in regions like the Middle East where 
research on leadership is scarce (Zahra, 2011). Future research on 
authentic leadership needs to consider and integrate other characteristics 
of followers. In addition to gender, the attributes of age, education, and 
social background of followers might impact the cognitive and attribu-
tional complexities as well as social identity processes of followers. 
Additionally, the gender of the leader can be also integrated as a variable 
in future research.

Notes

1.	 From Syria, the last data collection was in 2010.
2.	 The interviews continued to be conducted up until 2016 with the respon-

dents from the nine Middle East countries, except Syria, from where the 
last data collection was in 2010.
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3
Empathy as a Vehicle to Authentic 

Leadership and Followership in Latin 
America: A Practitioner Perspective

Patricia C. Bravo

Despite the current interest in empathy, existing research about empathy 
related to authentic leadership is limited, and generally connected to the 
broader topic of emotional intelligence. While a large body of knowledge 
about empathy exists, the literature rarely targets the role of empathy in the 
workplace. By extension, the connection between empathy and authentic 
leadership, particularly in Latin America, has not been thoroughly investi-
gated. Trends gauging movement over time suggest the current landscape of 
employee engagement in Latin America continues to remain stagnant (AON 
Hewitt, 2016). In my experience as a leadership development practitioner, 
employees often cite tension around leaders who focus on profit over 
people. This inspired me to wonder if leaders can effectively engage follow-
ers using empathy and how empathy relates to authentic leadership. Existing 
research also indicates there is an opportunity to further extend research by 
exploring the cultural nuances within and between cultural contexts as it 
relates to authentic leadership (Walumbwa, Avolio, Gardner, Wernsing, & 

P.C. Bravo (*) 
Bravo for You, LLC, Seattle, WA, USA



60 

Peterson, 2008). The background that follows will provide a definition of 
authentic leaders and followers, describe how empathy relates to authentic 
leadership, and explain the benefit of incorporating a global perspective with 
a focus on Latin America.

�What Are Authentic Leaders?

Authentic leadership has recently gained popularity as an effective means 
of leadership in organizations. Persons who practice authentic leadership 
have been defined as leaders who have achieved high levels of authenticity 
in that they know who they are, what they believe, what their values are, 
and can act upon those values and beliefs while transparently interacting 
with others (Avolio, Gardner, Walumbwa, Luthans, & May, 2004). Four 
major attributes of authentic leadership have been put forward: internal-
ized regulation, balanced processing of information, relational transpar-
ency, and authentic behavior (Gardner, Avolio, Luthans, May, & 
Walumbwa, 2005). This collective set of behaviors attracts followers. The 
relational transparency attribute, which refers to leaders who present 
themselves to followers in a genuine manner, is particularly relevant. This 
is the attribute most likely to link empathy to authentic leadership 
because empathy is about genuinely relating to others by demonstrating 
understanding of their experiences and responding in a congruent 
manner.

�Followership Related to Authentic Leadership

Followers are individuals in the workplace motivated to follow leaders. In 
this chapter, I will refer to followers as those who follow leaders who 
demonstrate core elements of authentic leadership. Gardner, Fischer, and 
Hunt (2009) posited that individuals who choose to follow the leader 
may or may not be members of the leader’s formal organization. In orga-
nizational settings, followers can appear as team members of a leader with 
a formal reporting relationship, as part of a project, as prior direct reports, 
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or as admirers. In addition, followers who admire and are motivated to 
follow the leadership of authentic leaders often do so partly because they 
have a personal connection with the leader’s values (Burns, 1978; Yukl, 
2002). I will refer to followership as the process of individuals actively 
following the leader.

�Empathy Related to Authentic Leadership

Empathy has several possible links to authentic leadership via emotional 
intelligence. As defined by Goleman in his groundbreaking book 
Emotional Intelligence (1995), empathy is “the ability to understand the 
emotional make-up of other people” and “the skill in treating people 
according to their emotional reactions” (Goleman, Boyatzis, & McKee, 
2002, p. 50). They described empathy as a critical competency to what 
they call “social awareness” which allows for “resonance” with their fol-
lowers. Further, Kellett, Humphrey, and Sleeth (2006) described emo-
tionally intelligent leadership as the creation of a bond between the leader 
and the follower. It’s possible to infer that empathy, as a component of 
social awareness via the skill of responding to others based on their emo-
tions, contributes to this bond. Empathy may also link to authentic lead-
ership through the relational transparency attribute.

�A Global Perspective

In Western cultures, we know followers are more engaged, voluntarily 
offer discretionary work effort, and increase productivity if they feel their 
manager is supportive of their work (Shuck, Rocco, & Albornoz, 2011). 
In their highly regarded book Primal Leadership, Goleman et al. (2002) 
stated that, “empathy makes a leader able to get along well with people of 
diverse background or from other cultures” (p. 255). Yet, 98% of leader-
ship theory hails from research conducted in the United States (House & 
Aditya, 1997), so an opportunity exists to extend research into less eco-
nomically developed regions and regions with diverse cultures, such as 
Latin America.
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�Focus of the Study

Through this research study, I explore whether the commitment of fol-
lowers in Latin America is affected when leaders use empathy as one ele-
ment of authentic leadership and whether the Latin American culture 
influences the use of empathy. I will identify key themes and trends about 
empathy as they relate to authentic leadership using an interpretative 
qualitative approach to understand the leader and follower’s actual expe-
riences in the workplace, along with context from my experiences as a 
leadership development practitioner. I will bring to life existing research 
findings while identifying opportunities for further research.

My key research question aims to discover the following: Do leaders in 
Latin America use empathy as a vehicle to authentic leadership, does 
empathy affect their followership and followership commitment and 
what are the cultural implications? As it relates to authentic leadership, 
my research specifically explores the following in Latin America:

•	 What is the role of empathy?
•	 Does the national culture influence adoption of empathy?
•	 What similarities and differences across Latin American country cul-

ture exist when empathy is used?
•	 Do leaders increase followership and followership commitment by 

using empathy?

The following sections describe the interview approach and findings 
along with the benefits and drawbacks of this approach. The final section 
offers recommendations for future research.

�Interview Approach

I conducted semistructured one-on-one interviews with 11 leaders and 
22 of their followers from multiple organizations, industries, and geogra-
phies across Latin America. In advance of each interview, I provided a 
written overview of the research project, a definition of authentic 
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leadership and empathy, and a set of open-ended questions to initiate 
dialogue. I began each interview with open-ended questions, listened to 
responses and probed for further information or detail based on the lead-
er’s or follower’s response.

Leaders and followers represented the following countries: Argentina, 
Brazil, Chile, and Colombia. Most of the leaders currently hold leader-
ship roles in well-known Fortune 500 organizations, and a majority of the 
followers formally reported to one of these leaders. The leader interviews 
were all conducted in English, and the follower interviews were con-
ducted both in English and Spanish, depending on the language prefer-
ence of the follower. I reviewed and analyzed the data that emerged from 
these interviews and identified key themes. In several instances, leader 
quotes contain unedited grammatical errors to preserve the integrity of 
the comments because English is not the leader’s primary language.

�Findings

The findings suggest there appears to be a relationship in which empathy 
serves as a vehicle for authentic leadership in Latin America. When lead-
ers use empathy, they open a window to understanding. This expands the 
relationship with the follower, most frequently through a deepening of 
trust and greater understanding of the follower. When a follower feels 
understood and has a more trusting relationship with the leader, the fol-
lower is more willing to follow the leader.

An overwhelming majority of the leaders interviewed reported they 
regularly use empathy as part of their leadership. While only half of the 
leaders indicated they have followers that follow them because of their 
use of empathy, an overwhelming majority of the followers indicated the 
leader’s use of empathy made them want to follow the leader.

�Key Themes Emerging from Research Questions

Several themes arose from the leader and follower interviews. The following 
sections explore the themes in each of the focus areas of the study.
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�Empathy Has a Role as Part of Authentic Leadership

The findings surfaced examples where empathy played a role when it 
comes to authentic leadership. Specifically, themes emerged around 
working relationships, communication, and trust with a connection to 
improved work or business results. In addition, leaders indicated follow-
ership and follower commitment occurred when using empathy, even 
when the organization operated incongruently.

Most leaders used empathy regularly within their everyday interactions 
with followers, and as an intervention, when needed. In contrast, leaders 
who indicated they used empathy on a periodic basis described its use 
primarily as an intervention. Empathy was most frequently described in 
a way indicating it serves as a compass to guide leader responses. Most 
leaders also indicated they self-initiated their investment in empathetic 
behaviors and were self-motivated to do so.

Empathy appears to serve as a container where deeply collaborative 
relationships thrive. As a result, these relationships were reported as trans-
lating to increasingly effective and efficient business outcomes. Leaders 
indicated the elements of the empathetic container include approaches 
for deepening trust, creating partnerships, placing a greater focus on 
results, encouraging a willingness to embrace change, increasing motiva-
tion, increasing engagement, and affecting both direct and indirect rela-
tionships. When mixed with the other attributes of authentic leadership, 
empathy may serve as a springboard to strengthen relationship outcomes 
of authentic leadership.

The use of empathy relates to relational transparency, a core attribute 
of the authentic leader. While a leader may be designated as an authentic 
leader within the context of other attributes such as competence, reliabil-
ity, concern for followers, and standards of performance (Fields, 2007), 
empathy was not assigned any specific contextual attributes. However, 
leaders did acknowledge empathy must be used in an authentic way to 
achieve improved relationship or business outcomes. When asked about 
the connection to authentic leadership, Carolina (participant names are 
pseudonyms) highlighted, “I think people respond to that. They admire 
when you truly care and you cannot care without empathy.” Rafael 
described an inauthentic attempt to practice empathy: “You can use it 
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fake, but it doesn’t come from inner, and over time it shows up that you 
didn’t really care. It shows up in a transactional environment. If you think 
about long-term relations, it has to be used in an authentic way.”

Within this empathetic container, several empathetic leadership 
approaches stood out. The most frequently cited result included a deep-
ening of trust. This appeared in a variety of ways, from the leader actively 
taking trust into consideration, to using emotion to develop or enhance 
mutually trustworthy relationships.

In a study by Avolio et al. (2004), they defined trust as a critical ele-
ment in the efficiency of the leader. In my experience as a leadership 
development practitioner, I’ve routinely observed trust emerge through 
relationship development between the leader and the follower in a variety 
of contexts. In my research, many followers suggested the leaders they 
follow use empathy to contribute to a solid foundation of trust. This trust 
results in extending the relationship beyond that of a leader into a long-
term trusted advisor. Phyllis described her interaction with her leader: “I 
feel so comfortable to work with her and I trust her. Not just on the 
project, but I trusted her help me to contribute with other topics. I could 
share similar situations. If the situation is not good at the company and 
if I feel something is not going well and I need someone to trust and share 
an opinion, she always has an answer.”

Followers described empathy leading to an increase in the depth of 
trust. Miguel stated: “I made a connection with her. Our connection 
started to be more emotional. I used to tell her everything. When we have 
an open conversation, everything got better.” Myrna described the rela-
tionship bond: “He shows closeness. He is not by the book. He is human.”

These deeper levels of trust may be established or enhanced using 
empathy. Leaders described the deepening of trust as supporting and 
anchoring a more effective partnership. They noted the more the leader 
used empathy, the greater the trust. This translated to a better partnership 
between leader and follower because followers felt as though they could 
put forth their best effort without feeling as if they were simply doing as 
they were told or being manipulated to do additional work.

Communication arose as a theme. Through communication, empathy 
played a role in increasing motivation and inspiring the willingness of the 
follower to embrace change and increase engagement. This occurred in 
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multiple ways. First, empathy opened up greater willingness to receive 
communication from the leader. This can affect the receptivity to explore 
a change, motivate an action, or increase engagement. One leader, 
Claudio, explained: “When you use empathy, it’s like you transmit a mes-
sage that you are someone who stands on the same position to the other 
person, even without being there.”

Secondly, leaders claimed that balanced dialogue was key. While there 
was often a formal reporting relationship between a leader and a follower, 
several leaders reported they eschewed hierarchy. As a result, followers 
reportedly felt a power balance in which the dialogue was between col-
leagues, rather than between leader and subordinate. Parry used empathy 
to tease apart a subtle difference between viewing employees as a vehicle 
to complete work and viewing employees as individuals. He shared: “I 
like to see employees as a person with unique emotions and a way of see-
ing the world. I am not trying to see them as an instrument.”

Followers appeared to favorably receive this approach. A follower, 
Maureen, explained how her leader led her to feel a balance of power 
because her leader used empathy to treat her like a peer and colleague. 
Maureen shared this about her leader: “His door is open; he is not 
hierarchical.”

Finally, followers who were recipients of empathetic communication 
indicated they were more willing to follow and, together with their leader, 
crack open a space for a deeper working relationship. One follower 
shared that the commitment to her leader was not solely her own willing-
ness to follow, it extended to the broader team as well. Her team symboli-
cally referred to the leader as the “company logo” – something they looked 
up to – and it represented the type of willingness they had to follow her.

Jorge expressed his approach like this: “I try to establish communica-
tion. The empathy is something really, really important. If I don’t 
understand the other side, I will not reach the best result.” Empathy fur-
ther served to guide leader responses and to influence productive results. 
One leader identified multiple positive results when using empathy. Rene 
said: “When I use empathy, I can see more participation in the decisions, 
more motivation in the team, embracing change, focus on results, team 
work cross functionally.” Another leader described the results achieved 
when using empathy. Marcela shared:
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The District Managers were working out of fear with previous leaders. 
When you sit down and hear what the employees feel, it’s easier to identify 
how to help them and put yourself in their shoes. You might identify how 
to create confidence, or if motivation is lacking.

It was not just the leaders who identified these results. Followers 
described very similar results. Manolo described it like this: “It is impor-
tant to have empathy, and my result regarding engagement and results to 
bring new business increased.”

Leaders indicated some of the ways they differentiated themselves as 
authentic leaders is by using empathy for career development, conflict 
management, or as an intervention. Carolina communicated: “I gravitate 
to developing people, and there’s a certain amount of empathy to use to 
stretch them, but not let them crack.”

Several leaders described employing empathy as an intervention in spe-
cific situations to engage a follower in a challenging conversation such as 
managing performance or navigating conflict or organizational change. In 
those circumstances, they intentionally planned an empathetic dialogue 
or conversation in advance. Jaime explained: “I tend to use empathy the 
most for organizational change especially. I try to put myself in their posi-
tion first, before talking to them.” Jaime described his approach in action:

The Human Resources Manager is always trying to be the short-term win-
ner and be on the good side of everyone. I need this guy to function. I 
spoke to him privately. It was empathetic, but planned. He’s afraid that he 
doesn’t win. I decided to be just as honest. Having done that, I created a 
loyalty needed to get out of the slump and make appropriate business 
decisions.

Rafael empathized with a follower to coach them on their perfor-
mance. This follower happened to be a leader, trying to drive organiza-
tional change. Rafael noticed the follower was taking a less effective 
approach. The follower was engaging with one of his own followers to 
drive toward a result. He offered some advice on the follower’s perfor-
mance using empathy. Rafael described making his follower aware that 
when he takes a particular approach, he solves the business problem but 
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simultaneously reveals that someone was not performing. This results in 
increased support from his leadership but decreases support from follow-
ers. He explained: “By using empathy, I was able to successfully coach the 
leader and help them understand that when trying to drive change, they 
can do it in a constructive or destructive manner.” Rafael also voiced that 
he used empathy in times of conflict to help him examine the other per-
spective and then turn the mirror on himself. He discovered that often 
during times of conflict, the responsibility was his, stating:

I like to use it in conflict management. One thing that I have in my 
assumption is people do things in the wrong way but not with the wrong 
intent. 90% of the time I think that I was wrong because I didn’t have the 
full picture.

Lastly, Carolina expressed an example of her use of empathy as a situ-
ational lever. She read the situation and determined the degree of empa-
thy warranted and adjusted accordingly. She described using empathy as 
a radar, stating: “Situationally, I might tighten it more as a volume lever. 
If someone is going through a tough time, my radar gets broader. Certain 
times, it has to get higher.”

�The National Culture Influences Adoption of Empathy

Use of empathy as part of authentic leadership may be influenced by 
national culture. Leaders differed in their opinion of whether they were 
influenced by the national culture. Some leaders indicated the national 
culture directly or indirectly influenced their use of empathy while others 
indicated no influence whatsoever. What emerged is an early indication 
the national culture may influence the leaders’ use of empathy based 
upon the specific cultural norms of the respective Latin American coun-
try. For example, leaders based in Brazil overwhelmingly indicated the 
elements of their national culture influenced their use of empathy in their 
leadership. Jorge, a Brazil-based leader stated: “The Brazilian culture 
affects the way I do things. We are very informal and close to everyone. 
This part of the culture helps me to be more open in any discussion.” 
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Julia, another Brazilian leader shared: “In Brazil, we are very open and 
accept that people approach us. People give you the space so you can con-
nect at a different level than the business itself.”

Conversely, in Chile, the opposite may be in effect. Leaders in Chile 
indicated a preference for large power distance, as described by Hofstede’s 
(1984) model of cultural dimensions. They also indicated that hierarchy 
and competition are highly valued. These two areas might appear diametri-
cally opposed to using empathy as part of authentic leadership. Jaime, a 
leader based in Chile, declared the hierarchy as “a class system.” Another 
Chile based leader, Parry, stated that the culture in Chile is: “…very com-
petitive. Not empathetic at all. That’s why I am a little different.”

While both countries are in Latin America, it appears the national 
culture influences use of empathy in a somewhat polarized way. Another 
perspective arose where meaningful connections could be derived using 
empathy. Regardless of the national culture, leaders opined that empathy 
can be used to make connections to break through cultural barriers and 
even build a bridge between cultures. Julia expressed: “You are able to use 
empathy to connect, especially with the different cultures.” Marcela 
explained that the use of empathy is culture-agnostic, stating: “It’s regard-
less of what country I’m in because we work with human beings.” Another 
leader shared that in Latin America the balance between emphasizing 
both the professional and personal is important, a leader must be mindful 
of erring on the side of too much business conversation. The incorpora-
tion of inquiries about personal interests into conversations is another 
way to use empathy. Rafael used the popular Latin American pursuit of 
soccer as an example: “Building the bridge is part of empathy – asking 
about soccer is important.”

Lastly, one leader based in Chile raised the use of empathy within the 
context of the Hofstede masculinity–femininity dimension. This dimen-
sion refers to societal adoption of gender roles. Within societies, behavior 
trends toward either masculine or feminine dimensions. Parry described 
his behavior as leaning toward the masculine dimension by identifying 
his paternalistic experience related to trust, sharing: “When you start 
being empathetic, you are a father to the rest of the company. They feel 
support that is not technical, but emotional. They trust me. It is more of 
an affective response.”
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�Similarities and Differences Across Latin American Country 
Culture Exist When Empathy Is Used

When empathy is used, similarities and differences exist across national 
country cultures in Latin America. I will highlight the similarities 
reported, along with notable differences.

Leaders overwhelmingly indicated a preference for consistently leading 
with empathy across the four Latin American country cultures included 
in this research. Followers across Latin American cultures overwhelm-
ingly reported the leader’s use of empathy specifically made them want to 
follow the leader.

Leaders reported similarities in the positive benefits and business out-
comes because of using empathy. They collectively described creating an 
environment where people can be themselves, can work more efficiently 
and therefore more productively, and are more responsive and engaged, 
resulting in higher degrees of trust and commitment to both the work 
and the leader.

Followers across cultures consistently reported feeling comfortable in 
their relationship with the leader because of the leader’s use of empathy. 
Cristobal reported: “It makes it a lot easier when you feel comfortable, I 
can ask for guidance instead of holding to yourself and hoping for the 
best. In other cases, I hold back because fear of punishment.”

Differences between Latin American cultures can be noted. While trust 
was similar between Latin American cultures, how it emerged differed 
across country cultures. Additionally, while leaders regularly used empathy 
as a vehicle for authentic leadership, their motivation and context for using 
empathy differed. For example, one leader in one country described using 
empathy to discover differences, while a leader in another country 
described using empathy to bring people together. It is unclear whether 
these differences are due to differences in Latin American culture, context, 
leader preference or some other factor, such as the organization’s industry.

�Leaders Increase Followership Using Empathetic Leadership

Consistent with the existing research about the direct effect and indirect 
effect of authentic leadership on followers (Avolio et  al., 2004), both 
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leaders and followers reported direct and indirect follower effects from 
using empathetic leadership. This Included both an increase in the num-
ber of followers and an increase in follower commitment to the leader.

While trust came up as one of the most common effects, it was men-
tioned as both an antecedent and an outcome of using empathy related 
to increased followership. Julia shared: “Once you are at a more emo-
tional level you can fulfill the work. Having the connection and then you 
start building trust.” Rafael described trust as an outcome related to bet-
ter understanding follower intent. He articulated:

Trust is a long-term benefit. Think about how you use empathy to under-
stand why someone did what they did and the facts. Did they have an 
intent? Were they distracted? Empathy helps you identify intent over time, 
and that helps you help people.

Followers observed leaders’ use of empathy translated directly into 
action. In one instance, a leader put people ahead of business results by 
recognizing the team for their hard work in the face of disappointing 
business results. Sylvia described this scenario:

Last time we are in [location redacted] our results were not great. At the 
end of the meeting, no one expected anything. Marcela arrived with cham-
pagne to celebrate. That is the way that she finds to thank us because of our 
results. It was incredible.

In addition, followers described the impact leaders had upon them 
when they experienced extremely difficult circumstances. Multiple fol-
lowers described difficult and poignant personal circumstances that 
directly impacted their work or would likely impact them in the future. 
They shared that in those circumstances, the leader put the follower’s 
needs over business results. Their examples included circumstances rang-
ing from medical difficulties during a pregnancy, to fighting life-
threatening illnesses, to experiencing a death in the family. Followers 
explained how the leader, using empathy, understood the seriousness and 
responded in a way that both supported the follower and brought the 
follower some measure of relief from the difficulty.
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Followers further described leaders as gleaning information through 
empathetic conversations that influenced the leaders to balance people 
with results in the business. This description serves as another possible 
indicator that leaders who use empathy to glean information that influ-
ences their actions are embracing the relational transparency attribute of 
authentic leadership. Followers indicated leaders who allowed themselves 
to be appropriately influenced by information gleaned from them 
through empathetic conversations increased their commitment. Klint 
explained his leader’s approach: “He always says that we focus on people 
and not on product. It’s about human relationships. We try to treat them 
as human beings. Empathy is a great part of that. We are concerned with 
how people are.”

Leaders responded to information gained through empathy by staying 
true to their beliefs about the best way to solve a problem, even if it 
pushed a boundary. One follower, Angela, was overloaded by work. Her 
leader had no budget for additional resources, and she described his 
empathetic response: “I saw him bend the rules to find a creative way to 
hire. He has the angle of doing what’s right for people and business.”

Followers described their loyalty and commitment to leaders as one 
which would cause them to follow them to another position, company, 
or even location because of their empathetic leadership. One follower 
stated she worked with her leader at a previous organization and followed 
him to the current organization. Another followed their leader three dif-
ferent times. Manuel explained he had a lot of mentees and they told him 
they would go so far as to resign if he left his role. He said: “People have 
told me if I relocate, they will leave the company.”

Several followers indicated that they experienced emotional distress 
when their leaders were no longer their leader or even anticipating they 
would no longer be their leader. This impact may partially indicate the 
degree of commitment felt by these followers. Phyllis said she reacted 
when her leader transferred to another role in the company: “I cried 
when she transferred.”

Most followers noted the leader they described was one of the best 
leaders they ever had. Many leaders described that followers, previously 
members of their team, now come back to them for career advice. The 
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leaders explained one way they recognized they were known for their use 
of empathy was when followers outside of the formal reporting channels 
followed them and sought them out for advice in lieu of their own leader 
or another designated resource such as a human resource professional. 
Myrna took the description of the commitment to another level. She 
said: “I wouldn’t just follow him; he is giving an important message.  
I have the same responsibility to pay it forward to others.” Leader motives 
for using empathy varied, but it is clear it helped to achieve the same 
outcome; an increase in follower commitment, and in this case, the for-
mation of future empathetic leaders by the example of their empathetic 
leader.

Followers indicated they committed to authentic leaders who used 
empathy, even if the organization operated incongruently. Leader descrip-
tions of their internal leadership and organizational culture varied dra-
matically. In some larger organizations, the organization was described as 
containing leadership subcultures with their own unique elements. 
Regardless of these subcultures, in most cases, the cultural leadership ori-
entation of the organization did not directly influence the leader’s choice 
to use empathy.

Followers responded to leaders who used empathy regardless of the 
expected cultural, organizational, or leadership norms. The leaders even 
appeared to stand out. Many followers indicated their leader was “differ-
ent” or “quite different” and distinguished themselves uniquely in their 
organization by leading with empathy. Marcela declared empathetic lead-
ership as being a part of herself. She said: “It’s part of my regular DNA. You 
use empathy to create the link.”

A few leaders indicated their organization advocates and supports the 
use of empathy in leadership. Of those few, even fewer said they were 
directly or indirectly influenced by this. In these cases, it’s possible the 
leader was using empathy as a vehicle for authentic leadership. Many fol-
lowers stated that leaders who used empathy, even if the organization was 
operating incongruently, was a factor in their followership commitment. 
Klint explained not only his own commitment as a follower but his 
observations of other followers’ commitment stating: “Other colleagues 
look for him because he has this environment created at work.”
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�Discussion

�Empathy as a Vehicle for Authentic Leadership

My research indicates that if a leader applies empathy as part of authentic 
leadership, they will be able to more effectively motivate followers and 
create stronger working relationships. Leaders who regularly use empathy 
accelerate the development of effective relationships resulting in greater 
follower willingness to engage, produce, or offer discretionary effort. 
Thus, investing in using empathy up front while building relationships 
may free up leader time in the long run. In my work, I’ve observed mul-
tiple occurrences where the use of empathy generates two-way transpar-
ent communication as the norm and followers learn to count on support 
from their leader. Spurred by this enhanced foundation of trust, leaders 
save time in interactions. By using relationship shortcuts such as an estab-
lished understanding of expectations and quality standards, preferred 
approaches for execution, and fewer and brief updates they take advan-
tage of the bond that emerges in developed relationships. A leadership 
advantage through an increase in follower engagement, productivity, 
commitment, leader and organizational loyalty and discretionary effort 
occurs as a result (see Fig. 3.1).

Fig. 3.1  Leadership advantage of using empathy
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In this study, leaders across the Latin American cultures indicated their 
use of empathy influenced follower work engagement as well as commit-
ment. This finding was not wholly unexpected for numerous reasons. 
Research suggests Authentic Leadership predicts positive work engage-
ment (Aviolo, Gardner, Walumbwa, Luthans, & May, 2004; Rego, Sousa, 
Marques, & Pina e Cunha, 2012; Walumbwa, Hartnell, & Oke, 2010), so 
it follows that if empathy is a vehicle for authentic leadership, it may have 
the potential to influence work engagement. In my view, empathy is then 
most closely connected to the relational transparency attribute of authen-
tic leadership, and has the potential to influence work engagement through 
this vehicle. It may be the underlying mechanism responsible for the 
observations made by leaders across Latin American cultures; their use of 
empathy influenced follower work engagement as well as commitment.

By leading with empathy, leaders can establish closer relationships 
(George, 2003). Both leaders and followers described how empathy 
helped them build a deeper sense of trust and forged a tighter bond 
between the leader and follower, creating a closer relationship. In many 
cases, leaders nourished the relationship by continuing to nurture the 
trust developed through empathy to achieve greater outcomes of engage-
ment. Leaders described the use of empathy and its positive impact on 
communication, conflict management, organizational change, and 
decision-making. These findings mirror existing research that indicates 
empathy may be instrumental in not only building bonds with followers 
but in effective communication, problem-solving, decision-making, and 
performance (Kellett et al., 2006).

In some cases, leaders modeled leading with empathy, which fostered 
the development of empathy in followers and paying it forward for fol-
lowers to emulate. This finding supports research which indicates that 
through positive modeling, authentic leaders foster the development of 
authenticity in followers (Avolio & Gardner, 2005).

While my research suggests empathy can serve as a vehicle for authen-
tic leadership and an increase in follower commitment, additional 
research is necessary to determine the specific contextual and environ-
mental factors that allow follower commitment to emerge and thrive in 
Latin American business organizations.
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�Benefits and Drawbacks of This Research Approach

My interest in deeply understanding the descriptive answers to the 
research question led me to utilize interviews with leaders and followers. 
The interviews provided a narrative of specific experiences, and I discov-
ered nuances through follow-up questions, which offered clarification 
and additional insights. Interviews with followers helped to complete the 
narrative about the leader’s approach and uncover some credible conclu-
sions to examine.

However, this research has some drawbacks, such as limitations in 
geography and sample size. Data comprised only 4 out of 20 countries in 
Latin America. The sample size is small, was based on my direct and indi-
rect network, and the study was carried out across a small set of organiza-
tions. In addition, the intention of conducting interviews was to draw 
out specific experiential examples. However, leaders and followers self-
reported and could have been influenced by other factors in their 
responses. Further research is necessary to reach a point of saturation to 
explore a more direct correlation between empathy and authentic leader-
ship. Despite these drawbacks, the research suggests there is a possible 
relationship where empathy serves as a vehicle for authentic leadership in 
Latin America.

�Opportunities for Further Exploration

Research tells us leaders with high emotional intelligence can empathize 
with followers (Gardner et al., 2009). Existing research claims that leaders 
who have high self-monitoring skills are closely attuned to the situational 
cues of others and more sensitive to follower’s emotions, thus allowing 
them to demonstrate more empathy (Gardner et al., 2009). Both areas 
warrant further exploration, considering the findings of this study.

Goleman (1995), in his book Emotional Intelligence, explains that 
empathy is a key attribute of emotional intelligence. While none of the 
leaders interviewed explicitly used the words “emotional intelligence” in 
their descriptions, their examples consistently described emotion, how 
they felt, and how they wanted their followers to feel. Followers also used 
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emotional descriptors. Future research can explore additional intersec-
tions between empathy, emotions, and leadership, within leader-follower 
relationships.

Commitment to leaders who use empathy in their leadership, even 
though their organizations may be operating incongruently, impacts fol-
lower’s commitment. However, study participants provided varying 
degrees of context. Therefore, it is unclear to what degree the leader’s use 
of empathy within this organizational context is a factor in follower’s 
commitment. Because it may be weighted more or less than other factors 
related to the leaders’ use of empathy, there would be a benefit to explor-
ing this further.

Followers reported that the more the leader used empathy as part of 
their leadership, the more they increasingly counted on consistency and 
predictability in the actions of the leader. It may be advantageous to 
explore whether empathetic leadership, consistency, and predictability 
are correlated.

In describing their leaders, followers often made comparisons between 
the leader they were describing and a leader who did not demonstrate 
empathy as part of their leadership. Depersonalization emerges as the 
possible behavior of a leader who does not demonstrate empathy. Further 
comparative exploration by comparing the behaviors of empathetic and 
nonempathetic leaders may offer some additional insight into the impact 
of empathy on followers as an element of authentic leadership.

�Application to Organizations

The research indicates leaders who adopt empathy as part of their leader-
ship approach in the workplace achieve greater positive, collaborative 
working relationships, and increase follower commitment. This, in turn, 
leads to greater productivity and work engagement. Empathy is a signifi-
cant predictor of leadership emergence (Bruch & Walter, 2007; Kellett 
et al., 2002, 2006). If empathy predicts leadership emergence and could 
serve as a vehicle for authentic leadership, implementing programs to 
strengthen empathy as an element of authentic leadership will improve 
an emerging leader’s effectiveness early in their leadership journey. 
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Organizations can invest in programs to support existing leaders who use 
this empathetic leadership approach, while training and encouraging 
emerging and future leaders to adopt empathy as part of their 
leadership.

Lastly, organizations that intentionally create and maintain an organi-
zational climate where empathy is valued as a part of authentic leadership 
stand to gain multiple advantages, including increased engagement and 
productivity.

�Conclusions

As described at the outset of this research study, I set out to explore 
whether empathy serves as a vehicle for authentic leadership. I discov-
ered that empathy may serve as a vehicle to access and engage the rela-
tional transparency attribute of authentic leadership, and this may in 
turn affect leader followership and corresponding commitment of their 
followers. By using empathy to foster understanding, empathy contrib-
utes to creating or increasing a bond between a leader and the follower. 
This appears to be the key role of empathy as a part of authentic leader-
ship. Empathy results in influencing the development of collaborative 
relationships based on the deepening of trust and in influencing out-
comes that increase in follower engagement, productivity, commitment, 
leader and organizational loyalty, and discretionary effort. Followers 
appear to commit to authentic leaders who use empathy even if the orga-
nization operates incongruently. In addition, the findings from both 
leader and follower interviews highlighted that empathy may serve as a 
springboard to strengthen relationship outcomes of authentic leadership. 
However, it is unclear whether different national cultures influence 
adoption of empathy. While there are similarities and differences in Latin 
American national cultures relating to empathy, the findings indicate 
that different national cultures may achieve the same outcome, which is 
an increase in follower commitment, even when leaders’ motives for 
using empathy vary.
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4
The Role of Workplace Authentic 

Leadership on Followership Behaviour 
and Psychological Capital in a South 

African Context

Marieta du Plessis and Adré B. Boshoff

Confidence in contemporary business leadership has decreased fol-
lowing unethical actions on the part of the leaders and resultant busi-
ness failure (Kets de Vries & Balazs, 2011; Treviño & Brown, 2007). 
This is seen in the international context, but also more specifically in 
the South African context. From a South African business perspec-
tive, evidence of unethical actions by business leaders has been preva-
lent. The range of unethical incidents spans from acts of collusion, 
bribery, and price-fixing in the private sector, to corruption in the 
public sector (Schoeman, 2012). A recent survey done by the Ethics 
Institute of South Africa indicated that 9.7% of South African 
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employees felt pressured into compromising their organisation’s ethi-
cal standards. This pressure emanated mainly from instructions 
received from management to compromise such standards. What 
compounded this dilemma was that 39% of employees felt uncom-
fortable to question their managers, and 35% of employees felt 
uncomfortable to share bad news with their managers (Groenewald, 
2016). These statistics may indicate that the followers either do not 
question their leaders or do not have the voice or power to do so.

Furthermore, the multicultural demographic composition of the 
South African population (commonly referred to as the Rainbow 
Nation) presents a number of management and leadership challenges. 
This nation in development has a history of considerable strife, culmi-
nating in a democratic state coming into being during the 1990s. A 
large part of the members of the new democracy perceived themselves 
and their forebears as having been disadvantaged during the Apartheid 
era. Feelings of entitlement because of previous experiences may result. 
The current population of 55 million contains a substantial group of 
individuals (25%) who are between 20 and 34 years of age. A large part 
of this group came through an education system that functioned inef-
fectively, resulting in many younger people who are ill-equipped for 
working in sophisticated modern organisations, yet who expect to share 
in the benefits of democracy. The complexity of the situation highlights 
the need for leadership, and specifically the type of leadership that aims 
to grow and develop followers to be successful in life, business and soci-
ety. Authentic leadership provides a possible solution to the challenge 
of diverse value systems, as authentic leaders influence employees 
beyond bottom-line success (Avolio, Gardner, Walumbwa, Luthans, & 
May, 2004; George, 2003) by addressing organisational and societal 
problems.

According to Hofstede’s (2014) cultural dimensions, South Africa 
has a masculine culture where managers and leaders are expected to be 
decisive and assertive. Moreover, the South African workplace leader-
ship is historically male-dominated—this emanates from traditional 
gender hierarchies that exist within cultural, religious, and family tradi-
tions (Martin & Barnard, 2013). Thus, despite gender equality and 
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empowerment of women in the workplace, the household structure has 
a traditional hierarchy that assumes the dominant gender to be male; 
this assumption then becomes entrenched in organisational culture 
(Hartmann, 2010).

The theory of authentic leadership emphasises positive and develop-
mental interactions between leaders and followers (Woolley, Caza, & Levy, 
2011). Avolio et al. (2004) proposed a theoretical framework that links 
authentic leadership to the attitudes and behaviours of followers. According 
to Avolio et al. (2004), authentic leaders influence their followers’ attitudes 
and behaviours by creating a sense of personal and social identification, 
using role-modelling behaviours and setting high moral values and stan-
dards. However, it is important to examine whether followers identify 
more with their leaders if they are male, because the traditional male-dom-
inated leadership remains prevalent in the South African context.

�Rationale for the Study

One of the lacunas in leadership research is the absence of discussions 
around followership and its impact on leadership outcomes (Avolio, 
Walumbwa, & Weber, 2009). To understand the influence of the leader 
on work outcomes and desired workplace behaviour, the mediating role of 
followership characteristics should be taken into account (Woolley et al., 
2011). Shamir (2007) suggests that leadership effectiveness results from 
good followers just as much as it results from good leadership. South 
Africans to a large extent accept hierarchical order, and based on the power 
distance between the leaders and the followers, the followers expect to be 
told what to do (Hofstede, 2014). According to the Hofstede Centre, the 
ideal leader in the South African context is the benevolent autocrat 
(Hofstede, 2014). Similarly, in a culture where critical thinking is not 
valued as a followership trait, the followers would be discouraged from 
such behaviours owing to the negative consequences. Context therefore 
plays a critical role in the relationship between leaders and followers.

Greyvenstein and Cilliers (2012) concluded that followers’ views of 
leadership indicate the existence of immature relationships in South African 
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organisations today. These authors indicate that the boss–subordinate 
relationship mirrors the child–parent dynamic, which causes high levels of 
anxiety among followers. This may be because the leaders are not attending 
to the followers’ needs or are not role models of leadership behaviour. What 
the leaders must provide and the followers want may be quite different 
from what is expected in other populations. Individuals in leadership roles 
are in many cases part of Eurocentric groups with the assumptions favoured 
in such cultures. Approaches that in one population group may be seen as 
authentic behaviour may well be seen as weakness by members of a differ-
ent group. Similarly, followership behaviour may well be seen as either 
appropriate or as seeking favours.

South Africa differs significantly from Western countries in terms of 
language, geography, social and economic indicators and political per-
spectives (Joshanloo, Wissing, Khumalo, & Lamers, 2013). As most pre-
vious studies on authentic leadership were conducted from a Western 
perspective (Van der Vaart, Stander, & Rothmann, 2015), the need for 
research on authentic leadership in the South African context is indi-
cated. Cultural differences are important in the South African context, as 
it has been found that White people are considered to be more individu-
alistic and favouring personal growth attributes, whereas Black people are 
considered to be more collectivistic and favouring social-relational attri-
butes (Valchev et al., 2012).

Considering the multicultural framework of South African business, it 
can be concluded that the relationship between leaders and followers is 
complex. However, building on the idea of authentic leadership as a root 
construct of leadership, Avolio et al. (2004) state that the leader can be 
directive, authoritative, or participative, and that displaying these com-
mon leader behavioural styles would not indicate whether the leader is 
authentic or inauthentic. Rather, the leader’s ability to act in accordance 
with their own values, to build credibility and respect in the eyes of fol-
lowers, to actively encourage diverse points of view and to foster rela-
tional transparency would be deemed authentic (Avolio et al., 2004).

The previous decade has produced numerous research articles in the 
field of authentic leadership. However, more empirical research is needed 
to understand the impact of authentic leadership on outcome variables 
within an organisational setting (Muchiri, 2011). To this extent, this 

84  M. du Plessis and A.B. Boshoff



  85

study sought to understand the relationship between authentic leadership 
and followership. Furthermore, the relationship between authentic lead-
ership and psychological capital (PsyCap) was explored.

�Literature Review

Authentic leadership has been included in the categorisation of positive 
forms of leadership (Avolio & Gardner, 2005; George, 2003; Luthans & 
Avolio, 2003), and recent research results have provided evidence of the 
positive relationship between authentic leadership and positive work-
place outcomes (Avolio & Mhatre, 2012). In the following sections, 
authentic leadership will briefly be discussed in relation to followership 
behaviours as well as PsyCap of the follower.

�Authentic Leadership

The proponents of authentic leadership define authentic leaders as those 
who have clear and definite knowledge about themselves in all respects 
(including beliefs, preferences, strengths and weaknesses) and who behave 
in a way that is consistent with this self-knowledge (Gardner, Avolio, 
Luthans, May, & Walumbwa, 2005). Authentic leaders are described as 
leaders who embody four behavioural tendencies, namely self-awareness, 
relational transparency, balanced processing and internalised moral per-
spective (Luthans & Avolio, 2003).

The authentic leadership process suggests that authentic leadership is 
linked to the followers’ attitudes and behaviours (Avolio et al., 2004), 
and that the most important outcomes of authentic leadership are those 
for individual followers (Caza & Jackson, 2011). The authentic leader’s 
influence is created through a sense of personal and social identification 
between the leader and the follower (Avolio et al., 2004). For instance, 
authentic leaders use role-modelling to display high moral standards 
to their followers in order that followers’ values and beliefs may gradu-
ally converge with those of the leader (Gardner et al., 2005). Another 
example would be the leader and follower’s transparent discussion of the 
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leader’s vulnerabilities, thereby constantly focusing on the development 
of the follower as well as the leader (Avolio et al., 2004).

Although the potential value of adopting an authentic leadership 
approach in an organisation has been demonstrated in a number of stud-
ies in other countries, limited empirical work has been done in South 
Africa. Stander, De Beer, and Stander (2015) found that authentic lead-
ership is related to higher levels of follower optimism, as well as follower 
trust in the organisation in the South African public healthcare sector 
(N  =  633). Coxen, Van der Vaart, and Stander (2016) reported that 
authentic leadership influenced trust at three levels, namely trust in the 
organisation, trust in the manager, and trust in the co-worker. Kotzé and 
Nel (2015) looked at trait emotional intelligence as an antecedent of 
authentic leadership and found that empathy (an element of emotional 
intelligence) explained the biggest proportion of the variance in authen-
tic leadership. These studies did not comment on any differences in 
authentic leadership based on the demographic characteristics of the 
leader or the follower. However, interest in the authentic leadership vari-
able in the South African context is growing, as observed in a number of 
unpublished theses and dissertations.

�Followership

The leader of an organisation is responsible for charting a vision and the 
direction of the company, developing strategies for success, managing 
change, and influencing others to achieve a common goal (Northouse, 
2004). Thus, leadership is critically important to achieve organisational 
success. However, as the ratio between the leaders and the followers in an 
organisation is usually characterised by a majority of the followers, the 
achievement of the goals and accomplishments of the organisation is 
more dependent on the followers in the group. Researchers have proposed 
that studies should examine how the influence of the leaders is mediated 
through the followers they work with to better understand the dynamics 
of the leadership process (Avolio & Luthans, 2006; Woolley et al., 2011).

To a large extent, the literature about the leadership and followership 
process is viewed from a leader-centric lens (Bjugstad, Thach, Thompson & 
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Morris, 2006; Kelley, 2008). Meindl, Ehrlich, and Dukerich (1985) 
introduced and developed a follower-centric perspective on leadership 
which directed the attention to the importance of followers’ processes of 
attribution and sense-making in organisations, without disregarding the 
importance of the leaders. Kelley’s (1988) seminal article, In Praise of 
Followers, was published at approximately the same time as the reflec-
tions of Meindl et al. (1985) and sought to refocus attention on follow-
ership, rather than relegating it to a peripheral leadership component 
(Kelley, 2008).

Kelley’s (1992) conceptualisation of followership is one of the few 
positive views of followership (Blanchard, Welbourne, Gilmore, & 
Bullock, 2009). Kelley (1988) explains good followers as sharing the fol-
lowing qualities: (1) they manage themselves well; (2) they are commit-
ted to the organisation and are individualists who courageously and 
honestly pursue their own meaning in life, rather than follow norms and 
societal goals such as money, status and position; (3) they build compe-
tence and exert a focused effort in task completion and (4) they are hon-
est, courageous and credible individuals. These good followers would also 
not compete for leadership or power, but rather they would cooperate to 
accomplish goals.

Kelley (1992) further conceptualised followership in relation to the 
behaviours that are associated with good followers. He categorised these 
behaviours into the dimensions of independent critical thinking and 
active engagement. The ideal follower, based on Kelley’s (1988) theory, 
would be the follower who has a high level of active engagement and 
independent critical thinking. These individuals are self-starters, are 
focused and committed to the goals of the organisation, and have strong 
organisational networks. Furthermore, such followers would take the ini-
tiative, give constructive criticism, think for themselves and continually 
increase their value to the organisation.

Authentic leadership theory gives emphasis to positive and develop-
mental interactions between leaders and followers (Woolley et al., 2011). 
The followers who are led by authentic leaders feel more empowered and 
take greater ownership of their work (George, 2003; Ilies, Morgeson, & 
Nahrgang, 2005). George (2003) argues that authentic leaders motivate 
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followers by modelling a deep sense of purpose and an ethical work 
ethos. Effective followers are committed to a purpose and derive personal 
satisfaction from their work (Potter & Rosenbach, 2006) and, therefore, 
their self-perception of their own characteristics can have a positive effect 
on their work engagement (Zhu, Avolio, & Walumbwa, 2009). It was 
therefore envisaged that authentic leadership would have a positive rela-
tionship with followership.

�Psychological Capital

Using positive psychology and positive organisational behaviour (POB) 
as foundation, Luthans, Youssef, and Avolio (2007b) developed PsyCap 
as a core construct of POB that could be measured and developed for 
performance impact. After reviewing the literature, Luthans, Youssef, and 
Avolio (2007a) determined that the positive constructs that met the 
inclusion criteria for POB consisted of self-efficacy (confidence and belief 
about succeeding at challenging tasks), hope (persevering towards goals 
and, when necessary, redirecting paths to goals to succeed), resilience 
(bouncing back from problems and adversity to attain success) and opti-
mism (being positive about succeeding now and in the future). Apart 
from the importance of each of the four constructs, the synergistic phe-
nomenon of overall PsyCap has been shown to have a higher correlation 
with performance outcomes than any of the four individual constructs 
(Luthans, Avolio, Avey, & Norman, 2007).

Recent studies have emphasised the role of the leader in enhancing 
employees’ levels of PsyCap (Walumbwa, Peterson, Avolio, & Hartnell, 
2010). Leaders who have a high level of PsyCap display more positive atti-
tudes and higher performance levels, while at the same time serving as role 
models for their followers. Leader PsyCap was found to have a significant 
relationship with follower PsyCap (Avey, Avolio, & Luthans, 2011).

Viewing the impact of leadership on PsyCap from a positive leadership 
position, Gardner and Schermerhorn (2004) suggested the possible 
impacts of authentic leadership on follower PsyCap. These authors state 
that authentic leaders are likely to develop and influence their followers 
by energising them with positive psychological states. Studies that tested 
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this assertion found a significant positive relationship between authentic 
leadership and follower PsyCap (Caza, Bagozzi, Woolley, Levy, & Barker 
Caza, 2010; Rego, Sousa, Marques, & Pina e Cunha, 2012).

�Research Hypotheses

Effective leaders enable their followers to contribute to the success of an 
organisation (Baker, Mathis, & Stites-Doe, 2011). Gardner et al. (2005) 
argue that authentic leaders produce heightened levels of follower self-
awareness and self-regulation and that this, in turn, leads to positive fol-
lower development and outcomes. Walumbwa et  al. (2010) state that 
authentic leadership plays an important role in the extent to which fol-
lowers feel psychologically empowered. Therefore, our first hypothesis is 
H1: The leader’s perceived level of authenticity explains a significant 
proportion of the variance in follower behaviour.

Authentic leadership and PsyCap have been found to interrelate while 
both may facilitate employee creativity (Rego et al., 2012). In a sample of 
828 working adults, authentic leadership was found to be positively 
related to followers’ PsyCap development (Woolley et  al., 2011). In a 
South African context, Munyaka (2012), too, found a substantial rela-
tionship between authentic leadership and follower PsyCap. Our second 
hypothesis is H2: There is a statistically significant relationship 
between authentic leadership and PsyCap.

Chan, Hannah, and Gardner (2005) proposed that the meaning and 
effect of authentic leadership may vary depending on the context in 
which it is measured. For instance, the effects of authenticity may vary 
by gender (Harter, Waters, Whitesell, & Kastelic, 1998). Woolley et al. 
(2011) reported that comparable authentic leadership behaviours pro-
duced different outcomes among male and female followers in their 
sample of the New Zealand general population. Eagly (2005) suggested 
that apart from gender, differences such as ethnicity, occupational level, 
social class (Gardiner, 2011) and education may also be important in 
explaining the experience of authenticity and authentic leadership. 
Finally, we hypothesised H3: There are statistically significant differ-
ences between socio-demographic characteristics of respondents in 
relation to authentic leadership.
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�Methodology

The study was undertaken to determine the following:

1.	 Configural equivalence of questionnaires to measure authentic 
leadership, followership, and PsyCap when applied to a South 
African sample.

2.	 Relationship between authentic leadership and followership; and 
authentic leadership and PsyCap.

3.	Differences of scores on authentic leadership of biographic/
demographic groups.

�Participants

The mean age of respondents was calculated as 45 years (SD = 8.08 years), 
with a minimum age of 25 years and a maximum of 63 years. The average 
work experience of individuals was 23 years, with an average tenure in the 
organisation of 11 years (SD = 6 years). The mean reporting period to the 
current manager was calculated as 4 years (SD = 4 years). The minimum 
reporting period that was captured was less than 1 year, with the maxi-
mum reporting period to the current manager being 25 years. The fre-
quency distribution of the demographic characteristics of the sample is 
presented in Table 4.1.

�Measuring Instruments

The authentic leadership questionnaire (ALQ) developed by Avolio, 
Gardner, and Walumbwa (2007) was used to measure the level of authen-
tic leadership. The questionnaire consists of 16 items measuring four 
dimensions (self-awareness, relational transparency, internalised moral 
perspective, and balanced processing) which were identified by the 
authors of the questionnaire as constituting authentic leadership. 
Responses are captured by way of a 5-point Likert scale ranging from 0 = 
not all to 4 = frequently. Walumbwa, Avolio, Gardner, Wernsing, and 
Peterson (2008) found that the ALQ scale manifested both convergent 
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and discriminant validity when applied alongside other leadership 
constructs such as transformational and ethical leadership. The research-
ers reported a Cronbach’s alpha of .91 for the ALQ scale. The results of 
confirmatory factor analysis (CFA) indicated that the four-factor struc-
ture fitted the data well. Through psychometric evaluation, it was estab-
lished that the ALQ is reliable for use in a South African context (Kotzé 
& Nel, 2015; Roux, 2010; Stander et al., 2015).

For the purposes of this study, permission was requested and 
granted from Mindgarden to use the ALQ, and the respondents 
reported their perceptions of their immediate superiors’ authentic 
leadership behaviour.

PsyCap was measured by means of the PsyCap questionnaire (PCQ) 
developed by Luthans et  al. (2007). Dawkins, Martins, Scott, and 
Sanderson (2013) conclude that the four-factor structure has been found 
to be quite consistent. This was confirmed in studies on South African 
samples (Görgens-Ekermans & Herbert, 2013; Simons & Buitendach, 
2013). Du Plessis and Barkhuizen (2011) found that a three-factor struc-
ture provided a better fit when applied to 131 respondents.

Luthans, Norman, Avolio, and Avey (2008) reported scale reliabilities 
of .89, .89 and .91 in three different studies. In later studies (Görgens-
Ekermans & Herbert, 2013; Simons & Buitendach, 2013) on South 
African samples, similar findings were reported with Cronbach’s alpha 
values of .91 for the PCQ and a range of .67 to .90 for the subscales of 
the PCQ. The PCQ was used as a self-report instrument; the respondents 
assessed their own level of PsyCap.

Kelley’s 1998 20-item questionnaire was used to measure followership. 
The items in the questionnaire were responded to on a 7-point Likert 
scale, ranging from 1 = rarely to 7 = almost always. The items were grouped 
into two subscales (active engagement and independent critical think-
ing). Participants were asked to assess their own levels of followership.

Baker (2006) stated that there is a dearth of published research report-
ing on the factor structure and psychometric characteristics of the instru-
ment. Two studies, Tanoff and Barlow (2002) and VanDoren (1998), 
respectively, reported reliability coefficients of .68 and .74 for the inde-
pendent thinking subscale and .84 and .87 for the active engagement 
subscale. Colangelo (2000) reported a study in which four instead of two 
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factors were found. Blanchard et al. (2009) applied the Kelley instrument 
to 331 members of the faculty of a large university in the south-east of 
the United States. Factor analysis yielded three instead of the two factors 
found by Kelley. Two of the factors corresponded closely to the original 
factors in Kelley’s questionnaire. Blanchard et al. (2009) suggested that 
researchers needed to validate the instrument when using it. This was 
done as part of the data analysis in this study in which the instrument was 
used as a self-report measure.

�Data Gathering

Data were gathered electronically. A pilot study was carried out to reduce 
possible problems when the questionnaire was used in electronic form. 
Thirty professional and semi-professional individuals who conformed to 
the specifications for participants in the main study were asked to com-
plete the questionnaire in electronic form. Furthermore, we conducted a 
Pearson analysis of relationships between PsyCap, followership, and 
authentic leadership. The relationship between these variables and social 
desirability was also completed. The Social Desirability Scale-17 (SDS-
17) consists of 17 items that measure a person’s general tendency to act in 
a socially desirable manner. Stöber (2001) reported that the SDS-17 is a 
reliable and valid measure that can be used for adults 18–80 years of age. 
Based on the results of the pilot study, it was concluded that the PsyCap, 
followership, and authentic leadership measuring instruments were not 
related to and hence, probably not affected by social desirability bias. As 
a result, social desirability did not seem to cause a common method vari-
ance problem in this study. The final form of the questionnaire was loaded 
on an independent research website (Qualtrics).

After consulting the top management of the organisation, permission 
was obtained for the study to be carried out. The requirements for par-
ticipation in the study included that respondents’ job levels needed to be 
at a Patterson grading C5 level and above (thus, typically, the sample held 
middle, senior and executive management positions in the organisation); 
respondents needed to have access to a computer and the Internet and 
respondents needed to be equipped with an acceptable level of English 
literacy, as the questions required them to differentiate between fine 
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nuances of behaviour described in words. Employees from all branches of 
the organisation were included. As many as 855 people in the organisa-
tion met these criteria and were invited to respond to the survey.

Potential respondents individually received the composite question-
naire, including the three measuring instruments and items aimed at 
eliciting demographic and biographical information, by e-mail. The ques-
tionnaire was completed anonymously. To further safeguard respondents 
from releasing private information unwillingly, the completion of the bio-
graphical information section was not compulsory. No password or iden-
tifying link was required to access the questionnaire. Informed consent was 
obtained, and assurances of confidentiality and anonymity were provided. 
Potential participants were informed in the introduction to the question-
naire about the purpose of the study and had to indicate—by marking ‘yes’ 
or ‘no’—their willingness to participate. If ‘no’ was marked, the individual 
could not access the remainder of the questionnaire. In spite of having 
consented to complete the questionnaire, an individual could, at any stage 
of reacting to the instrument, decide not to continue doing so.

A final date was set for submission of responses, and two follow-up 
messages were sent to all potential respondents. After the process of data 
gathering, 670 responses were recorded. However, some of these responses 
were incomplete and had to be excluded from the sample. Therefore, the 
survey response rate of usable responses was calculated at 76% (N = 647).

�Data Analysis

The statistical package for the social sciences (SPSS, Version 21) was used 
to provide the descriptive and inferential statistics. In addition, AMOS 
software (Version 21) was used to conduct CFA.

�Results

In terms of the first aim of the study, CFA was carried out on how 
well the structures of the three measuring instruments used in the study 
fitted the data. The fit indices were evaluated for goodness of fit, as per 
the suggestions of Hair, Black, Babin, and Anderson (2010).
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Item parcelling was carried out in cases where more than four items 
were present in a subscale of an instrument. Item parcelling was done by 
adding the items with the highest and lowest factor loading, and then the 
second highest and lowest factor loading. We acknowledge that there has 
been much debate in academic literature on the feasibility of item parcel-
ling (Little, Cunningham, Shahar, & Widaman, 2002; Meade & 
Kroustalis, 2005). Most proponents agree that item parcelling is useful 
when the purpose is mainly to test whether factors fit the model, or when 
testing various structural models. As the current study dataset has numer-
ous observed variables combined with a large sample size, the choice was 
made to utilise item parcelling and report the process rigorously. For the 
ALQ, parcels were created for the transparency dimension. The parcels 
were allocated as follows: [3, 5, 4] + [2, 1]. For the PCQ, the parcels were 
created as follows: efficacy [4, 5, 2] + [3, 6, 1]; hope [11, 7, 10] + [8, 9, 
12]; resilience [17, 13, 14] + [18, 15, 16] and optimism [21, 24, 19] + 
[22, 20, 23]. Finally, the parcels for the followership instrument con-
sisted of active engagement [10, 2, 3] + [9, 7, 15] + [6, 4, 13, 8] and 
independent thinking [12, 1, 16] + [5, 17, 19] + [11, 18, 14, 20]. The 
indices obtained are shown in Table 4.2.

The fit indices in Table 4.2 indicate that in the case of the ALQ the 
four-factor structure fitted the data reasonably well, although the values 

Table 4.2  Results of confirmatory factor analysis on original structures of measuring 
instruments

Index
Authentic leadership 
questionnaire

PsyCap 
questionnaire Followership

Followership 
revised

Chi-square 351.680 30.110 165.200 153.304
df 59 14 8 26
p .000 .070 .000 .000
Chi-

square/df
5.961 2.150 20.650 5.896

AIC 415.680 74.110 191.200 191.304
RMSEA .088 .042 .174 .087
RMR .063 .097 .567 .087
NFI .949 .987 .920 .929
CFI .957 .993 .924 .940

Note. df degree of freedom, p level of significance, AIC Akaike information 
criteria, RMSEA root mean square error of approximation, RMR root mean 
square residual, NFI normed fit index, CFI comparative fit index
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for chi-square/degree of freedom (df) (which ideally should have been 
between 2 and 5; Hair et al., 2010) and root mean square error of approx-
imation (RMSEA) were somewhat higher than desirable (acceptable fit 
would have been <.8; Hair et al., 2010). With the exception of the value 
for root mean square residual (RMR), the indices indicated that the fit of 
the PCQ can be regarded as good. The indices for the fit of the two-factor 
followership questionnaire were, with the exception of the incremental 
indices (normed fit index [NFI] and comparative fit index [CFI]), 
unsatisfactory. It was decided to examine the structure by means of 
exploratory factor analysis (EFA). During the EFA analyses, items that 
did not load at least .30 on any factor were left out of further analysis. 
Items loading .30 or higher on more than one factor with the two load-
ings differing less than .25 were similarly left out of further analyses. 
During the first round of EFA,  an attempt was made to replicate the 
two-factor structure identified by Kelley (1992). The Kaiser–Meyer–
Olkin (KMO) statistic amounted to .939, indicating that it would be 
feasible to carry out EFA on the data. Three eigenvalues (7.73, 1.77 and 
1.26) greater than 1 were obtained, together predicting 53.77% of the 
total and, respectively, 71.9%, 16.4% and 11.7% of the common vari-
ance. Items 14 and 16 cross-loaded on all three factors and, according to 
the stated rules, were eliminated from a further round of EFA. Four more 
rounds of EFA had to be carried out before a structure in which all the 
remaining items loaded satisfactorily were obtained. The results of the 
last four rounds of EFA are summarised in Table 4.3.

From Table 4.3, it can be seen that after the EFA processes, 9 of 20 
items could no longer be seen as part of the followership questionnaire 
when applied to the present sample. A two-factor structure consisting 11 
items was obtained. The final two-factor structure (organised by factor 
loading) is shown in Table 4.4.

Table 4.3  Results of the last four rounds of exploratory factor analysis on follow-
ership data (N = 647)

Round Eigenvalue > 1 % of total variance Items left out

2 3 54.97 3, 5, 6, 7, 14, 15
3 3 59.22 2
4 3 62.61 1, 18
5 2 60.46 None
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Table 4.4  Final structure of Kelley’s followership instrument (N = 647)

Item

Factor

1 2

10 .786 .224
9 .763 .221

11 .760 .286
12 .741 .391

8 .684 .375
13 .662 .284
20 .434 .708
19 .131 .677
17 .272 .384

From Table 4.4, it can be seen that all the retained items now met the 
criteria that were stated earlier. In the new structure, factor 1 consisted 
of six items and factor 2 of three items. Factor 2 was made up of items 
that were included in the independent thinking dimension of the origi-
nal measurement model and this factor was retained as independent 
thinking. Items 8, 9, 10 and 13 from the original active engagement 
dimension and items 11 and 1 from the original independent thinking 
dimension formed factor 1. These items focused on independent actions, 
doing more than was expected, championing new ideas, and helping 
colleagues. The items highlighted the notion of stepping forward and 
acting independently. This was conceptually distinct from the indepen-
dent thinking dimension that was more focused on challenging the 
leader and asserting own views. The factor was therefore named ‘initia-
tive’. The new followership measure had a Cronbach’s alpha of .793 for 
the total scale, and .872 (initiative) and .591 (independent thinking) for 
the respective subscales. The revised followership measure indicated 
acceptable fit indices (refer to the fit statistics for followership revised in 
Table 4.1). The instrument was used in its revalidated form in further 
analyses in this study.

In relation to the first aim of the study, the results presented indicate 
that the ALQ and PCQ can be regarded as measuring equivalent to the 
original structure of the instruments when applied to the present large 
South African sample. Kelley’s followership measure had to be modified 
to be used in further analysis as the original factor structure of the instru-
ment could not be duplicated in this study.
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In pursuance of the second aim of the study, the bivariate relation-
ships between the three constructs (authentic leadership, PsyCap, and 
followership) and their dimensions were calculated by means of Pearson 
product-moment correlation. The correlation results are shown in 
Table 4.5.

In Table 4.5, it can be seen that the scale scores of authentic leadership 
and PsyCap correlated with each other (r = .34), representing a common 
variance of 11.56% between the variables. This is regarded as a low cor-
relation, indicating a small relationship. The correlations between the 
subscales of the ALQ and the subscales of the PCQ, varying between .13 
and .35 (between 3.9% and 12.25% common variance) are regarded as 
negligible to low relationships. The same can be said of the relationships 
between the total score on ALQ and the subscales of the PCQ.

It was concluded that the relationships between the scores on the ALQ 
and on the PCQ are not strong, but can be described as definite, but 
small. Next, a multiple regression analysis was performed to establish the 
proportion of variance in PsyCap that was explained by the authentic 
leadership dimensions.

Table 4.6 indicates that the dimensions of authentic leadership 
explain a combined 11% of the variance in the total PsyCap score 
(R2  =  .11, F(4, 642)  =  20.55, p  <  .01). When consulting the beta 

Table 4.5  Results of correlational analysis between the dimensions of authentic 
leadership and PsyCap (N = 647)

Variable 1 2 3 4 5 6 7 8 9

Authentic leadership
     1. Transparency ––
     2. Moral/ethical .78 ––
     3. Balanced processing .75 .78 ––
     4. Self-awareness .80 .76 .82 ––
     5. Authentic leadership total .92 .90 .90 .93 ––
PsyCap
     6. Efficacy .35 .31 .29 .30 .34 ––
     7. Hope .24 .20 .19 .24 .24 .59 ––
     8. Resilience .13 .16 .16 .13 .16 .44 .49 ––
     9. Optimism .30 .30 .27 .29 .32 .49 .56 .46 ––
     10. PsyCap total .32 .31 .29 .30 .34 .79 .84 .74 .80
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coefficients, it can be seen that only the transparency dimension of 
authentic leadership (β = .09) explains a unique statistically significant 
proportion of the variance in PsyCap (at the p < .05 level).

The bivariate correlations between the scores on the ALQ and the 
Kelley followership instrument and their subscales are shown in Table 4.7.

From Table 4.7, it can be seen that the scale and subscale scores of 
followership and authentic leadership had negligible relationships with 
each other. This was confirmed in the multiple regression analysis 
reported in Table  4.8, which indicated that the authentic leadership 
dimensions explained only 1% of the variance in followership. The 
explained variance was not statistically significant. Only the moral/
ethical dimension of authentic leadership had a significant beta weight 
(β = .132) at the p < .05 level.

Table 4.6  Results of multiple regression analysis with PsyCap total as dependent 
variable

Independent variables β SE β t p R R2

(Constant) 4.37 .07 61.41 .00 .34 .11
Transparency .09 .04 2.19 .03
Moral/ethical .06 .04 1.62 .11
Balanced processing .02 .04 .40 .69
Self-awareness .04 .04 1.04 .30

F(4, 642) = 20.55; p < .01; std error of estimate: .482

Note. SE standard error

Table 4.7  Results of correlational analysis between the dimensions of authentic 
leadership and followership (N = 647)

Variable 11 22 33 44 55 66 77

Authentic leadership
     1. Transparency ––
     2. Moral/ethical .78 ––
     3. Balanced processing .74 .78 ––
     4. Self-awareness .80 .76 .82 ––
     5. Authentic leadership total .92 .90 .90 .93 ––
Followership
     6. Initiative .05 .08 .06 .06 .07 ––
     7. Independent thinking .01 .05 .01 .01 .01 .35 ––
     8. Followership total .03 .08 .04 .05 .05 .87 .76

Note. Italicised correlations are not statistically significant at the .01 level. 
Underlined correlations are statistically significant at the .05 level
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The third aim of the study was to determine whether respondents from 
different demographic and biographic groups differed in their assessments 
of the levels of authentic leadership displayed by their superiors. One-
way analysis of variance (ANOVA) and product-moment correlation was 
used as an appropriate means to determine whether such relationships 
existed. No relationships were found between the scores of occupational 
groups, educational levels, and English proficiency, on one hand, and 
ALQ total and subscale scores, on the other.

As indicated in Table 4.9, a significant difference was found between 
the scores of the two gender groups on the balanced processing subscale 
of the ALQ. Male respondents perceived their managers as having higher 
scores on this subscale.

Furthermore, as indicated in Table 4.10, male managers were perceived 
by the respondents as displaying higher levels of transparency, balanced 
processing, and self-awareness than female managers.

Table 4.8  Results of multiple regression analysis with followership total as 
dependent variable

Independent variables β SE β t p R R2

(Constant) 4.506 .108 41.753 .000 .09 .01
Transparency −.069 .061 −1.130 .259
Moral/ethical .132 .060 2.210 .027
Balanced processing −.041 .058 −.711 .477
Self-awareness .025 .057 .430 .667

F(4, 642) = 1.583; p = .177; std error of estimate: .731

Note. SE standard error

Table 4.9  Results of the t-tests for gender differences for the authentic leadership 
variable

Dimensions

M

t df p Cohen’s dMale Female

Transparency 2.94 2.74 2.45 645 .57
Moral/ethical 3.15 2.99 1.90 645 .92
Balanced processing 3.05 2.70 4.44 282.99 .00 .44
Self-awareness 2.78 2.54 2.51 645 .06
Authentic leadership total 2.97 2.75 2.88 645 .46

Note. df degree of freedom
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No significant correlation was found between the age of respondents 
and ALQ scale or subscale scores allocated to their managers. These find-
ings should be interpreted with care, as the large sample will tend to 
increase the number of significant differences and correlations.

�Discussion

�Discussion Relating to the Measurement Equivalence 
of the Measurement Instruments

The reliability coefficients of the ALQ and dimensions in this study are 
aligned with the results from previous studies. The internal reliability of 
the composite ALQ measure was high at α = .953, with the coefficients 
for the dimensions ranging between .810 and .904. In a South African 
study, Roux (2010) reported α = .92 for the composite ALQ, and coeffi-
cients for the dimensions ranging from .69 (balanced processing) to .85 
(self-awareness).

It may be concluded that the ALQ shows configural equivalence 
between the original instrument and the South African healthcare indus-
try sample used in this study. This is consistent with the findings of Kotzé 
and Nel (2015) and Stander et al. (2015). Nonetheless, the lack of evi-
dence for configural equivalence found by Munyaka (2012) needs to be 
taken into account. The ALQ has not been extensively used in South 
Africa, and further studies should include validation of the construct 

Table 4.10  Results of the t-tests for manager’s gender differences on the authentic 
leadership variable

Dimensions

M

t df p Cohen’s dMale Female

Transparency 2.90 2.70 2.92 623 .01 .23
Moral/ethical 3.14 2.95 2.78 645 .70
Balanced processing 2.94 2.66 3.93 631 .00 .31
Self-awareness 2.71 2.51 2.54 621 .04 .20
Authentic leadership total 2.92 2.71 3.21 645 .10

Note. df degree of freedom
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until such time as its factor structure can be repeatedly confirmed in the 
South African context. Furthermore, qualitative approaches should be 
used to truly understand leadership authenticity from the multicultural 
South African perspective. It may be found that South Africans attribute 
more characteristics to authentic leaders, such as those that have been 
found in another African country, namely Ghana (Owusu-Bempah, 
2012: 39), examples being ‘god-fearing’ and ‘objectivity and justice’. 
Similarly, the predominant traditional leadership prototype of males may 
lead to the addition of further male-specific authentic leadership charac-
teristics in the South African context, or to a decrease in focus on charac-
teristics such as transparency (which is viewed by some as a weakness).

The results indicate that the PCQ measurement instrument can confi-
dently be used in the South African context owing to the good fit of the 
sample data on the original structure of the instrument. The PCQ measur-
ing the respondents’ levels of PsyCap maintained its original four-dimensional 
factor structure (Luthans et al., 2007) in this study. This is consistent with 
international findings (Avey, Wernsing, & Luthans, 2008; Caza et al., 2010), 
as well as South African findings (Görgens-Ekermans & Herbert, 2013; 
Simons & Buitendach, 2013). The results of the reliability analysis were in 
agreement with the analyses reported in US and non-US samples.

The followership instrument, as developed by Kelley (1992), consists 
of a two-factor structure with the dimensions of active engagement and 
independent critical thinking. In this study, a two-dimensional factor 
structure was found for the instrument. EFA advocated the loss of 11 of 
the 20 items of the questionnaire. Furthermore, responses of the mem-
bers of the sample did not yield the factors as presented in the original 
factor structure. Therefore, one of the factors was renamed ‘initiative’ to 
describe the themes of doing more than is expected, championing new 
ideas, and helping colleagues. The new factor structure still included the 
minimum number of items (i.e. three or more items per dimension). The 
newly conceptualised factor structure did demonstrate acceptable fit sta-
tistics for the sample.

As an organisational consultant and facilitator, Kelley administered the 
followership instrument to large numbers of convenience samples 
(VanDoren, 1998). VanDoren (1998) reported personal communication 
with Kelley during which Kelley indicated that the questionnaire was 
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developed for exploratory purposes. Hence, there is a need to determine 
the reliability and validity of the instrument.

This study attempted to validate Kelley’s (1992) followership instru-
ment by not only utilising EFA as per previous research but also confirm-
ing the factor structure with CFA. An interpretable factor structure was 
found that demonstrated acceptable levels of fit for the healthcare indus-
try sample. However, more than half of the items were deleted, and there-
fore the original factor structure of the instrument could not be confirmed. 
Schein (2015) warns against measuring complex constructs that may not 
be fully understood with only a limited number of items. Hence, it 
appears that the followership instrument would need to reconceptualise 
the construct and its dimensions to clearly discern followership behav-
iour from follower affect and attitude. This also suggests a need—in rela-
tion to authentic leadership research—for an authentic followership 
questionnaire to be developed.

�Discussion Relating to the Correlates 
of Authentic Leadership

Avolio et al. (2004) suggested that authentic leadership is linked to fol-
lowers’ attitudes and behaviours. Empirical research has confirmed this 
link, and statistically significant relationships between authentic 
leadership and PsyCap have been reported (Avolio & Luthans, 2006; 
Avolio et al., 2004; Caza et al., 2010). With regard to the sequential rela-
tionship between authentic leadership and PsyCap, standardised path 
coefficients were reported for the structural equation models as .67 (Rego 
et al., 2012) and .37 (Amunkete & Rothmann, 2015).

The findings of this study confirm the reported relationship between 
authentic leadership and PsyCap. The correlation coefficient (r = .34) 
indicated a small, statistically significant correlation. The relation-
ships between the dimensions of the variables mostly fell within the 
low correlation category (r = .13 to .34). Furthermore, the dimensions 
of authentic leadership explained a combined 11% of the variance in 
PsyCap, with transparency explaining the biggest proportion of the 
variance. Munyaka (2012) reported that 20.4% of the variance in 
PsyCap was explained by authentic leadership.
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The results of this study indicated that authentic leadership and the 
measure of followership were not associated at the p < .01 level. The slight 
variance explained in followership was as a result of the moral/ethical 
dimension of authentic leadership behaviour. This is consistent with 
Sergiovanni’s (1992) view that the moral component of leadership brings 
out the best in followers. As the sample size of this study is quite large, 
correlation coefficients smaller than 0.20, such as those found between 
authentic leadership and followership, were not considered to have useful 
statistical or practical significance.

Conceptually, it can be expected that there would be a relationship 
between leadership and followership behaviour. George (2003) stated 
that followers who are led by authentic leaders feel more empowered 
and take greater ownership of their work—both behaviours that are 
seen as part of exemplary followership. However, authors have suggested 
that specific leadership styles may be more effective for some followers 
than others (Conger & Kanungo, 1998; Pillai & Meindl, 1998) and 
hence, the follower’s characteristics would act as a moderator of the 
influence of the leader. On the other hand, Zhu et al. (2009) found that 
the perceptions of the qualities, attributes, and characteristics of follow-
ers by the leader and the follower may have an impact on the effective-
ness of leadership.

This study, quite contrarily, found no support for the statement of 
Avolio et al. (2004) that authentic leadership is linked to the followers’ 
attitudes and behaviours. There may be various explanations for this 
finding, possibly including the impact of the follower characteristics 
on the followers’ perceptions of authentic leadership (Leroy, Anseel, 
Gardner, & Sels, 2015; Shamir, 2007), the situational context in which 
authentic leadership behaviours are displayed (Avolio et  al., 2004; 
Chan et al., 2005) or personal and social identification with the leader 
(Snyder, Irving, & Anderson, 1991). Furthermore, the absence of a 
significant association between authentic leadership and followership 
may also be attributed to the conceptualisation of the followership 
construct and instrument. Further studies utilising different conceptu-
alisations of followership may need to be conducted to examine this 
finding further.
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�Discussion Relating to the Biographical 
and Demographic Differences Relating 
to Authentic Leadership

With respect to age, tenure in the organisation and working experience, 
this study found no relationship with perceived authentic leadership 
behaviour. There was also no significant relationship between the respon-
dents’ reporting period to their current manager and their perceptions of 
the manager’s authentic leadership behaviours.

With regard to gender, male respondents perceived a higher level of 
balanced processing behaviour in their leaders than did female respon-
dents. Stereotypical perceptions of men include that they value objectiv-
ity and rational, thoughtful perspectives. It may therefore be that men are 
more aware of the leader’s balanced processing abilities and place more 
value on these abilities than females do, and therefore would provide a 
higher rating for this dimension. Another noteworthy finding is that 
male leaders were rated by the respondents as having higher levels of 
transparency, balanced processing, and self-awareness. Where male lead-
ers were found to display higher levels of authentic leadership behaviours, 
the finding may have been influenced by South African cultural values 
that tend to value the male role and masculinity in leadership slightly 
more than the female role (Booysen & Van Wyk, 2008).

�Limitations of the Study

The respondents were from only one organisation and answered the 
questionnaire at one point in time. The cross-sectional nature of the 
data therefore limited the causal inferences that could be made about 
the relationships between the variables. For that reason, these rela-
tionships remained exploratory and could be studied further with 
repeated measures, including other latent variables such as peer 
reports, or longitudinal research designs. As the research question-
naire included in excess of 60 items, mono-method response bias may 
have influenced the participant reactions. The researchers endeav-
oured to limit this by including reverse-scored items. In addition, as 
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recommended by Podsakoff, MacKenzie, Lee, and Podsakoff (2003), 
the data analysis included an EFA to determine how the items group 
together. The relatively normal distributions of the data and relatively 
different distribution of the responses obtained to the different ques-
tionnaires also suggest that response bias may have been limited.

�Conclusion

In South African organisations, new ways of thinking and manage-
ment are needed to assist in creating healthy and productive environ-
ments for employees (Du Plessis & Barkhuizen, 2011; Luthans, Van 
Wyk, & Walumbwa, 2004). This study provides an understanding of 
the relationship between authentic leadership and followership behav-
iours, a first for South African research. This relationship has not been 
explored before and hence, the finding that there is only a slight rela-
tionship between these two variables offers opportunities for further 
research.

The results of this study indicated that the followership construct and 
instrument, as conceptualised by Kelley (1988, 1992), may not be a fully 
reliable and valid measure of followership behaviour in the workplace. 
When the items of the followership instrument were subjected to an 
informal expert review, the experts perceived that the instruments mea-
sured components of initiative, personality factors, proactivity, critical 
thinking and other behaviours. However, it was not clear to the experts 
how these components linked together to accurately describe follower-
ship behaviours in the workplace.

With regard to the differences in authentic leadership based on bio-
graphical and demographic variables, this study found only slight dif-
ferences. The slight differences can be interpreted to be consistent with 
the male-oriented leadership culture in South Africa. However, these 
differences can be explored in further studies in relation to personality 
and cultural factors. This can be especially valuable in South Africa and 
multicultural international organisations.
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5
A Model for Positive Leadership 

in Argentinean Firms

Lucas Monzani

Two hundred years after its birth as a nation, Argentina is still a fascinat-
ing enigma for leadership and management scholars worldwide. Argentina 
has the 10th largest territory in the world, vast fertile lands and large 
reserves of strategic natural resources. However, for the past hundred 
years, Argentina has been entrapped in a vicious cycle of economic col-
lapse and recovery, which prevented this nation from sustaining veritable 
growth. Is Argentina truly ‘doomed to succeed’, or does such cyclic fail-
ure just provide evidence of destructive leadership practices?

In this chapter, I will attempt an answer by applying recent develop-
ments in leadership theory to the Argentinean context. It is important to 
signal from the very start of this chapter one major caveat emptor; quan-
titative empirical research regarding leadership in Argentinean organisa-
tions is almost non-existent. Excluding some noteworthy exceptions 
(Omar & Salessi, 2016; Perugini, Laura, & Solano, 2013), Argentinean 
management scholars seem apathetic towards evidence-based manage-
ment. Gantman and Fernández Rodríguez’s (2008) review states that 
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management scholars treat leadership as a somewhat trivial matter for 
organisations, and more appropriate for other social disciplines such as 
sociology and political science. My own review of the authentic leader-
ship literature in Argentina agrees with Gantman and Fernández 
Rodríguez’s (2008) conclusion. Not surprisingly, the studies that emerged 
from my literature review rely heavily on Weber’s (1924) conceptualisa-
tion of charisma to explore, qualitatively, the attributes of both historical 
and contemporary political leaders such as Juan Manual de Rosas (Operé, 
2010), Juan Domingo Peron (Decarli, 2015) and Ricardo Alfonsin 
(González, 1986). Similarly, Raigoza (2014) recently deconstructed the 
leadership style of former presidents Nestor and Cristina (Fernandez de) 
Kirchner. Furthermore, there are virtually no scholarly works aimed at 
organisational leadership in Argentinean firms. Thus, this chapter seeks 
to understand organisational leadership in Argentina and also provide 
Argentinean management scholars with a framework that guides future 
empirical research.

Given the importance that Argentinean scholars paid to leader cha-
risma, in this chapter I will unpack charismatic leadership in Argentina, 
using both pseudo- and authentic transformational leadership theories 
(Barling, Christie, & Turner, 2008; Bass & Steidlmeier, 1999). Moreover, 
I propose as the main thesis of this chapter that in the past 70  years, 
Argentinean leadership has been ‘intoxicated with power’ (Owen & 
Davidson, 2009). To support this thesis, I will draw from Padilla, Hogan, 
and Kaiser’s (2007) ‘toxic triangle’ model, which consists of a conductive 
environment, destructive leaders, and susceptible followers. As antithesis, 
I will present the model of positive leadership developed by Monzani, 
Braun, and van Dick (2016) to propose a more positive leadership alter-
native adjusted to Argentinean context. The main idea behind Monzani 
et al.’s model is that authentic transformational leadership occurs when 
three ‘spheres of virtue’ overlap (i.e., personal, relational and organisa-
tional spheres). Thus, by opposing vice with virtue, I hope to give 
Argentinean leaders new insights on how to break the vicious cycle that 
keeps Argentina struggling with itself.

In this chapter, I first describe the Argentinean business ecosystem and 
how it is conductive for corporate Machiavellianism (Marshall, Baden, & 
Guidi, 2013). Second, I illustrate Argentinean destructive leadership in 
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both public and private organisations. In Argentina, corporate and politi-
cal life are so entangled that very frequently we find corporate leaders 
running for office to advance their corporate agenda, or political leaders 
who rely on frontmen to build conglomerates while in power to retain 
influence after they leave office (Losada, 2007). I shall adopt a neutral 
political view to describe the pseudo-transformational behaviours of two 
former presidents: Carlos Saul Menem and Cristina (Fernandez de) 
Kirchner and their respective ‘frontmen’ (Alfredo Yabrán and Lazaro Baez, 
respectively). Third, I will use insights from ‘the romance of leadership’ 
framework (Meindl, Ehrlich, & Dukerich, 1985) and Identity Leadership 
theory (Haslam, Reicher, & Platow, 2011; Steffens et al., 2014) to theo-
rise further about the susceptibility of the Argentinean population to such 
destructive leadership. I will conclude by applying Monzani et al.’s model 
of positive leadership to Argentina’s business context.

�Argentina: A Conductive Environment 
for Corporate Machiavellianism

‘We are doomed to succeed’ – Eduardo Duhalde (2009)

Marshall et  al.’s (2013) notion of corporate Machiavellianism explains 
well the collective behaviour of key economic and political actors in the 
Argentinean context. In short, I define corporate Machiavellianism as the 
use of unethical means to attain a priori legitimate outcomes such as 
increasing corporate profits or protecting worker’s rights. Corporate 
Machiavellianism is not limited to business corporations but includes 
other corporations as well, such as political parties and trade unions. Some 
examples of corporate Machiavellianism involve firms bribing govern-
mental officials to become state contractors, fiscal evasion or even abusing 
a dominant market position to impose leonine fees on its customers. 
Examples of corporate Machiavellianism in trade unions involve using the 
threat of national strikes to impose a union’s unilateral terms in a collective 
agreement, or even to encourage union members to engage in counterpro-
ductive work behaviours (e.g. sabotage, voluntary absenteeism, workplace 
bullying, or abusive supervision towards non-union members).
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Unlike the United States, where the private sector operates with relative 
independence from the federal government, in several occasions through-
out its history, the Argentinean federal government assumed a de facto 
role in the corporate governance of private firms. Such state intervention-
ism occurred regardless of the government’s political orientation, or even 
whether the government was democratically elected, or rose to power 
through a coup d’état. The latest episode of state interventionism occurred 
in 2008, as a result of a forced nationalisation of Argentine’s private pen-
sion funds. Such funds held a significant volume of stock options in 
Argentina’s largest firms as part of their investment portfolio. By seizing 
control of the pension funds, Cristina Kirchner exploited a legal loophole 
that enabled her administration to place ‘representatives’ on these compa-
nies’ boards. Although per official discourse such representatives were 
there to hold ‘corporate greed’ in check, the opposing political factions 
referred to such representatives as glorified political commissaries with no 
real leadership expertise. Macroeconomic data for the period 2007–2015 
show that this policy of state intromission in Argentinean firms pro-
foundly harmed Argentina’s industry and dynamited its business climate. 
Industrial production rates fell drastically and so did the volume of 
exported goods (Carmo, 2012). In turn, such reduction in exported goods 
decreased Argentina’s central bank’s strategic reserves (USD), unleashing a 
rampant inflationary spiral that devaluated Argentina’s currency, which is 
still uncontrolled. It is to be noted, however, that Argentina’s prior experi-
ments with ‘free market’ policies (Friedman, 1962) did not result in sus-
tainable growth, nor a spillover of wealth. Whenever unchecked, 
Argentina’s largest firms turn to corporate Machiavellianism to increase 
their profit margins, at the expense of workers, and even its customers.

Another key difference from the United States, in which worker’s 
unions are relatively independent of each other, is that Argentina’s worker 
representation is centralised in the ‘Confederación General del Trabajo’ 
(or CGT). The CGT, in theory, exists to coordinate workers’ demands 
across sectors and increase workers’ collective bargaining power against 
management. Although its mandate resembles other national trade 
unions worldwide, the CGT is a powerful actor in Argentina’s political 
ecosystem, with an agenda that exceeds labour relations and spills over 
into the political arena (Natalucci, 2015). The CGT’s narrative sees this 
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corporation as ‘the backbone’ of the Peronist party (i.e. a party originally 
committed to protecting workers’ rights). Ironically, during the past 
30  years, the CGT’s collective leadership behaviours can be truthfully 
described as ‘lacking a backbone’, as CGT’s leadership compromised 
with whomever necessary to protect their selfish interests. For example, 
in the early 1990s, CGT’s leadership forged an alliance with Carlos 
Menem (1989–1999), a neoliberalist president (Smith, 1991). The CGT 
remained idle throughout Menem’s presidency, taking no collective 
action against a systematic erosion of workers’ quality of work life (Fair, 
2008). Similarly, CGT’s leadership remained inactive during the positive 
economic cycle of Nestor Kirchner’s term, but became increasingly active 
during Cristina Kirchner’s presidency, when an impoverished administra-
tion was unable to appease its demands (Natalucci, 2015).

I posit that the unique context in which Argentinean firms operate, such 
as the frequent state interventions in private firms and the CGT’s political 
manoeuvring, fosters a transaction-oriented culture (Burns, 1978; Bass & 
Avolio, 1994). In theory, under a transaction-oriented culture, economic 
actors (e.g., firm owners) seek to establish rational negotiations with other 
actors (e.g. workers, trade unions, the federal government) to negotiate the 
contributions of each actor to a common goal and a fair share of the 
rewards (Bass, 1985). Although a transactional culture in not a negative 
thing per se, whenever actors rely on corporate Machiavellianism to maxi-
mise their benefits by any means necessary, a climate of mutual mistrust 
will emerge. Thus, in such a climate of mistrust, organisational leaders 
(e.g., firm owners) are likely to assume that their followers are lazy, only 
motivated by rewards, and in need of constant vigilance. Similarly, in this 
climate of mistrust, workers are likely to assume that management only 
cares for selfishly seizing ‘the surplus value’ of their work. Whereas workers 
need to rely on collective action to protect their interests, if collective action 
is orchestrated by agencies that rely on corporate Machiavellianism to 
impose their political agenda, such as the CGT, everybody loses. Workers 
become a ‘means to an end’ and organisational leaders must bear unsus-
tainable labour costs, increasing the mistrust between parties. Moreover, 
throughout Argentinean history, this climate of mistrust between organisa-
tional leaders and their followers enabled political leaders to use charisma 
to polarise such factions (the ‘us vs. them’ effect). Because such  
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abuse of charisma can result in many different outcomes for their followers 
and society at large (Howell & Shamir, 2005), in recent years, leadership 
scholars raised concerns about the importance of distinguishing between 
positive forms of charismatic leadership (socialised charismatic, authentic 
transformational) and destructive charismatic leadership (personalised 
charismatic, pseudo-transformational; Barling et  al., 2008; Bass & 
Steidlmeier, 1999). Although positive leaders utilise charisma to align their 
interests and their followers, destructive leaders use their charisma to 
exploit their followers’ fears, highlighting ideological differences between 
actors, increasing their mutual mistrust.

�Destructive Leadership in Argentina

Pseudo-transformational leaders use their charisma to impose their will 
on the followers and advance their self-serving agendas. More precisely, 
instead of embodying virtuous, pro-social values in their leadership 
behaviours, most pseudo-transformational leaders share the primary aspi-
ration to become personal idols. Although pseudo-transformational lead-
ers can be extremely inspiring to some of their supporters, such leadership 
inevitably has destructive consequences for the organisations (or coun-
tries) they lead. Thus, by the use of deceit and emotional manipulation, 
and also fear and intimidation, these pseudo-transformational leaders 
pursue the satisfaction of selfish needs instead of caring for the needs of 
the followers, or serving the common good (Barling et al., 2008).

Carlos Saul Menem’s presidency (1989–1999) exemplifies well a neo-
liberal pseudo-transformational leadership. Menem’s campaign slogan 
contained several promises that portrayed him as a messianic leader 
(Lasso, 2008). Menem invited voters ‘to follow him as he would not dis-
appoint' in leading them toward ‘a revolution of productivity that signifi-
cantly increases workers’ wages’ (Fair, 2008, p. 2). Once Menem rose to 
power, his administration quickly abandoned such promises and adopted 
Friedman’s (1962) ideas by privatising virtually all state-owned compa-
nies, most of which, although extremely inefficient, provided affordable 
public services to society’s marginal sectors (e.g., water, electricity, rail-
roads, telecommunication). Furthermore, Menem’s administration 
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invited large multinational corporations to invest in Argentina, promis-
ing a de-regularised market with little or no state oversight (Treisman, 
2003). During Menem’s presidency, corporate Machiavellianism (as 
defined above) was commonplace in Argentinean private firms. Either by 
choice or calculated inaction, Menem’s leadership allowed both local and 
multinational organisations to take advantage of Argentina’s dire eco-
nomic context and use it to severely erode workers’ labour conditions 
(e.g., reduction in salaries, undocumented labour contracts, unpaid 
extra-time). Similarly, instead of using Argentina’s strategic reserves to 
reinforce the local industry and protect it against the rising Asian giants, 
Menem’s foreign trade policies enabled industrial dumping. In short, 
Menem’s presidency was destructive as his calculated inaction led to an 
economic, political and even social meltdown that reached critical mass 
in 2001, once Menem had already left office (Carranza, 2005).

Although several Argentinean businessmen illegally benefitted from a 
‘friendship’ with Carlos Saul Menem, Alfredo Yabrán was his biggest ally 
in Argentina’s corporate environment. Yabrán was an obscure business-
man whose fortune skyrocketed during Menem’s administration. 
Operating within the shadows, Yabrán acquired many of the publicly 
owned firms that Menem privatised, such as the national mail system, 
which earned him the name of ‘the postman’ among Argentinean busi-
nessmen. Anecdotal accounts affirm that he exerted a highly personalised 
leadership, ruling his holdings through fear and intimidation. For exam-
ple, the journalist who first exposed Yabrán’s image, in an investigative 
article that denounced his illegal dealings with the state, was found dead 
shortly after the article was published. Ironically, a few months after 
Yabrán was declared as the main suspect in the journalist’s murder case, 
Yabrán’s body was found dead in very dubious circumstances.

The pseudo-transformational leadership of Cristina (Fernandez de) 
Kirchner (2007–2011; 2011–2015) is a paradigmatic case of neo-populism 
(Piva, 2013). Her husband, Nestor Kirchner, rose to power following 
Argentina’s 2001 meltdown and ruled from 2003 to 2007. After his death, 
Cristina Kirchner followed him in office for the next two terms. Her 
administration continued and extended her late husband’s policies. Both 
Nestor and Cristina Kirchner’s campaign slogan gravitated around ‘devel-
oping a productive matrix that fosters social inclusion and redistribution 
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of wealth’ (Messina, 2012, p. 77). However, the macroeconomic indica-
tors for 2012 (one year after her first term concluded) showed that by the 
end of Cristina Kirchner’s first term (2007–2011), Argentina had a steady 
increase in inflation and showed clear indicators of declining industrial 
activity (Trombetta, 2012). In other words, similarly to Carlos Menem, 
Nestor and Cristina Kirchner did the exact opposite of what they prom-
ised voters during their presidential campaign. Instead of fostering an 
‘inclusive, productive matrix’, her administration centralised Argentina’s 
economic activity, illegally benefitting a close group of businessmen, in 
what was termed by the opposition as ‘friend-oriented capitalism’. 
However, unlike Carlos Menem’s manipulative destructive style which 
minimised open conflict with other actors, Cristina Kirchner’s govern-
ment fostered a narrative of open aggression and hatred against anyone 
who opposed her world views. Such ideological persecution was executed 
by both the mainstream media (owned by her close colluders) and state 
agencies, using the ‘us vs. them’ effect to polarise the Argentinean society.

As Carlos Menem had, Nestor and Cristina Kirchner had a number of 
‘aligned’ businessmen, but their closest corporate counterpart was Lazaro 
Baez. As it occurred with Yabrán, Baez’s fortune grew exponentially dur-
ing the different Kirchner administrations, making him one of Argentina’s 
richest men to date. Baez benefitted from numerous construction con-
tracts funded by taxpayers’ money, on many of which he never delivered. 
Again, witness accounts of an on-going investigation state that Baez’s 
destructive style involves using intimidation, threats and coercion towards 
their competitors, to the extent of forcing them out of business, or even 
to sell them their firms to him at a vile price per share.

To summarise, although the charisma of both Carlos Menem and 
Cristina Kirchner were undeniable, so was their destructive effect on the 
Argentinean society. Instead of using their charm and high levels of pop-
ular support to elevate the Argentinean society, both leaders chose to 
advance their personal agenda. Furthermore, instead of generating a sense 
of national identity that reconciled two opposing factions as Nelson 
Mandela did in South Africa (Crossan, Mazutis, Seijts, & Gandz, 2013; 
Haslam et al., 2011), Cristina Kirchner’s legacy is an even more divided, 
polarised and violent society. Such destructive leadership deeply affected 
Argentinean organisational life. The disregard for the law of both Menem 
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and Kirchner and their colluders placed firm owners and organisational 
leaders between a ‘rock and a hard place’; to survive in such a toxic busi-
ness ecosystem, large numbers of otherwise honest firm owners had to 
either choose to ‘play ball’ or choose to go out of business.

�Argentineans as Susceptible Followers

Padilla et al. (2007) distinguish two types of susceptible followers, con-
formers and colluders. Conformers comply with destructive leaders out of 
fear or necessity, whereas the colluders actively participate in their leaders’ 
destructive agenda. These two categories describe well the behavioural 
style of a vast number of the Argentinean population whenever a destruc-
tive leader was in power.

The three elements that characterise conformers are unmet basic needs, 
negative self-evaluations and psychological immaturity (Padilla et al., 2007). 
Unfortunately, before, during and after both Menem’s and Kirchner’s admin-
istration, a large majority of the Argentinean population remained under the 
poverty line, which means living with unmet basic needs on a permanent 
basis (i.e., high situational constraints, Becker, 1960). Living and growing in 
such a context of poverty will most likely result in negative core self-evalua-
tions (Judge, Locke, Durham, & Kluger, 1998). Thus, instead of demand-
ing veritable work opportunities, many Argentinean citizens settled with 
receiving material rewards (e.g., unemployment benefit plans) in exchange 
for their vote (an illegal form of vote buying, or clientelism; Brusco, 
Nazareno, & Stokes, 2004). For example, because the 1989 hyperinflation 
crisis devastated Argentina’s poor and middle-class wealth, these sectors were 
thrilled to turn a blind eye to Menem’s corrupt administration, as long as 
they enjoyed the spoils of an artificial, unsustainable exchange rate. Ten years 
later, a favourable global context for commodities allowed Kirchner’s admin-
istration to implement welfare policies aimed at the most vulnerable sectors 
of Argentinean society (Pérez & Natalucci, 2010). Argentinean conformers 
showed their low maturity by entering a spending spree, drawing heavily on 
credit to live above their means, without considering the severe deprivation 
that the Argentinean society suffered as a result of both 1989 hyperinfla
tion and the 2001 meltdowns. Although the government maintained  
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an artificially low US dollar, or provided unsustainable and dubious welfare 
benefits, conformers disengaged from the undeniably unethical behaviours 
of their pseudo-transformational leaders, providing enough leeway for cor-
porate Machiavellianism to emerge.

Padilla et al. (2007) describe the colluders as selfish, ambitious, and also 
committed to the values and world views of their destructive leaders. As 
followers, the colluders are much more destructive than conformers, 
because whereas conformers only passively suffer their destructive leaders, 
the colluders take action to advance their leaders’ agenda. Regarding ambi-
tion, during their time in power, Carlos Menem and Cristina Kirchner 
were surrounded by several colluders who profited significantly from the 
widespread corruption that characterised these two leaders’ administra-
tions. Some examples of Menem’s colluders involve former ministers Jose 
Luis Manzano (Economy), Carlos Vladimiro Corach (Chief of staff) and 
Alfredo Yabrán as the main laundering agent. Similarly, examples of 
Kirchner’s colluders involve former ministers Alex Kiciloff (Economy), 
Anibal Fernandez (Chief of staff), and Lazaro Baez as the main laundering 
agent. A distinctive trait of Kirchner’s colluders was the elevated degree of 
aggression towards opposing factions, best embodied individually by her 
minister of Commerce, Guillermo Moreno, and socially by some of the 
social movements aligned with her administration. Not surprisingly, the 
colluders tend to derail alongside their destructive leaders. For example, 
when Menem lost power, his control over Argentine’s supreme court weak-
ened (Carrio, 2001). As a result, several previously blocked investigations 
could move forward, eventually finding several of Menem’s colluders guilty 
of abusing taxpayers’ money, awarding public contracts to ‘friendly’ organ-
isations and illegally selling weapons to Ecuador, in a clear violation of a 
United Nations (UN) resolution. A decade later, Argentina’s Federal Justice 
is investigating Cristina Kirchner and all the colluders mentioned above for 
almost the same charges for which Menem and his functionaries were sen-
tenced (excluding the arms deals with Ecuador).

Despite the above accounts, the ‘toxic triangle model’ seems insuffi-
cient to explain why Menem’s and Cristina Kirchner’s conformers 
remained so loyal and obedient. I believe that such blind obedience could 
majorly result from what Meindl et al. (1985) termed as ‘the romance of 
leadership’. In short, the ‘romance of leadership’ is a strong and irrational 
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follower fascination with their charismatic leader, which in many aspects 
resembles the infatuation stage at the beginning of a romantic relation-
ship. When this phenomenon occurs, the followers tend to idealise their 
leaders and ignore their shortcomings, even when presented with clear 
evidence to the contrary  (Monzani, Ripoll & Peiro, 2012). Similarly, 
empirical studies regarding the social identity model of leadership 
(SIMOL; Hogg, 2001) showed that when a leader is seen by the group 
that he or she leads as representing, embodying and advancing the shared 
unique characteristics of such group, the group members will empower 
their leaders giving them a certain amount of leeway. Some examples of 
such leeway include being more tolerant when a leader fails to deliver on 
their promises (Giessner & van Knippenberg, 2008) or acute breaches of 
procedural justice (Ullrich, Christ, & van Dick, 2009). I propose that 
leaders with dubious moral standards, such as pseudo-transformational 
leaders, will abuse such empowerment and use them to advance their self-
ish agendas, which most likely will result in hubristic leadership behav-
iours (Owen & Davidson, 2009) and their downfall. Thus, I posit that 
when theorising about what leadership looks like in the Argentinean con-
text, the effect of leaders’ ‘identity work’ in their followers (Haslam et al., 
2011) should be taken into consideration alongside leaders’ authenticity.

�Rethinking Authentic Transformational 
Leadership for the Argentinean Context

If there is a victory in overcoming the enemy, there is a greater victory 
when a man overcomes himself. Jose de San Martin (1778–1850)

As Hofstede (1980) noted, when the context in which theory is applied 
differs drastically from where it was formulated, some adjustment is due. 
Thus, to ‘calibrate’ current leadership theories to the Argentinean con-
text, I introduce Monzani et al.’s (2016) model of positive leadership (see 
Fig. 5.1). This model integrates authentic leadership with other leader-
ship approaches such as leader–member exchange (LMX) and SIMOL 
(Graen & Uhl-Bien, 1995; Hogg, 2001), giving more importance to the 
followers and context (Haslam et al., 2011).
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The first concern of authentic transformational leaders should be to 
reshape three connected spheres of virtue (Monzani et al., 2016). These 
three spheres are the counterpoint to Padilla et al.’s (2007) toxic triangle, 
mainly authentic leaders, eudaemonic organisations, and self-determined 
followers. The main outcome of such positive leadership should be a 
more virtuous corporate governance (Monzani, Cameron, Crossan, & 
Wright, 2015). It is to be noted that this model seeks to explain positive 
organisational leadership and was not designed for political leadership. 
However, future scholars could extend Monzani et al.’s (2016) positive 
leadership model to the societal level.

Fig. 5.1  Monzani et al. (2016) model of positive leadership
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The first sphere of virtue refers to leaders, and it contains (but is not lim-
ited to) leader’s virtuous characteristics. For example, unlike pseudo-
transformational leaders, authentic transformational leaders are selfless and 
therefore use their idealised influence to mobilise followers towards pro-social 
goals aimed at ensuring the common good of the multiple stakeholders that 
compose an organisation (e.g. shareholders, employees, customers and soci-
ety; Davis et al., 1997). Instead of trying to become idols in their followers’ 
eyes, authentic transformational leaders focus on developing their close col-
laborators to bring the best out of them and prepare them to become leaders 
in the future (Gardner, Avolio, Luthans, May, & Walumbwa, 2005). As sug-
gested by LMX theory (Graen & Uhl-Bien, 1995), such growth-enhancing 
relations should not only impact the followers positively but also the leaders 
(Ilies, Morgeson, & Nahrgang, 2005). For example, some evidence suggests 
that authentic transformational leadership leads to reduced leaders’ work 
stress and higher satisfaction in the action of leading others (Lopez & Ramos, 
2015). Finally, as suggested by Sosik (2006), adopting an authentic transfor-
mational leadership style may be a pathway to the development of leader 
character (Crossan, Gandz, & Seijts, 2012) and its associated organisational 
performance outcomes (Seijts, Gandz, Crossan, & Reno, 2015).

The second sphere of virtue contains (but is not limited to) those employ-
ee’s individual characteristics that foster employees’ constructive work out-
comes (e.g., attitudes and behaviours). For example, trait authenticity (i.e., a 
psychological state expressing ownership of one’s actions and thoughts; 
Kernis, 2003) positively relates to employee’s self-determined behav-
iours (Ryan & Deci, 2001), such as employee voice (Knoll & Van Dick, 
2013). Because authenticity evidences optimal levels of self-esteem, unlike 
the conformers, the authentic followers do not depend on their leaders to 
feel good about themselves or satisfy their needs. The authentic followers 
voluntarily trust and comply with their authentic transformational leaders, 
because they agree with the leaders’ values, respect their ability, and acknowl-
edge their benevolence (Burke, Sims, Lazzara, & Salas, 2007). Hence, when-
ever the leader no longer represents, nor acts in coherence with the values of 
the authentic followers, the followers can consciously choose not to comply. 
In this way, power flows first from the followers to the leader (and not vice 
versa) and returns to them if the leader no longer represents their collective 
interests. Furthermore, cultivating authenticity through self-awareness  
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and reflection prevents the followers from becoming susceptible to destruc-
tive leaders. Authentic followership is then an essential element of the checks 
and balances that should exist in any organisation, even when allegedly 
authentic transformational leaders are in charge. As Lord Acton stated, the 
exercise of power corrupts (Sturm & Antonakis, 2015), and not all leaders 
may possess the necessary strength of character to resist such temptation 
(Sturm & Monzani, in press). If the leaders succumb, it is up to the authen-
tic followers to courageously ‘speak truth to power’ (Hsiung, 2011; Liu, 
Liao, & Wei, 2015) and refuse to conform to their pseudo-transformational 
leaders’ agenda.

The third sphere of virtue ‘Organisation’ comprises organisational-
level constructs, both human and non-human. Among the human ele-
ments, I include a participative organisational culture (Morrison, 2012) 
and an overall positive work climate (Walumbwa, Avolio, Gardner, 
Wernsing, & Peterson, 2007) at different levels of the organisational hier-
archy. Instead, I delimit as non-human factors those structural elements 
that ensure an adequate corporate governance, such as just policies and 
fair practices. As the non-human element of this model, a comprehensive 
body of fair policies and practices are essential to ensure that the organisa-
tion has mechanisms to prevent the rise of pseudo-transformational lead-
ers, or that good leaders ‘break bad’ as result of their followers’ conformity. 
Similarly, a just and fair system may prevent the followers from unethi-
cally advancing a pseudo-transformational agenda.

Our model also suggests that intersecting spaces connect these three 
spheres. For example, the organisational sphere of virtue connects with 
the employee and leader spheres of virtue through its culture and the 
values  (and rewards) that an organisation holds as important. In most 
organisations, values permeate day-to-day operations so that managers 
and employees at all levels of the organisation can easily connect and 
identify with them. The leader sphere of virtue also connects with both 
the employee and the organisation spheres of virtue, because authentic 
transformational leaders can not only reshape organisational culture and 
values but also trigger the followers’ authenticity through exemplary role 
modelling (Leroy, Anseel, Gardner, & Sels, 2015). Finally, the center 
space overlapping of all three spheres of virtue contains group-specific 
phenomena that foster excellent team performance (Cameron & Levine, 
2006). Some examples are team identification (Riketta & Van Dick, 
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2005), psychological safety climate (Edmondson, 1999) and a climate for 
authenticity (Grandey, Foo, Groth, & Goodwin, 2012) understood as a 
work atmosphere that enables employees to self-express by ‘speaking 
truth to power.’ In short, a climate for authenticity allows the followers to 
raise concerns safely to their supervisors without the fear of a backlash, or 
negative personal or professional consequences.

Emerging empirical evidence partially supports the proposed positive 
leadership model. On one hand, laboratory data show that the authentic 
leaders can self-regulate their behaviour to complement shortcomings in 
their followers’ individual differences and help them attain a more authentic 
way of functioning by activating their autotelic traits (Nakamura & 
Csikszentmihalyi, 2002). A laboratory experiment showed that if leaders 
adopt an authentic feedback style instead of a transactional style, they can 
significantly increase their followers’ performance and satisfaction, especially 
for those low in conscientiousness or emotional stability (Monzani, Ripoll, & 
Peiro, 2014b). Regarding attitudes, two complementary studies to the above 
reported that positive leader practices can elicit positive follower attitudes. 
For example, authentic leadership elicits a higher loyalty in the followers than 
transactional leadership, especially if the followers are less agreeable and extro-
verted (Monzani, Ripoll, & Peiro, 2014a). Similarly, if leaders adjust their 
goal setting type (directive vs. participative), they can increase their followers’ 
trust in leadership (Monzani, Ripoll, & Peiro, 2015). Although these studies 
were conducted in Spain (and not in Argentina), both countries share pro-
found cultural similarities, as Argentina was a former Spanish colony.

On the other hand, in a series of field experiments, authentic leader-
ship influenced both the leaders’ self-reported attitudes (organisational 
identification; Monzani, Hernandez Bark, van Dick, & Peiró, 2015) and 
the followers’ behaviours toward the collective in which they belong (e.g., 
exit, neglect, loyalty; Farrell, 1983; Hirschman, 1970). Such findings are 
important for this work, because when individuals identify strongly with 
their organisations, their sense of organisational membership becomes a 
valued aspect of their self-concept (Van Dick, 2001). For example, when 
authentic leadership was combined with the follower’s organisational 
identification, it negatively predicted withdrawal behaviours (see Monzani 
et al., 2016 for a detailed discussion of these findings). Unlike the prior 
studies, these field experiment studies were conducted in Germany, so it 
is unclear whether the results will generalise to the Argentinean context. 
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Undoubtedly, more future empirical research is needed to replicate and 
extend these findings within an Argentinean organisational setting.

�Extending Monzani’s et al. (2016) Model 
into the Political Arena

Finding political leaders who can evidence strength of character and vir-
tuous behaviours within the Argentinean context is extremely difficult, 
but not impossible. For example, many historians (national and foreign) 
agree that José de San Martín, one of Argentina’s founding fathers, was an 
authentic transformational leader. His positive influence not only gave 
Argentina its freedom but also spread throughout Latin America, to earn 
him the name of ‘The liberator of America’ (Lynch, 2009). San Martin 
evidenced character strengths such as transcendence, courage, and drive, 
and also temperance, humanity and humility throughout, and after the 
Argentinean independence war (Lynch, 2009). More important for this 
work is that the integrity of San Martin has stood the test of time, as he 
managed to deal with the political intrigues of his time and overcome 
multiple situational pressures, either inside the field of battle or outside 
it. Hopefully, the rediscovery of Argentina’s exemplar leader might inspire 
future political leaders to put the common good of the nation first, and 
remember they are only stewards of the res publica (the public goods of a 
nation). In the Argentinean political ecosystem, we would expect to find 
courageous followers in Argentina’s legislative bodies (the Congress and 
the Senate), as the Congress is seen by politicians at best as a platform to 
jump into the executive branch. Therefore, to act with virtue, the legisla-
tors of a given party should show courage and integrity, ‘speaking truth 
to power’, providing advice or eventually halting the selfish agenda of a 
destructive leader in the executive office. Within a true democratic and 
republican nation, as Argentina claims to be, such legislative representa-
tives should have some protection to do so. Similarly, an independent 
judicial system is paramount to ensure that the legislative branch does 
not collude with the executive branch. Finally, the Argentinean popula-
tion needs to embrace a culture of democratic participation, where diver-
gent thought is tolerated, analysed, and respectfully discussed.

  L. Monzani
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�Conclusion

In this chapter, I explored the vicious cycle that has entrapped Argentina 
for 200 years. I applied Padilla et al.’s (2007) toxic triangle model to illus-
trate how an environment tainted by corporate Machiavellianism, 
pseudo-transformational leadership, and both conforming and colluding 
followers kept Argentina from reaching its full potential as a nation. 
Although my theorising was targeted at the Argentinean context, I believe 
that Argentina is a paradigmatic case which may very well generalise into 
many other countries in which destructive leadership, under the mask of 
populism, is on the rise. In the second part, I presented a theoretical 
framework based on Monzani et al.’s (2016) model of positive leadership 
and extended it to the political arena. The positive leadership model 
results from connecting three spheres of virtue (authentic leaders, self-
determined followers and ethical corporate governance). I concluded the 
chapter by presenting empirical evidence that partially supports the 
model. However, more research is needed to test the model in an 
Argentinean context. Hopefully, this model will contribute to the struc-
turing of empirical research so that it meaningfully advances the 
conversation about Argentinean leadership; a discussion that Argentineans 
owe to themselves to flourish as a modern society.
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With globalisation and cultural diffusion, the study of cross-cultural 
leadership has become increasingly more important, as multi-cultural 
environments demand tailored communication and sensitivity to the val-
ues, beliefs, and preferences of followers. In this sense, as Bligh and Kohles 
(2014) note, leadership can be best understood as a “socially constructed 
interactional phenomenon through which certain individuals attempt to 
frame, define, or otherwise influence the reality of other individuals 
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across different contexts” (pp. 143–144). Such an understanding of lead-
ership suggests that cultural values, self-concepts, and situational factors 
can, and often do, affect leader–follower communication and the leader’s 
ability to shape the attitudes, motives, and behaviours of individuals. 
Thus, within culturally diverse groups, research shows that effective lead-
ership requires adaptive communication styles that match each member’s 
cultural expectations (Hanges, Aiken, Park, & Su, 2016).

Although many leadership theories address the ways in which leaders 
communicate and motivate followers (Avolio & Gardner, 2005), recent 
research on authentic transformational leadership provides new insight 
into how cultural contexts moderate the leader–follower relationship. 
Through the formation of a strong vision and collective goals, transforma-
tional leaders inspire followers to transcend their own needs and self-
interests for the good of the group. Researchers have identified four key 
dimensions of transformational leadership: idealised influence, inspira-
tional motivation, intellectual stimulation, and individualised consider-
ation (Avolio, Waldman, & Yammarino, 1991; Bass, 1991). More recently, 
however, some have suggested that authenticity is another important 
dimension and have explored the ways leaders harness character strengths 
and moral perspectives to produce outcomes associated with both authen-
tic and transformational leadership styles (Price, 2003; Sosik & Cameron, 
2010; Zhu, Avolio, Riggio, & Sosik, 2011). In other words, these two 
forms of leadership, although traditionally viewed as distinctly different, 
can be seen as closely related (Banks, McCauley, Gardner, & Guler, 2016), 
as attributes and traits associated with authentic leadership development 
such as establishing trust and relational authenticity with followers 
through shared values are also important in transformational leadership 
(Avolio & Gardner, 2005; Illies, Morgeson, & Nahrgang, 2005).

Although the characteristics underlying ‘authentic transformational 
leadership’ have received a great deal of attention (Li, Chiaburu, Kirkman, 
& Xie, 2013), less emphasis has been placed on how and under what condi-
tions transformational leadership achieves authenticity within the leader–
follower relationship. For example, to successfully motivate and gain trust, 
the leader’s message and values should be congruent with the cultural 
mindset of the group, which often vary greatly across societies (Dorfman, 
Javidan, Hanges, Dastmalchian, & House, 2012). Incongruent values, on 
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the other hand, can make the message appear less authentic and, thus, 
hinder the leader’s ability to enhance a collective identity and promote a 
new and inspiring vision (Brown & Treviño, 2009; Krishnan, 2002). 
Therefore, to better understand the ways in which authentic transforma-
tional leadership can be culture-specific, attention should be given to how 
sociocultural contexts moderate the leader–follower relationship (Hunter, 
Bedell-Avers, & Mumford, 2007).

Through a case study analysis, this chapter examines the leadership 
style of Lee Kuan Yew, the first Prime Minister of Singapore, with special 
attention given to the ways in which he employed cultural values and 
ideologies to develop a compelling political vision in Singapore. Lee 
Kuan Yew’s leadership style serves as an interesting case for exploring the 
influences of culture and contextual constraints in leader–follower inter-
actions, as his ‘Asian Values’ model, despite being well received in 
Singapore, failed to inspire and motivate a larger East Asian audience 
(Zakaria, 1994). By addressing the sociocultural contexts in which 
authentic transformational leadership occurs, this chapter argues that 
Lee’s strategy was unsuccessful at the global level because his message was 
incongruent with the ontologies and values of other societies in Asia, thus 
making his message appear less authentic and trustworthy. With this case 
study, we seek to further develop the authentic transformational leader-
ship construct, as only a few studies have addressed this form of leader-
ship and, as a result, the conditions needed to achieve ‘authenticity’ in the 
leader–follower relationship have not been adequately explored.

With this in mind, we address the following central question: how do 
culture, context, and individual differences affect authentic transformational 
leadership? To answer this question, we first provide a brief overview of 
authentic transformational leadership, with a particular focus on the impor-
tance of ‘authenticity’ in value-based leadership. Here, we concentrate our 
attention on how authenticity, established through self-awareness and values 
congruency, can build trust to motivate and inspire followers. Second, we 
discuss how sociocultural context moderates the leader–follower relationship. 
This section addresses the ways in which cultural values and beliefs shape 
leadership expectations and influence leader–follower communication. 
Third, we discuss the importance of the follower’s self-concept (i.e., individ-
ual differences) within the leader–follower relationship, as globalisation has 
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caused variation within cultural groups. For example, societies that have tra-
ditionally valued collectivism may have members who embrace individual-
ism and/or fluctuate between independent and interdependent mindsets 
depending on situational factors. Finally, following an analysis of Lee Kuan 
Yew’s leadership style and the social constructions of followership in Asia, this 
chapter offers recommendations for making authentic transformational lead-
ership more functional across different cultural contexts.

�Overview of Authentic Transformational 
Leadership

The construct of authentic transformational leadership refers to leading 
with the general well-being of humanity in mind. As Avolio, Gardner, 
Walumbwa, Luthans, and May (2004) note, authentic leaders contribute 
to the greater good of society in addition to having a focus on profitabil-
ity. These leaders are defined as,

…those individuals who are deeply aware of how they think and behave 
and are perceived by others as being aware of their own and others’ values/
moral perspective, knowledge, and strengths; aware of the context in which 
they operate; and who are confident, hopeful, optimistic, resilient, and 
high on moral character. (p. 4)

Thus, by incorporating aspects of hope, trust, and positive emotions 
into the work attitudes of followers, the authentic leader encourages and 
motivates followers to perform at a far higher level that they thought was 
possible and attainable (Avolio et al., 2004).

Furthermore, by aligning their identity with that of the followers, 
authentic leaders assist followers in recognising their individual purpose, 
which, in turn, stimulates followers to become more purpose-driven 
(Lord & Brown, 2004) and committed (Avolio et  al., 2004). In fact, 
Luthans and Avolio (2003) point out that a leader who does ‘what is right 
and fair’ can identify with a follower more on a personal level. In this 
sense, as leaders strengthen social identification through an emphasis on 
strong moral values, honesty, and integrity, followers become more 
engaged with the group (Hogg, 2001; Tajfel, 1972).
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Finally, hope and optimism have also been identified as essential ele-
ments of having a strong authentic leader and follower relationship 
(Avolio et al., 2004). Through the promotion of positive emotions, lead-
ers can build trusting relationships (Robins & Boldero, 2003) and 
encourage their followers to be hopeful about future goals.

The literature on authentic transformational leadership reveals the 
importance of value congruency in the leader–follower relationship, as 
failure to build trust and promote social solidarity can make it more dif-
ficult, if not impossible, to motivate and inspire followers. Furthermore, 
it highlights the role of situational factors and suggests that these factors 
may moderate the effectiveness of the leader’s message. Less attention, 
however, has been given to the effects of cultural values on perceptions of 
authenticity in leader–follower interactions and how these cultural effects 
tend to be context dependent. To further explore such relationships, the 
following section discusses the importance of cross-cultural perspectives 
for advancing the study of authentic transformational leadership.

�The Effects of Culture and Context 
on the Leader–Follower Relationship

Previous research suggests that every cultural group has core ideas and 
values that organise their own socio-psychological processes and socialise 
members to “think, act, and feel in a more or less adaptive fashion” 
(Markus & Kitayama, 1994, p. 343). Culture, in this sense, can be under-
stood as shared knowledge about the world, such as values and attitudes, 
which help individuals interact with others and navigate their surround-
ing environment (Hong, Morris, Chiu, & Benet-Martinez, 2000). Values 
guide the way social actors, such as leaders, policymakers, and followers, 
“select actions, evaluate people and events, and explain their actions and 
evaluations” (Schwartz, 1999, p. 25).

With the identification of cultural variation in the leader–follower 
relationship, cross-cultural leadership research has shown that many busi-
ness practices around the world are, indeed, distinctly different from 
Western practice (Dickson, Den Hartog, & Mitchelson, 2003), in turn 
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highlighting the importance of cultural competency for today’s business 
leaders (House, Hanges, Javidan, Dorfman, & Gupta, 2004; Javidan, 
Dorfman, Luque, & House, 2006). Notable studies by Hofstede (2001), 
Schwartz (1992), and others have highlighted key cultural value dimen-
sions that make up national cultures (e.g., power distance and individual-
ism/collectivism) and social cultures (e.g., embeddedness vs. autonomy 
and hierarchy vs. egalitarianism).

Furthermore, the leadership literature shows that cultural beliefs and 
values greatly influence an individual’s attitudes, behaviours, and deci-
sions, in turn, reiterating the importance of values congruence within the 
leader–follower relationship (Brown & Treviño, 2009). For example, 
prior research has found that Chinese business leadership, in many 
instances, does not follow the rationalistic and participatory styles found 
in the West (Cheung & Chan, 2005). In fact, studies by McDonald 
(2012), Chen and Kao (2009) and Lin (2008) show that Confucianism, 
paternalism, harmony, and collectivism greatly influence Chinese busi-
ness leaders; these values are not commonly found in Western business 
practice. Thus, the findings from these and similar studies suggest that 
achieving value congruence within the leader–follower relationship 
requires sensitivity to the sociocultural milieu of the society.

As noted earlier, authenticity is a defining feature of transformational 
leadership. According to Zhu et  al. (2011), authenticity is, in part, 
achieved when followers are able to embrace the values embedded within 
the vision and initiatives of the leader. To motivate and inspire followers, 
value-based leaders either tap into the existing values or offer value-laden 
visions and goals that are appealing to the group (Lord & Brown, 2001). 
On this point, the work by Sosik (2005, p. 224) shows that by displaying 
and transmitting behaviours that reflect the “cherished values of the fol-
lowers,” leaders are able to tap into the perceptions of followers while 
simultaneously conveying a message of solidarity (collective social iden-
tity) and value congruence, notably shared key attributes unique to group 
members (Lord, Brown, & Freiberg, 1999).

In this sense, effective leaders display authenticity and promote vision 
attainment by articulating the needs, desires, and hopes of followers 
(Sosik, 2005). Through this process, authentic transformational leaders 
are able to appear prototypical, convey that they are ‘one of us’ and, as a 
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result, “are not only seen as better leaders but are also more effective in 
getting us to do things and in making us feel good about those things” 
(Haslam, Reicher, & Platow, 2011, p. 90). Simply put, by meeting fol-
lowers’ cultural expectations and perceptions, leaders are able to better 
communicate and build trust across cultures (Thomas & Ravlin, 1995).

Recognising the influence of values and beliefs in the leader–follower 
relationship, an increasing number of studies have begun to focus on the 
barriers and facilitators of cross-cultural leadership. In particular, the 
Global Leadership and Organisational Behaviour Effectiveness (GLOBE) 
Study found that ‘societal culture’ can have a direct effect on preferred 
leadership style, and that certain cultural dimensions such as performance 
orientation are predictors of leadership expectations (Dorfman et  al., 
2012). Furthermore, GLOBE researchers have shown that societies can 
be culturally clustered (e.g., Anglo, Confucian Asia, Middle East), as they 
share specific culture dimensions and desired leadership traits (Gupta & 
Hanges, 2004). These findings reveal that the leader’s value-laden vision 
must match the cultural mindset of the followers, that is to say, the sche-
mas and scripts that influence the way individuals interpret, behave, and 
interact within a situation (Hanges et al., 2016).

Despite noticeable similarities across societies, the findings from the 
GLOBE Study also suggest that some leadership attributes are culturally 
contingent, such that qualities such as ‘face saving’ and ‘risk taking’ are 
desirable in some cultures, but undesirable in others (Dorfman et  al., 
2012; Javidan, Dorfman, Howell, & Hanges, 2010). As Lord et al. (1999) 
report, leadership is a “highly contextual sensitive phenomenon”, such 
that constraints from culture, the organisation, and the needs and identi-
ties of followers influence how leadership is defined. Therefore, while 
culture matters, context cannot be ignored, as it plays a moderating role 
in the leader–follower relationship. For example, a study by Vroom and 
Jago (2007) identified three roles that situational variables play in the 
leadership process: organisational effectiveness, leader’s behaviour, and 
the consequences of the leader’s behaviour. With the third variable, 
Vroom and Jago (2007) argue that leadership behaviour must be tailored 
to fit the demands and dominant sociocultural values of each situation 
(also see Elenkov & Manev, 2005).
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Consistent with these findings is research in social psychology that has 
shown message persuasiveness increases when it is framed in culturally 
relevant terms (Cesario, Grant, & Higgins, 2004; Uskul & Oyserman, 
2010). The culture as situated cognition model, in particular, provides 
insight into how cultural values are context-specific. According to 
Oyserman (2011), situated cognition refers to the non-conscious impact 
of social context on thinking and action, suggesting that context primes 
an individual’s cultural mindset in a way that makes individualist or col-
lectivist thinking more accessible. In this sense, cultural values are mal-
leable, context-dependent, and socially sensitive.

In other words, effective authentic transformational leadership requires 
the leader’s vision to match the follower’s cultural expectations; failure to 
do so will only make inspirational motivation less likely. Furthermore, 
followers’ interpretation of information depends, in part, on their active 
cultural mindset (e.g., concepts and schemas), such that “the same action 
can be interpreted as dishonest or kind, assertive or aggressive” depend-
ing on the concepts accessible at the time of judgment or information 
retrieval (Oyserman, Sorensen, Reber, & Chan, 2009, p.  219). Thus, 
when trying to articulate a shared vision, Hanges et al. (2016) argue that 
leaders must pay attention to the ways in which expectations regarding 
leadership vary within and between culturally diverse groups; this often 
requires changing leadership styles to ‘match each member’s cultural 
expectations’ (p. 66).

�Individual Differences and Follower’s 
Self-concept

Globalisation and cultural diffusion have made the need for adapting to 
cultural expectations even more pressing and, in some instances, extremely 
difficult, as values and beliefs often change when cultures interact (Naylor, 
1996). For instance, although Chinese business leadership is distinctive 
relative to Western practices, Faure and Fang (2008) note that moderni-
sation has caused significant sociocultural changes within China, but not 
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a complete transformation of traditional value orientations. Rather, as 
the authors point out, Chinese business practices consist of ‘paradoxical 
values’ that are context-dependent, such as guanxi (trading personal 
favours to accomplish business objectives) versus professionalism, or 
group orientation versus individuation.

These findings are supported by recent work on global leadership that 
has identified ways in which globalisation and acculturation create com-
munication challenges for leaders (e.g., Clapp-Smith & Vogelgesang 
Lester, 2014). Global leadership is defined here as “the process of influ-
encing others to adopt a shared vision through structures and methods 
that facilitate positive change while fostering individual and collective 
growth in the context characterised by significant levels of complexity, 
flow and presence” (Mendenhall, Reiche, Bird, & Osland, 2012, p. 500). 
Within this perspective, a global mindset is not a static construct, but 
rather one that adapts to changing environments (domestic vs global) 
through a process that Clapp-Smith and Vogelgesang Lester (2014) refer 
to as ‘mindset switching.’ Therefore, the authors suggest that in some 
situations, leaders are required to articulate their “vision in global terms 
that integrate several cultural, economic, and political perspectives in a 
generalised fashion” (p. 220).

Mindset switching is important for authentic transformational leaders 
since not every follower will identify with the dominant national and/or 
social culture of the group. On this point, Sharma (2010) notes that 
Hofstede’s national cultural dimensions do not accurately predict cross-
cultural differences in followers’ attitudes and behaviours, as “they may 
not fully represent the diversity in the cultural orientations of the citizens 
of a country since they may not possess the same level of their national 
cultural characteristics” (p. 788). For example, although the United States 
ranks high on individualism compared to other countries (Hofstede, 
2001), not every American will be more individualistic and less collectiv-
istic. To this point, a study by Osyerman, Coon, and Kemmelmeier 
(2002) found that European American participants were not more indi-
vidualistic than African Americans or Latinos, and not less collectivistic 
than Japanese or Koreans.
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�Case Study: The Successes and Failures of Lee 
Kuan Yew’s Authentic Transformational 
Leadership

With scant research completed on the authentic transformational leader-
ship construct, a deeper analysis of the effects of culture, context, and 
individual differences on ‘authenticity’ is warranted. Many have pointed 
out the value of the case study for construct and theory development 
(Dooley, 2002; McCutcheon & Meredith, 1993), noting that “case stud-
ies allow a researcher to achieve higher levels of conceptual validity, or to 
identify and measure the indicators that best represent the theoretical 
concepts the research intends to measure” (George & Bennett, 2005, 
p. 21). This is an instrumental case study, which is the study of a person, 
specific group, occupation, department, or organisation to provide 
insight into a particular issue. In instrumental case research, “the case 
facilitates understanding of something else” (Mills, Durepos, & Wiebe, 
2010, p. 473). The purpose of this case is to facilitate a deeper under-
standing of Asian cultural values. We closely follow the definition of case 
study research, in that we explore a program, event, activity, process, or 
one or more individuals, and in this instance, Lee Kuan Yew (Stake, 
1995; Yin, 2003).

Through an in-depth examination of Lew Kuan Yew’s leadership style 
and the critical response of some East Asian leaders to Lee’s political 
vision (i.e., the Asian Values model), this section seeks to refine the 
authentic transformational leadership construct by addressing the impor-
tance of cultural value congruency and mindset switching in the leader–
follower relationship.

Lee Kuan Yew was the first Prime Minister of Singapore (1959–1990) 
and, according to former U.S. President Richard Nixon, “a world states-
man of the first rank” (Josey, 2013, p. 152). In fact, because of his “never-
ending struggle to overcome the nation’s lack of natural resources, a 
potentially hostile international environment and a volatile ethnic mix of 
Chinese, Malays and Indians” (Mydans, 2015), Lee Kuan Yew is consid-
ered by many to be the ‘patriarch’ of Singapore and one of the most 
influential Asian leaders in the twentieth century (Leong, 2000, p. 99). 
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His notoriety is, in part, because of his influential role in the transforma-
tion of Singapore following independence from British Rule in 1959 and 
during the country’s separation from Malaysia in 1965.

Since Lee was able to transform Singapore into a wealthy and influen-
tial nation (with a gross domestic product currently ranked 37th by the 
World Bank), his leadership and policymaking style has received a great 
deal of attention, as many attribute Singapore’s economic development 
to Lee’s political vision, charisma, and strong principles. Lee’s leadership 
style has been characterised as paternalistic and pragmatic (Josey, 1974; 
Leong, 2000), as well as consistent with Confucian values that “place 
great emphasis on forms of conduct within relationships, personal virtue, 
obedience to authority, family loyalty, and education” (Barr, 2000, p. 311; 
also see Tan & Wee, 2002).

Lee called for an authoritarian state and voiced strong opposition to 
the Western liberal democratic model, which he viewed a hedonistic and 
hyper-individualistic. In Lee’s mind, Asia, and ‘Asian Values’, conflicted 
with Western values and forms of governance since “Eastern societies 
believe that the individual exists in the context of his family. He is not 
pristine and separate” (as cited in Zakaria, 1994, p. 113). Thus, Lee’s view 
of effective leadership required the reinforcement of communitarian val-
ues so that the needs and interests of the society or organisation take 
precedence over the individual. As Roy (1994) points out, this argument 
assumes that followers in Confucian East Asia “are more inclined than 
liberal Westerners to accept constraints on individual rights in exchange 
for stability and economic growth in society as a whole” (p. 234).

Lee Kuan Yew took this argument one step further by asserting that 
‘culture is destiny’ and Confucian values, specifically respect for authority 
and family, were the driving force behind East Asian economic develop-
ment. According to Lee, Singapore’s economic and social development 
had deep-seated Asian roots and to deviate from these authentic cultural 
values would only hinder the country’s performance (‘Chinese Culture 
Outside’, 1991). Embracing Lee’s vision, Goh Chok Tong (1988), 
Singapore’s second Prime Minister (1990–2004), proclaimed that the 
ideal political leader is a “Confucian gentleman, a junzi, someone who is 
upright, morally beyond reproach, someone people can trust.” In this 
view, the legitimacy and authenticity of the leader are derived from 
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personal qualities, and the belief that individuals are expected to follow 
certain hierarchical structures is consistent with long-standing customs 
and traditions (Leong, 2000).

As Singaporean society experienced rapid modernisation and industri-
alisation, Lee Kuan Yew pushed for the retention of traditional Confucian 
values in order to prevent Singapore from becoming another poor imita-
tion of the West, “with all the fads and fetishes, the disorders and aberra-
tions of contemporary Western societies” (as cited in Chen, 1977, p. 22). 
In other words, according to Lee (2013), “the exuberance of democracy 
leads to undisciplined and disorderly conditions which are inimical to 
development” in Asia (p. 27).

In this sense, according to Lee, authority and hierarchy are important 
dimensions of the leader–follower relationship, such that the paternal 
relationship between the leader and follower was akin to that of the father 
and son. As Barr (2000) notes, Lee’s vision of society reflected a ‘social 
pyramid’ that consisted of ‘top leaders’ at the top, ‘good executives’ in the 
middle, and a ‘highly civic-conscious broad mass’ at the base (p. 322). 
Thus, to transform society, it is the duty of a determined leader to disci-
pline and educate followers since, according to Lee (1959–1990), ‘if you 
don’t get social discipline, everybody does what he likes to do, or will not 
bustle about what he is told to do’. He further adds that even with a 
strong leader, followers need a ‘rugged national culture’, one that has the 
capacity, stamina, and sufficient social cohesiveness needed to promote 
the good of the national community (Yao, 2007, p. 58). This understand-
ing of social transformation led Lee to warn business leaders in the 
Philippines of the need for ‘discipline more than democracy’ (‘Mr. Lee 
Goes to Manila’, 1992).

Lee often spoke of the need to inspire and motivate followers, as failure 
to do so would lead to a dispirited and directionless society. In particular, 
a political leader “must paint his vision of the future to his people, then 
translate that vision into policies which must convince the people are 
worth supporting, and finally galvanise them to help him in their imple-
mentation” (Lee, 2013, p. 114). To achieve this, Lee (2013) argued for 
‘leading by example’ to promote authenticity in the leader–follower rela-
tionship. Moral character is critical in this regard, as “there is no better 
way than personal example of managers and grassroots leaders to bring 
about this change of attitudes and values” (p. 90).
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Lee Kuan Yew’s promotion of Confucian ethics was well received in 
Singapore and, as a result, has shaped management styles in Singaporean 
firms, which tend to place a great deal of emphasis on efficient political 
leadership and a disciplined workforce (Lu, 1998; Scarborough, 1998). 
Within Lee’s Confucian heritage cultural model, good relationships 
between the leader and follower, in which employees are treated like fam-
ily members, is a defining feature of authentic business practice. On this 
point, a study by Low (2006) on Singaporean corporate and business 
leaders found that participants valued hierarchy and ‘fatherly’ roles to a 
high degree such that experience, seniority, and filial piety were consid-
ered to be the most important dimensions of effective management deci-
sion making. Along similar lines, a study of the influence of Confucian 
values on individual job attitudes in Singapore by Leong, Huang, and 
Mak (2014) found that participants who endorsed Confucian diligence 
and Confucian harmony felt more satisfied with their jobs and commit-
ted to the success of the organisation. These findings are consistent with 
research on the Confucian foundations of leadership in other Asian 
countries, notably China and parts of Southeast Asia, which have revealed 
the distinctive long-standing ideological and cultural orientations shap-
ing leader–follower relationships (McDonald, 2012).

Having succeeded in uniting Singaporeans under this Asian Values 
model, Lee Kuan Yew attempted to replicate the model throughout East 
Asia, as he believed the region faced many of the same problems that once 
plagued Singapore, particularly the negative effects of westernisation. In 
this sense, Lee sought to transform the region, which he believed shared 
a distinct cultural heritage, by leading other Asian leaders in opposition 
to the individualism and liberal democratic values of the West. Thus, tak-
ing a global leadership role, which Beechler and Javidan (2007) note 
involves crossing a variety of boundaries, Lee attempted to inspire and 
unite the political elite of East Asia under a positive vision and clear set 
of ‘authentic’ Asian values that would support growth and development 
throughout the region.

However, although Lee’s political vision and call for paternal leadership 
fit well within the sociocultural milieu of Singapore as well as mainland 
China in the 1980s (Englehart, 2000, p. 549), other East Asian societies 
rejected his anti-democracy message and its emphasis on intrinsic Asian 

6  The Role of Sociocultural Context in the Leader–Follower... 



152 

values. In fact, Thompson (2001) notes that although officials in Singapore 
championed Asian values, societies throughout East Asia experienced the 
rise of democracy movements and growing individualism. By acknowl-
edging that leadership is not a value-neutral process, void of context 
(Haslam et al., 2011), we can see that Lee Kuan Yew failed to accomplish 
what effective cross-cultural leadership requires to achieve authenticity in 
the leader–follower relationship: recognition of, and adaptation to, vari-
ous situational factors (Hanges et al., 2016). In other words, the different 
histories and experiences of countries throughout East Asia produced cul-
tural mindsets that were incongruent with Lee’s worldview.

For many outside of Singapore, liberal democracy was considered to be 
compatible with the traditions and customs found in Asia (Subramaniam, 
2000). According to Ng (1998), democracy was desired in Hong Kong 
because it would give the people “a say in decisions concerning their lives, 
and because it was the only instrument that could provide real protection 
for human rights against an authoritarian government” (p. 6). Moreover, 
others argued that the growth of democracy in Asia is an “unfinished 
project” that needs to be “clarified, refined, and developed” (Tatsuo, 
1999, p. 29).

Therefore, despite the prevalence of Confucian cultural traditions, 
some have correctly pointed out the cultural diversity in East Asia and 
that national conditions and histories have shaped the region in different 
ways (Friedman, 1994). For example, Indonesians are overwhelmingly 
Islamic, Filipinos disproportionately Catholic, and communist regimes 
in China and Vietnam rejected Confucianism, all of which suggest that 
adherence to Confucian principles and values varies considerably across 
East Asia (Dalton & Ong, 2005).

A clear rejection of Lee Kuan Yew’s vision, along with his failure to 
inspire and motivate the political elite in the region, can be seen in the 
critiques of the Asian Values model put forth by Kim Dae-jung, former 
President of South Korea (1998–2003), and Lee Teng-hui, former 
President of Taiwan (1988–2000). For Kim Dae-jung, many Asian coun-
tries have successfully adopted the Western free-market economy model 
and have made great strides toward democracy. The paternal leadership 
and soft authoritarianism rooted in Lee’s political vision, according to 
Kim (1994), was inconsistent with the experiences of South Korea, as 
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“policies that try to protect people from the bad elements of economic 
and social change will never be effective if imposed without consent” 
(p. 193). Rather, Kim believed that policies arrived at through an open 
public debate “will have the strength of Asia’s proud and self-reliant peo-
ple” (p. 193).

A similar stance was taken by former Taiwanese President Lee Teng-
hui who argued that culture is not immutable and Confucianism can 
improve democratic systems in Asia (Chen & Chen, 2015; Mirsky, 
1998). Therefore, according to Lee Teng-hui (1999), “this choice does 
not compel us to give up Confucianism, but rather encourages us to 
embrace those of its ethical concepts that are not only compatible with 
democracy, but able to mend democracy’s possible shortcomings” (p. 18). 
Kim Dae-jung and Lee Teng-hui rejected Lee’s vision and paternal leader-
ship style because they both strongly believed that Confucian values 
could be moulded to improve democratic governance in the region (Shin, 
2011, p. 58).

Within the cultural context of Singapore, Lee Kuan Yew was an effec-
tive authentic transformational leader, as his message, values, and vision 
were congruent with the cultural mindsets within the country. By articu-
lating the needs, desires, and hopes of Singaporeans, Lee appeared 
authentic and trustworthy. Furthermore, by emphasising dominant 
sociocultural values (i.e., Confucian diligence and harmony), Lee was 
able to tap into the perceptions of his followers and convey an inspiring 
and motivating message of solidarity.

However, as Hanges et al. (2016) and Mendenhall et al. (2012) suggest, 
the effective cross-cultural communication needed for global leadership 
requires adaptation to situational factors and constant adjustments in 
leadership style. By assuming that ‘culture is destiny’ and, thus, failing to 
tailor his Asian Values message to the needs and interests of a larger East 
Asian audience, Lee Kuan Yew’s vision was rejected by many as it appeared 
inauthentic and untrustworthy. A close examination of the cultural diver-
sity and historical experiences in East Asia shows that Lee’s emphasis on 
Confucian ethics within the leader–follower relationship was incongruent 
with the expectations and values of many Asian societies. For Kim Dae-
jung, Lee Teng-hui, and other democracy advocates in East Asia, 
Confucianism was not immutable and, therefore, Lee’s anti-democracy 
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message and sharp distinction between East and West were incompatible 
with the personal experiences and self-concepts of his targeted audience. 
Simply put, Lee was unsuccessful at balancing domestic and global leader-
ship behaviours and, as a result, he appeared inauthentic to many in Asia.

As in case study research, our case study does have limitations. Case 
studies are not necessarily generalisable on a larger scale and in a straight-
forward manner. Although Lee Kuan Yew was one individual, his role is 
not necessarily applicable throughout the diverse populations within 
Asia. As a result, future research should address the effects of cultural and 
situational factors on authentic transformation leadership styles in other 
regions of the world, as these factors may have stronger or weaker influ-
ences in societies with different historical, political, and economic experi-
ences. For this, a large-N analysis can be employed to further support 
theory development in that “generalisation and complex relationships are 
better supported by large-N comparisons, which provide the degrees of 
freedom necessary to handle many variables and complex relationships” 
(Coppedge, 1999, p. 473).

Nonetheless, through an in-depth analysis of Lee Kuan Yew’s successes 
and failures as an authentic transformational leader, we are able to gain a 
better appreciation for how individual differences, culture, and context 
influence the leader–follower relationship. Such an understanding pro-
vides deeper insight into the underlying dimensions of the authentic 
transformational leadership construct. Building from the conclusions 
drawn from our case study, the following section offers recommendations 
for improving authentic transformation leadership in cross-cultural 
settings.

�Recommendations and Conclusions

What can we learn and apply from Lee Kuan Yew’s successes and failures 
as an authentic transformational leader to cross-cultural organisation set-
tings? Although Lee Kuan Yew’s paternalistic and pragmatic style worked 
for Singapore, an effective leader must understand that one management 
style does not apply to all cultures, even though those cultures may seem 
similar. With this mind, a manager should avoid cultural stereotypes and 
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simple assumptions about an employee’s career direction; rather, empha-
sis should be placed on developing a deeper understanding of the employ-
ee’s goals and ambitions. To show support for their employees, managers 
should be able to articulate the needs, desires, and hopes of followers so 
the followers are committed to fulfilling company objectives. Although 
these examples primarily focus on the human resources functional area of 
an organisation, similar applications may be applied to the marketing, 
finance, and manufacturing operations of a business.

With this in mind, we recommend three primary areas for applying 
the lessons of Lee Kuan Yew to the leader–follower relationship in cross-
cultural business environments:

	1.	 The cultural competence of the global leader is vital to the sustainabil-
ity of a constructive work environment for all employees.

	2.	 Global leaders must acknowledge and appreciate the importance of 
the followers’ culture as a positive contribution to the work 
environment.

	3.	 Global leaders must recognise the cultural differences among employ-
ees and must also acknowledge individual differences among employ-
ees, even if the employees may belong to the same or similar cultural 
groups.

By acknowledging the role of value congruency and situational factors, 
the authentic transformational leadership model provides us with a 
deeper understanding of how managers, who must also be global leaders, 
may motivate culturally diverse employees in the workplace. As an organ-
isation conducts strategic planning efforts, the leadership should be 
mindful of how their decisions may be interpreted differently by employ-
ees of different cultures and, thus, impact the overall effectiveness of the 
organisation. By adapting to different groups, managers are better able to 
develop an organisation that is growth-oriented.

When considering how to manage human resources, the manager, as a 
global leader, must have a comprehensive understanding of the nuances 
in cultural differences within the workplace. There must be an atmo-
sphere that fosters acceptance of, and appreciation for, cultural differ-
ences among workers, no matter how slight the differences may seem. 
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Managers should hire employees who share an appreciation and accep-
tance of cultural difference. By doing so, leaders within the organisation 
are more apt to have an organisation that is committed to the overall 
success of all members within the organisation.

Company leadership should also take into account the contextual 
environment when making decisions. Findings from the GLOBE Study 
have identified important cultural clusters that are more specific to vary-
ing cultural dimensions. Again, if we were to consider these different 
cultural clusters from a human resources perspective, different employees 
may have distinctly differing needs. For example, when making a deci-
sion about management in an organisation, leadership should consider 
whether employees who are selected for future leadership positions reflect 
what are considered to be the five primary traits of authentic leaders 
(George, 2003):

•	 Understanding their purpose—values and integrity
•	 Practicing solid values—study introspection, and consultation with 

others
•	 Leading with the heart—caring for others
•	 Establishing connected relationships—deeply rooted relationships
•	 Demonstrating self-discipline—staying on course, being focused on 

goals

Furthermore, managers need not be afraid of vulnerability and open-
ness when making mistakes. This will enable workers to be more open-
minded risk takers, an essential element for a growing, innovative 
company. Managers also need to tap into the attitudes, behaviours, and 
decisions that influence employee behaviour. These influences could 
come from outside the company, such as economic, social, legal, or polit-
ical variables that may impact behaviour. The manager needs to under-
stand the overall context under which decisions are made and then must 
be able to tailor solutions to fit the demands of each situation. Through 
these approaches to the leader–follower relationship, authentic transfor-
mational leadership can be more functional across different cultural 
environments.
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7
The Transformational Influence 

of Authentic Leadership on Followers 
in Early Career Relationships

Kim Bradley-Cole

The study outlined in this chapter fits into the body of research that 
adopts a social-relational approach, which attempts to understand how 
people perceive varying forms of leadership (Brown & Mitchell, 2010) 
and contributes to our understanding of how leaders help create effec-
tive organisations through their impact on the performance and  
psychological capital of followers (Dinh, Lord, Gardner, & Meuser, 
2014). With regard to authentic leadership theory, Gardner et  al. 
(2005) first acknowledged the role of relational context in the develop-
ment of both leader and follower authenticity by proposing that an 
authentic leader helps their follower become “more self-aware and 
establish an authentic and positive relationship” (p.  359). They also 
suggested that authentic relationships are developed primarily through 
the authentic behaviours of the leader, by demonstrating informal 
behaviours exhibiting transparency, openness, and trust, and also more 
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formalised behaviours of guiding followers towards worthy objectives 
and placing emphasis on their development. However, despite general 
agreement that authentic behaviour at work increases well-being for 
both the leaders and followers exposed to it (Ilies, Morgeson, & 
Nahrgang, 2005), there remains a need to understand in more detail 
how authentic leadership operates in work relationships and whether 
the theory adequately captures the perceived meaning and psychologi-
cal outcomes for followers.

The aim of the broader research project in which this study sits is to 
better understand how authentic leadership is perceived and under-
stood by followers through their sensemaking of key leader–follower 
relationships across their career span. The research inductively high-
lights the pivotal influence that working with an authentic leader at an 
early career stage has on followers’ current leader self-concepts and 
their own leadership practices, and it is this finding that is the focus of 
this chapter.

�Theoretical Considerations

Two aspects of this research approach support its novel contribution 
to theory. First, the research adopts an attributional perspective seek-
ing to understand how followers implicitly determine whether their 
leader is authentic or not. Second, it explores these attributions 
through the narratives of experienced leaders, derived from their rela-
tional perspective as followers rather than leaders. This second aspect 
acknowledges that the academic practice of dichotomously separating 
leaders and followers does not reflect the fluid and interconnected 
reality of organisational life, in which managers are expected to adopt 
both follower and leader roles across different projects and work 
contexts. This approach facilitates the exploration of authentic lead-
ership as a perceptual construct and makes it possible to accommo-
date social context within the sphere of enquiry, thus linking those 
follower-centred perceptions to leaders’ current attitudes and their 
own enactment of leadership.
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�Leadership as a Perceptual Attribution

The influence of implicit knowledge structures on attitudes and beliefs is 
widely accepted in social psychology (Uleman, Adil Saribay, & Gonzalez, 
2008). In the leadership field, Implicit Leadership Theory (ILT) was pro-
posed by Eden and Leviatan (1975) as an individual-difference term 
applied to the idealised characteristics and behaviours attributed to the 
word “leader” and the enactment of leadership reflective of “an underly-
ing social reality” (p. 740). Researchers have previously demonstrated the 
influence of ILTs in both peoples’ appraisal of leader effectiveness and 
their willingness to follow (Felfe & Schyns, 2010; Gray & Densten, 
2007; Schyns, Felfe, & Blank, 2007).

Hinojosa et al. (2014) acknowledge an accepted proposition that per-
meates all perspectives of authentic leadership, namely that individuals’ 
personal histories shape their understanding of authenticity, and that 
these personal histories are influenced by their perceptions of key devel-
opmental events and relationships they encounter over time. The purpose 
of the research output discussed here is to clarify and deepen our under-
standing of the meaning and influence of authentic leadership for  
followers derived from their perceptions of these formative leader– 
follower relationships.

�A Relational Context

Eagly (2005) was the first to assert that several theoretical criticisms could 
be better addressed by deepening our understanding of authentic leader-
ship’s relational processes. Lawler and Ashman (2012) also call for a 
greater focus on relational interactions and argue that the current approach 
of classifying authentic leaders by a list of normative traits is itself dis-
abling and inauthentic for individuals. They argue that authentic leader-
ship theory must acknowledge both leaders’ and followers’ behavioural 
freedom, as well as consider the role of sensemaking (Weick, 1995). Ford 
and Harding (2011) express similar concerns; they suggest that accepting 
the theory’s normative direction and ideological assumptions means 
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accepting that authentic leaders will have a “deleterious” (p. 464) impact 
on followers’ identities, rendering authentic followership a conceptual 
impossibility. In a recent meta-analytic review, Banks et al. (2016) iden-
tify the unique influence of authentic leadership on group performance 
and organisational citizenship behaviours, yet also raise the point that 
without further research into the differential influence of the four dimen-
sions, it is difficult to determine the discriminant and structural validity 
of authentic leadership as a construct that is distinct from transforma-
tional leadership.

�Method

�A Personal Construct Psychology (PCP) Approach

PCP (Kelly, 1955) offers a unique methodological approach to address 
the key theoretical criticisms surrounding authentic leadership. PCP 
explores the ILTs of leaders themselves in a manner that acknowledges 
the influence of their personal histories and follower roles on the con-
struction of their own leader identities. A personal history perspective is 
theoretically congruent with the life-story and narrative approaches to 
authentic leadership theory proposed by Shamir and Eilam (2005) and 
Sparrowe (2005), as well as by George (2003) and George and Sims 
(2007), but has not been widely used in empirical research.

�The Repertory Grid Method

Lord and Maher (1991) argue that understanding leadership as a per-
ceived phenomenon relies on identifying how perceivers interpret the 
information they receive across varying situational contexts. Within PCP, 
repertory grids are the most common method for exploring in depth 
how people make sense of a given phenomenon and are a recognised 
investigative tool for unearthing people’s implicit perceptions of others 
that cannot be captured by self-report measures (Uleman et al., 2008). 
To achieve a breadth of contexts and ensure that the grid in this study 
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represented the phenomenon under investigation (leadership), each 
participant was asked to select, compare, and rate a range of positive, 
negative, and average actual leaders (grid elements) with whom they had 
worked, and then to use their elicited attributes to construct an authentic 
leader prototype.

�Participants

Twenty-five leaders with at least ten years’ management experience gained 
in UK-based organisations of over 500 employees were recruited for the 
wider project. Of these, 20 participants (8 male and 12 female) were 
included in this study because they all freely selected an early career leader 
(ECL) as one of their grid elements, with this ECL being identified as 
either their first or second close leader relationship in their career chro-
nology. Participants for the ECL study were aged 38–55  years (mean 
age  =  48  years), managing a range of team sizes (from <10 to >100 
employees). The sample provided a spread of experiences across a range of 
organisations (15), industry sectors (10), functions (10) and managerial 
level (functional managers to board directors).

�Procedure

Before each interview, participants were asked to compile a chronological 
career history, listing all the leaders with whom they had worked (includ-
ing both direct and indirect reporting lines) over their career span. In the 
interview, each participant was asked to think about these leaders in the 
context of how enabling they felt their working relationship had been, 
and the first six grid elements were chosen to reflect their two most posi-
tive leader relationships, their two most negative, and two they would 
describe as average. Constructs (being the discriminatory, bipolar distinc-
tions that explain people’s attributions) were freely elicited using the  
triadic method for comparing elements (see Denicolo, Long, & Bradley-
Cole, 2016, for a review) and laddered as the conversation unfolded to 
surface core beliefs (Bannister & Fransella, 1986). After all constructs 
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were elicited and scored on a Likert scale of 1–5 (where 1 = the emergent 
pole and 5 =  the contrast pole), participants were asked to score each 
leader against the provided construct of “Behaves authentically–Behaves 
far from authentically”. Then they were provided with the prototypical 
element of an “authentic leader” and asked to score this element against 
their elicited constructs and add any additional constructs they thought 
may be relevant. Finally, the constructs were cross-verified by asking par-
ticipants some semi-structured questions relating to authentic behaviour, 
an authentic leader, and which leader had the most impact on how they 
feel about themselves today, their ability to do their job and their own 
leadership style.

�Analysis

To identify how the participants make sense of authentic leadership in 
the context of their own leader relationships, each grid was analysed in 
RepGrid5, a programme that sorts elements and constructs using “near-
est sum of differences” measures appropriate to the data level. Focus plots 
were produced to determine which constructs clustered most closely with 
the provided “Behaves authentically” construct and which leaders most 
closely personified the prototypical idea of an “authentic leader”. To 
ensure that the analysis remained close to each narrative account, the 
verbatim transcribed interviews were analysed ideographically using 
Interpretative Phenomenological Analysis, guided by the six-step process 
advocated by Smith, Flowers, and Larkin (2009). All names were replaced 
with pseudonyms in the analysis.

From the inductive analysis above, thematic patterns emerged from 
the data indicating clear distinctions in both the element positions 
(positive versus negative leader relationships) and narratives relating 
to leaders that participants scored as behaving authentically com-
pared to those they described as behaving inauthentically. The six 
non-prototypical elements were then re-analysed on the dimension of 
leader impact, which surfaced differences in the influential nature of 
authentic and inauthentic ECLs.
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�Findings

�Evaluation of ECL Elements

Table 7.1 highlights the 9 participants who recalled overall positive rela-
tional experiences with their ECL and the associated authentic leader 
behaviours displayed by them. Seven participants selected their ECL as 
one of their two most positive leader relationships throughout their 
career, with 4 selecting them as the leader who has had the most impact 
on their own leadership identity (marked with ab). In contrast, Table 7.3 
highlights the 11 participants who recalled overall negative relational 
experiences with their ECL, with 10 selecting their ECL as one of their 
two most negative leader relationships throughout their career, and 4 
selecting them as the leader who has had the most impact on their iden-
tity (marked with ab).

The impact response indicates the enduring influence of ECLs on cur-
rent leadership practice. The average career length for all 20 participants 
was 27 years and, despite the numerous and varied leader relationships 
each would have had during this time, 17 participants selected their ECL 
as one of their most profound managerial relationships, and 8 partici-
pants felt that their current sense of leader identity was most impacted by 
this ECL.  Carol explained the impact of working with an authentic 
leader at an early career stage had on her: “when I worked with Nancy I 
was 19–20 years old, [and] thought I knew everything and yet had every-
thing to learn … she knocked me into shape and made me a nicer 
person”.

�The Meaning of Authentic Leadership in ECL 
Relationships

Table 7.1 illustrates that all 9 positive ECLs were rated as behaving 
authentically, with 5 rated as always authentic (score = 1) and 4 rated as 
usually authentic (score = 2). Comparison of the two means scores show 
how closely each ECL meets that participant’s prototypical view of an 
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authentic leader. Gordon (mean  =  1.56) is an almost direct match to 
Phil’s prototypical view (mean  =  1.59), whereas Ken (mean  =  2.87) 
exhibits a number of authentic behaviours but is more removed from 
Nick’s prototypical view of an authentic leader (mean = 1.43). Gordon 
was also identified as the leader who had the most impact on Phil’s own 
leadership style, whereas Nick did not select Ken as one of his most pro-
found managerial relationships.

Five master themes were identified that relate to the behaviours these 
9 participants implicitly associate with an authentic leader and explain 
their categorisation of these ECLs as authentic: (1) inclusion, (2) integ-
rity, (3) collaboration, (4) transparency and (5) courage. Table 7.2 pres-
ents the lower level themes for each master theme.

In the discussion that follows, quotations were selected from the 
detailed transcripts of the repertory grid interviews to illustrate how par-
ticipants elaborated their meanings, summarised on the grids as bipolar 
constructs.

Table 7.2  Behaviours associated with an authentic leader

Master theme Lower level themes (not weighted)
Inclusive Personal interest, mutual regard/respect, open for debate, 

cares, individualised consideration, friendly, understands my 
role, trusts me, I feel special, emotional warmth, can be me

Integrity Does right thing, moral, sincere, respected by others, genuine, 
true to self, higher motive, confident, passionate/creates 
energy to do the right thing, role model, leads by example, 
trust, credibility

Collaborative Supportive, invests time in others, unselfish, fair, equitable, 
finds solutions, supports me/others, helps, honest feedback, 
champions the team.

Transparent Honest, open, what you see is what you get (WYSIWYG), 
consistent/no surprises, delivers promises, no ego, content/
nothing to prove, clear messages

Courage Brave, takes risks, challenges status quo, thinks outside the box, 
instinctive, decisive, engenders fun, stands up for others/team

Empowers Empowers, delegates, inspires growth and confidence
Vision Creates a vision, charismatic
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�Inclusion

This theme denotes a quality of the dyadic exchange relationship, in 
which the leader makes the subordinate feel they care for them. Darren 
explained that his ECL, Gareth, “took you on board and didn’t just leave 
you out to the side. [He] wanted you to be part of [his] team”.

Juliet and Katherine both reported paternalistic work relationships 
with their ECLs and vividly recalled examples of pivotal events from the 
1980s where these leaders made them feel nurtured and valued. Katherine 
described her relationship with Lawrence as one where she “absolutely 
[had] always been myself ”, therefore she has retained an essence of open 
self-expression and non-conformity as core aspects of her current identity 
as a leader:

So, the older I’ve got and the more confident I have felt in being myself, 
which is a woman and not a shoulder padded fake man who is working in 
the City, that is better for me and the people working with me and I recog-
nise that. So, the more like myself I am and the more like myself I become, 
I think the more effective I am.

�Integrity

This theme concerns the leader’s perceived moral goodness, which is asso-
ciated with participant perceptions of them as being genuine and “real”. 
It relates to “doing what’s right” and is manifested through behaviours 
that demonstrate the leader’s originality and non-conformity, which also 
relates to the theme of courage. Katherine described it as “acting on his or 
her own beliefs and not playing a role, acting, being themselves. I think 
those are the two most important things”.

Darren described Gareth as behaving “true to himself ” and Juliet, who 
referred to Paxton as “a really good guy” because of his integrity, per-
ceived this as an internal moral code, where the leader consistently acts in 
accordance with “what they believed was right, not necessarily what they 
thought was political or flavour of the month. They would be consistent 
in that”.
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The notion of integrity appears to be intertwined with the belief that 
this person is trustworthy, as highlighted by Carol, “I would trust Nancy 
with my keys, with my son, anything”. Similarly, Phil explained:

[Gordon] was a guy you’d follow. You know if he told you something, you’d 
follow, you just trusted the guy … he had no concept of lying and he was 
straight talking … Gordon was the best leader.

�Collaboration

This theme identifies that what an ECL does to create a supportive and 
collaborative environment at the team level is seen by participants as an 
important aspect of perceiving the leader as authentic. Kathy explicitly 
described Harry as being authentic because of his “supportive” and 
“developmental” approach to his team and because “he wouldn’t really 
step on you to get where he wanted to go”. Collaborative behaviours 
appear to manifest themselves in the leader’s informal, rather than for-
mal, encounters with others, as Helen recalled:

I learnt so much from [Nigel]. I learnt the basics from him about good 
management of people, which is quite close involvement with them, 
understanding them and then giving them what they need.

Phil described how an informal approach to collaboration permeates 
his leadership style today:

If people come to me … I can give little tips on how to cope with issues. 
I do get a lot of that and am quite flattered that people feel able to share 
their problems with me, if I can help them out I will. I would say I am an 
authentic manager.

Similarly, Darren said:

Gareth [was] quite a relaxed person and I see my management style as quite 
relaxed … my view is give people space and let them grow within that … 
I  like to be seen as someone you can go and talk to, someone who is 
approachable, that fits more with the Gareth style.
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�Transparency

This theme reflects an association between authenticity in leadership 
and social competence behaviours such as openness, honesty, and 
straight-talking, along with an absence of impression management 
and self-serving political behaviours. Nick summed it up as being 
“upfront”, “so you absolutely understand where you are in relation to 
this other person”; Darren talked about Gareth having “his heart on 
his sleeve”. Similarly, Juliet described Paxton as “very much an 
authentic person I would say. What You See Is What You Get”. 
Katherine illustrated the value of transparency in dealing with organ-
isational change:

[When you] give people difficult messages, then you … do it honestly and 
give people … respect for their intellect and their own emotions … you 
always need to tell people the whole thing.

�Courage

This theme is linked to the theme of Integrity, because “doing the right 
thing” often requires the leader to challenge the status quo and stand up 
for others. Katherine, when talking about her own leadership style, 
explained “it is quite a brave thing, I think to be authentic … you have 
to hold your eye on the horizon”.

Courage is a unifying construct across all participants except Ava and 
Colin and, as a manifestation of authenticity, is commonly perceived as 
maverick type behaviours enacted in situations where the leader is seen to 
champion the interests of their group or team above those of the organ-
isation. For example, Juliet recalled several events where Paxton’s deci-
sions were biased in favour of his team and apparently driven by a sense 
of paternalistic responsibility, which required him to stand in opposition 
to the organisation and, as a result, engendered a sense of mutual trust 
and an affective connection.
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�The Meaning of Inauthentic Leadership 
in ECL Relationships

Constructs are bipolar (where the meaning of the elicited descriptor – the 
emergent pole – is elaborated through the choice of the contrast pole/
descriptor). As such, a person’s beliefs can best be understood from the 
exploration of both poles (Denicolo et al., 2016). Therefore, in order to 
understand how leaders construe the authentic behaviour of their ECLs, 
we need to also understand what behaviours they construe as inauthentic 
in the context of those relationships. Table 7.3 illustrates that, in the 11 
negative ECL relationships, 5 ECLs (Philip, Gerald, Eddie, Roger and 
Dianne) were rated as always or usually behaving inauthentically 
(score = 5 or 4).

Five master themes were identified that relate to the inauthentic behav-
iours of these 5 ECLs: (1) self-centred, (2) emotionless, (3) autocratic, (4) 
critical and (5) manipulative. Table 7.4 presents the lower level themes for 
each master theme, and all 5 can be grouped together under the superor-
dinate theme of “egocentric orientation”. Collectively, these themes 
explain the importance of adopting a prosocial orientation to be perceived 
as authentic. For example, Peter described his ECL, Philip, as emotionless 
because he dealt with people as “a resource to use” rather than as individu-
als. Ann regarded Eddie as manipulative because he would:

Table 7.4  Behaviours associated with an inauthentic leader

Superordinate theme: ‘egocentric orientation’

Master theme Lower level themes (not weighted)
Self-centred Unsupportive, ego-driven, inconsiderate, lacks morals, 

personal motives, unaware of impact on others, non-
reflective, doesn’t grow/recognise others

Emotionless Cold, disconnected from others, lacks empathy, doesn’t 
care, ignores people implications

Autocratic Directive, aggressive, not one of team, not listening, 
closed body language, controlling, not hands on,  
doesn’t sort problems, delegates problems, task focused 
(not people focused)

Critical Micromanaging, no trust, focusing on deficits, no fun, 
blames others

Manipulative Impression management, hidden agenda, divisive, inner 
circle, unprofessional, game player
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… say one thing to one person and the polar opposite to someone else, 
with the result of creating confusion. Undermined people, made them feel 
they weren’t sure about what they were doing, made them feel there was 
actually something going on that they didn’t know about … could make 
people feel scared for their jobs.

�Egocentric Orientation

This overarching theme suggests that a leader who is perceived to act 
predominantly in their own interests and who treats others in their group 
or team without proper regard is categorised as inauthentic. The case of 
Melinda’s ECL, Aileen, demonstrates this (see Table 7.3). Melinda rated 
Aileen as usually behaving authentically because she exhibited openness 
and honesty, was not manipulative and was brave in standing up for her 
beliefs. However, she was not implicitly categorised as an authentic leader 
because she also lacked emotional warmth and focused her bravery 
towards satisfying her own motives, rather than those of the team. The 
strength of the relationship between follower perceptions of authenticity 
and the leader’s prosocial orientation is also illustrated by the ECLs 
Howard and Dianne, who both exhibited only a few inauthentic behav-
iours, yet were not categorised as authentic leaders because they were not 
perceived as championing group interests.

�The Impact of Authentic Versus Inauthentic ECLs 
on Leaders’ Identity and Practices

Gordon, Paxton, Gareth, and Lawrence (see Table  7.1) were rated as 
being authentic leaders and as having a profound and enduring positive 
impact on participants’ own leadership style. The 4 participants who 
worked for these authentic ECLs speak of a more personal, emotionally 
connected relational experience, which helped them develop a stable 
sense of self-confidence. As Juliet explained, her relationship with Paxton 
“made me feel very confident about myself, my possibilities and my 
potential”. They also made more explicit links between their own 
authentic behaviours at work and these early relationships, particularly 
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in relation to their personal willingness to stand up for others, be sup-
portive, take risks, and express their own individuality.

Philip, Eddie, and Roger (see Table 7.3) were rated as inauthentic lead-
ers who had a profound and enduring negative impact on participants’ 
self-esteem. Peter described his relationship with Philip as “destructive” 
and “humiliating,” Ann portrayed Eddie as having “a massive ego” that 
was “off the Richter scale,” and Jessica remembered Roger as being “totally 
unethical”. These negative early leader relationships disrupted trust, 
which lingers in how these leaders continue to approach their current 
work relationships, as Peter said:

If I disclosed to someone I couldn’t trust the fear is that they would use it 
against me and try and undermine me in front of others.

This view was shared by Brian:

If you mistrust someone, you are not going to say what you think because 
you’re going to be worried about, is he going to take it the wrong way, is it 
going to be used against me … I’m super protective and that then becomes 
quite negative.

Helen explained how the leader’s authenticity improves the perceived 
quality of the managerial relationship:

I think it’s just things like trust and confidence and actually it’s taking away 
that worry isn’t it? If you know where you stand with somebody and you 
know what their views are and where they’re going, you can focus on the 
job, so it’s one less distraction.

�Discussion

In line with the suggestion by Ruiz, Ruiz, and Martinez (2011) that 
more can be learnt about leadership from understanding the reasons 
why people are motivated to follow; this study contributes to our under-
standing of authentic leadership in three ways. First, it challenges the 
current conceptualisation of authentic leadership and the differential 
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contribution of the four dimensions first proposed by Gardner et  al. 
(2005). Second, it introduces more clearly the role of the leader’s proso-
cial and moral orientation and, third, it identifies a lasting legacy of 
authentic ECLs on the development of followers own authentic leader-
ship identity and practices. The following discussion explores these con-
tributions in more detail.

�A Flexible Construct

A constructivist methodology adopts the position that the experiential 
reality of authentic leadership can only be understood through people’s 
perceptions and interpretations. Within ECL relationships, authentic 
leadership appears to be a more flexible construct than is suggested in the 
mainstream theory and not something that adheres rigidly to the four 
dimensions of self-awareness, balanced processing, relational transpar-
ency and internalised moral perspective (Gardner et al., 2005; Walumbwa 
& Wernsing, 2013). The following sections consider the key challenges 
to mainstream theory presented by the findings and alternative perspec-
tive offered by this study.

�Self-Awareness

Gardner et al. (2005) originally framed this dimension around an identity 
reflection process in which the leader is presented as knowing and trusting 
their values, motives, feelings, and self-relevant cognitions. Participants 
did not make any references to their authentic leaders being particularly 
self-aware or reflective and made more references to emotional responses, 
such as being instinctive, decisive, and fun. They also talked more about 
consideration and behavioural consistency, which suggest the leader has 
achieved a level of self-direction and self-acceptance that is not adequately 
captured in this dimension as it is currently framed. The notion of consis-
tency is also referenced by Sparrowe (2005) as a central tenet of authentic 
leadership, which he presents as one who acts within character across 
events. Participants also perceptually associated behavioural consistency 
with caring, raising their self-esteem, and being dependable.
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�Balanced Processing

Kernis’ (2003) original view placed this dimension closer to being an 
outward expression and consequence of self-awareness. Gardner et  al. 
(2005) similarly presented it and described it in the context of accurate 
self-assessments and social comparisons. They also referenced high self-
esteem and absence of ego-defensive behaviours. Ten years later, 
Walumbwa and Wernsing’s (2013) definition bears little resemblance to 
its roots and presents it as an overarching decision-making skill that 
encompasses objective analysis, opinion seeking, critical reflection, and 
accurate judgement. The ALQ (Walumbwa, Avolio, Gardner, Wernsing, 
& Peterson, 2008) factor references opinion seeking, listening, and objec-
tive judgement. Overall, the findings do not support these later interpre-
tations of balanced processing as a perceptual trigger of authentic 
leadership. In fact, participants frequently recalled events where their 
authentic ECLs behaved emotionally rather than objectively. Juliet related 
Paxton’s authenticity to his emotionally open and straight-talking 
approach. Gardner et  al.’s (2005) absence of ego-defensiveness can be 
related to the lack of impression management that was commonly men-
tioned and is reflected in phrases such as “transparent”, “What You See Is 
What You Get”, and “know where you stand”. In isolation, these associa-
tions appear to relate more to the relational orientation of the authentic 
leader than to their cognitive processing style. Therefore, findings suggest 
that the dimension of balanced processing, in its current form, does not 
capture the emotional nature of authentic expression in leaders or the 
affective ties it creates in followers.

�Relational Transparency

This refers to the leader’s presentation of their authentic-self to others in 
the context of their close relationships. Terms such as openness, hon-
esty, transparency, and self-disclosure are used throughout this dimen-
sion’s various iterations, which is congruent with the terminology used 
by participants in this study. Walumbwa and Wernsing (2013) make 
three-dimensional additions: they broaden the relationship definition 
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to include accountability; they include the process of introspection for 
increasing leader self-knowledge, and; they rationalise the leader’s 
behaviour by specifically referencing their efforts to “minimize displays 
of inappropriate emotions” (p.  396), although the nature of what is 
deemed inappropriate is not made clear. The authors appear to have 
moved the dimension towards a more objective, sanitised notion of 
acceptable leader behaviours, which again fails to acknowledge the lead-
er’s outward emotional expression of their inner values that feature 
strongly in participants’ attributions of authentic leadership.

These findings suggest that authentic leadership is an emotionally 
expressive and prosocial concept, which alters the nature of the relation-
ship experience for followers. Whilst this dimension utilises some simi-
lar terminology, it arguably does not go far enough to adequately explain  
the transformational effects that this deep, emotionally laden connec-
tion can have on followers’ relational experiences and identity processes. 
Walumbwa and Wernsing (2013) make no reference to experiences of 
collaboration, inclusion, caring, warmth, or fairness that dominate par-
ticipants’ narratives. Therefore, it can be argued that this dimension has 
been narrowly interpreted, is not reflective of the relationally derived 
emotional connections that are created by the leader’s authentic behav-
iour, and does not do justice to its overall relational value.

�Internalised Moral Perspective

This dimension overlaps considerably with the moral person element of 
ethical leadership proposed by Trevino, Hartman, and Brown (2000). Its 
inclusion within authentic leadership theory is contested by Shamir and 
Eilam (2005, 2013), who stay closer to the root idea of authenticity being 
‘to know thyself ’. Kernis (2003) also made no reference to morality in his 
definition of personal authenticity and spoke more in terms of behaving 
true to one’s self as a self-liberating experience and a method of enabling 
others to “see the real you, good and bad” (p. 15), a view supported by 
Ilies et al. (2005). Other authors, however, have linked authenticity to the 
notion of intrinsic morality. Bass and Steidlmeier (1999) regarded authen-
ticity as the defining moral difference in transformational leadership, and 
it was part of Luthans and Avolio’s (2003) original conceptualisation.
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The findings in this study strongly support the inclusion of the moral 
self as the foundation of authentic leadership. In the latest iteration by 
Walumbwa and Wernsing (2013) the authors make specific reference to 
authentic leaders demonstrating increased prosocial and ethical behav-
iours, which is also substantiated by this study. These findings support 
the presentation of authentic leadership as the enactment of the moral 
self, which encompasses both the integration of morality into one’s sense 
of self and its manifestation within cognitive and affective self-regulation 
processes (Jennings, Mitchell, & Hannah, 2014).

Gardner et al. (2005) also included being a positive role model in this 
dimension, which has been lost in subsequent elaborations and does not 
explicitly feature in any of the measures of authentic leadership. However, 
these findings indicate that the role modelling of high ethical and moral 
standards is a key discriminant for the attribution of authentic leadership, 
which participants associated with their own leadership aspirations. The 
diffusion of positive role modelling to subordinates’ enactment of their 
own leadership role can be explained in social learning terms (Bandura, 
1977). As such, this dimension may be better explained as acting as an 
ethical role model, or, in social identity terms, creating a cohesive team 
identity and positively promoting group interests (Haslam, Reicher, & 
Platow, 2011).

�Summary

The findings strongly support the dimension of an “internalised moral 
self-concept” that is consistently enacted across observable behaviours 
and events, which, in turn, may be better explained in social learning or 
social identity terms. The relational enactment of authentic leadership 
has been identified as having a potentially transformative psychological 
impact on followers that is not adequately captured in the narrow descrip-
tion of “relational transparency”. This dimension could be broadened out 
to a holistic relational orientation level that encompasses the aspects of 
psychological voice and lack of ego-defensiveness/impression manage-
ment that are currently encapsulated within the balanced processing 
dimension. “Self-awareness” could be more usefully expressed as a state of 
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self-acceptance where leaders feel liberated from organisational and role 
pressures and are able to act in a self-directed, considerate and consistent 
manner. Finally, findings suggest that the dimension of “balanced pro-
cessing” does not relate to perceptions of authentic leadership, which 
appears to be based more on emotional connections and affective ties that 
are themselves inextricably intertwined with group processes and social 
understanding.

�The Prosocial and Moral Orientation of an Authentic 
Leader

As discussed above, these findings clarify the key role of perceived moral 
goodness in attributions of authentic leadership, which is counter to the 
view presented by Shamir and Eilam (2005). An authentic leader here is 
perceived as being ethical, with descriptions such as “do the right thing”, 
“integrity”, and “honest”. There is also the suggestion of them being value 
driven or non-conformist in “instinctive” and “brave”. Participants also 
use mostly relationally oriented words, rather than competency based, 
supporting an association between authenticity and prosocial behaviours, 
with terms such as “cares”, “fair”, and “emotional warmth”. When 
encountered at an early career stage, authentic leaders create a sense of 
psychological attachment for followers through the adoption of a nurtur-
ing/caring role, collaboration and focusing on building high-quality 
work relationships that transcend formal boundaries.

�Impact of Authentic Leadership in Early Career Stages

Overall, the findings suggest that authentic leadership transforms both 
the early career experiences of followers and helps shape their ideological 
view of leadership, which encourages them to aspire to behave in similar 
ways as they develop their own leadership style. This study addresses a key 
criticism levelled at the current theory by Ford and Harding (2011), 
namely that, by dictating the dominant values to be followed, authentic 
leaders subsume followers’ identities and render authentic followership a 
false ideology because followers are expected to align themselves to the 
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collective. By providing greater insight to the experience of authentic 
leadership in early career relationships, findings indicate that authentic 
leaders, within a more flexible definition of authentic leadership, develop 
other authentic leaders by role modelling and legitimising self-expression 
and non-conformity at work. Leaders who had an authentic ECL dem-
onstrated greater self-acceptance, inter-personal trust, and less self-doubt 
in the enactment of their current roles than those participants who had 
worked for an inauthentic ECL.
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from a Multi-cultural Perspective

Sharon Davis Brown

The intent of this chapter is twofold. The first is to highlight the relationship 
between authentic leadership, embodied leadership, and followership styles, 
including body–mind and nonverbal leadership and followership practices 
used in selected countries. The second intent is to study the relationships 
between the specific cultures of countries and the willingness or the ability of 
organisations within those countries to embrace authentic and embodied 
leadership and followership styles.

The conceptual framework for leadership–followership relationships 
borrows heavily from the seminal work of McGregor (1960). 
Organizations within the United States and Israel were selected for the 
study, based on their cultural differences in leadership and follower-
ship qualities and roles, while the culture of Israel is contrasted to that 
of Japan. Somatic-based leadership development assessments, such as 
Laban Movement Analysis, are discussed as alternatives to cognitively 
based assessments, such as the Myers Briggs Inventory or the 360° 
Assessment Instrument.
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This chapter adds to the scholarly conversation by furthering knowl-
edge of effective and ineffective behaviours in leadership and follower-
ship, and by building on previous theories, assumptions, and practices 
within authentic leadership, embodied leadership, and followership 
styles.

�The Problem

An authentic leadership role implies self-awareness of the leader’s connec-
tion with colleagues, peers, and the organisational environment (system) 
at large. An absence of self-awareness may lead to ineffective leadership 
and may interfere with effective followership. Leaders’ self-awareness is 
limited without knowledge of embodied leadership elements. Thus, the 
elements of embodied leadership are critical to effective authentic 
leadership.

However, there seems to be a macro-problem. Managers, who are par-
ticipative and involve followers in decision-making while retaining con-
trol over implementing decisions, are open to adopting authentic or 
embodied leadership roles. Managers within traditional authoritarian 
organisations in which centralised control is retained are not. The cul-
tures of some countries do not permit managers to deviate from tradi-
tional authoritarian styles.

�Leadership Styles

Leaders and followers function within an organizational milieu that is 
changing. After the Industrial Revolution, leaders looked to their labour 
forces for their physical attributes (strength and endurance), and the fol-
lowers (employees) were expected to be passive, deferential, and obedient 
(McGregor, 1960). However, since the onset of the technological revolu-
tion, labour is largely mechanised and leaders require followers with 
intellectual attributes (astuteness, creativity, persistence). Thus, the fol-
lowers are expected to demonstrate extroversion, charisma, and sensitiv-
ity towards the effectiveness of the leader (McGregor, 1960).
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McGregor (1960) discussed Theory X and Theory Y management 
styles, where Theory X is authoritarian and centralised control is retained, 
whereas in Theory Y, management is participative, involving the follow-
ers in decision-making but retaining control over implementing deci-
sions. Theory X assumes that people dislike work and want to avoid it; in 
effect, they do not want to take responsibility. On the contrary, Theory Y 
assumes that people are self-motivated and thrive on responsibility 
(“Theory X and Theory Y,” n.d.). All the authentic leadership, embodied 
leadership, and followership research below is an outgrowth of the Theory 
Y management style.

�Authentic Leadership: Conceptual Framework

Researchers have not decisively agreed upon the definition of authentic 
leadership. Avolio and Gardner (2005) described authentic leadership as 
an emerging field while Luthans (2002) asserted that authentic leader-
ship is based on positive psychology principles. Luthans applied con-
structs that include confidence, optimism, hope, and resilience (2002). 
Separately, Kernis (2003) discussed relational orientation that was later 
elaborated upon by Kernis and Goldman (2006) in which they proposed 
the following descriptors for authentic leadership: (1) awareness in both 
cognitive knowledge and in one’s thoughts, feelings, motives, and values; 
(2) unbiased processing, such as objectivity about and acceptance of one’s 
positive and negative attributes; (3) behaviour with respect to actions 
based on one’s true preferences, values, and needs rather than acting 
merely to please others, secure rewards, or avoid punishments; and (4) 
relational orientation, such as achieving and valuing truthfulness and 
openness in one’s close relationships.

Thus, authentic leadership has four core elements: (1) self-awareness, 
(2) unbiased processing, (3) relational authenticity, and (4) authentic 
behaviour and action (Avolio & Gardner, 2005; Kernis, 2003; Walumbwa, 
Avolio, Gardner, Wernsing, & Peterson, 2008). The term authenticity 
refers to examination of the self (Avolio & Gardner, 2005). However, a 
positive moral or ethical perspective is also an important element of 
authentic leadership (Avolio & Gardner, 2005; Luthans & Avolio, 2003). 
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For authentic leadership and followership to be effective, the leader and 
the follower must share a common purpose (Chaleff, 2009). Shamir and 
Eilam (2005) asserted that authentic leaders lead with an honesty derived 
from deep-rooted values based on the life stories that they may share with 
their followers, colleagues, and customers.

Self-awareness, the first core element of authentic leadership, is 
described as the leader’s capacity to self-reflect, to be sensitive to other 
people’s needs, to listen to other people’s opinions and suggestions, and 
to accept responsible criticism without becoming defensive (Avolio & 
Gardner, 2005). Walumbwa et al. (2008) defined self-awareness as “dem-
onstrating an understanding of how one derives and makes meaning of 
the world and how that meaning making process impacts the way one 
views himself or herself over time” (p. 95). A lack of self-awareness may 
create friction in the boardroom as an unwillingness to consider other 
people’s opinions (unbiased processing), and may reduce cooperation 
with decision-making. As shown in the cross-cultural case studies that 
follow, not all leaders possess these skills and some do not wish to. In 
traditional hierarchical organisations, leaders often prefer an autocratic 
leadership style (McGregor, 1960).

From the practitioner viewpoint, George, Sims, McLean, and Mayer 
described authentic leadership as “(1) pursuing purpose with passion; (2) 
practicing solid values; (3) leading with heart; (4) establishing enduring 
relationships; (5) demonstrating self-discipline” (as cited in Gardner, 
Cogliser, Davis, & Dickens, 2011, p. 1123). From a practitioner’s per-
spective, leaders show their authenticity through their actions while 
scholars may view this refined explanation as pedantic.

�Embodied Leadership: Conceptual Framework

Embodied leadership is a body–mind theoretical concept that, like 
authentic leadership, encourages leaders to be mindful of their thoughts, 
actions, trustworthiness, and moral compass. However, embodied leader-
ship stresses leaders’ awareness of their body language in addition to their 
cognitive skills (Moore, 2005). Thus, embodied leadership is a subset of 
authentic leadership and these two leadership styles share similar qualities 
(Kernis, 2003; Ladkin & Taylor, 2010; Sheets-Johnstone, 2010).
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By definition, the authentic leadership role requires self-awareness of 
the leader’s connection with colleagues, peers, and the organisational 
environment (system) at large. However, an absence of self-awareness or 
reflexivity, a skill that “requires a process of seeking, receiving, and giving 
feedback, and also entails changes in behaviour” (Carmeli, Sheaffer, 
Binyamin, Reiter-Palmon, & Shimoni, 2014, p. 129) may lead to inef-
fective leadership and may interfere with effective followership. As such, 
without knowledge of the elements associated with embodied leadership, 
leaders are limited in their self-awareness. Thus, the elements of embod-
ied leadership are critical to effective authentic leadership. The leaders 
who practice embodied leadership skills can more effectively connect 
with their followers in a synergistic relationship, although leaders’ exact 
mannerisms may differ from culture to culture.

Most of us use our bodies to communicate nonverbally, whether con-
sciously or not. Most of us use our voices to communicate verbally. We 
spend years consciously developing our abilities to communicate cogni-
tive ideas by learning to talk and listen in turns. Most of us are only 
peripherally aware of our nonverbal communications. Somatic contem-
plative routines such as Feldenkrais’(1972) movement awareness or 
Gendlin’s (1978) focusing, a method created to generate the felt sense that 
serves as a system to learn about physical body changes to make the 
implicit explicit, are practiced to increase a person’s somatic awareness. 
Other body-based routines include authentic movement (Pallaro, 1999), 
which is a meditative practice with one person moving in a quiet space 
with eyes closed while a witness views the mover, yoga, and mindfulness 
practices (Kabat-Zinn, 1994) that increase leaders’ sensitivity towards 
their colleagues. These practices may assist leaders and followers to use 
somatic awareness as an intuitive, nonverbal dimension of embodied 
communication.

Laban Movement Analysis, Action Profiling™, and Movement Pattern 
Analysis are systems that practitioners use to conceptualise and notate 
nonverbal movement patterns used in fields as diverse as dance choreog-
raphy, assembly line factory worker movement patterns, and manage-
ment decision-making (Moore, 2005). This notation is analogous to 
scoring a musical symphony for an orchestra. Notating nonverbal move-
ment patterns and scoring a musical composition utilise written sym-
bols to map the respective modality. Towards this end, knowledgeable 
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consultants who apply the principles of Laban Movement Analysis or a 
similar nonverbal movement system can train the leaders to acquire and 
develop the skills to become authentic embodied leaders and effective 
followers (Bartenieff & Lewis, 1980; Moore, 2005, 2014).

Ladkin and Taylor (2010) described the concept of the true self, where 
leaders and followers display and observe somatic cues to connect with 
the bodily based felt sense of authenticity. Leaders can gain an under-
standing of the true self through an embodied education, for example, by 
using the Laban Movement Analysis principle of affinities and disaffini-
ties. This principle addresses the concept of aligning people’s words with 
their nonverbal actions. Thus, when verbal expression is aligned with the 
body language displayed (affinity), it is conveyed as being authentic. 
When words and nonverbal expression are not aligned (disaffinity), it is 
viewed as being inauthentic. This concept helps us understand when 
someone is being genuine or being insincere.

Walumbwa et  al. (2008) described moral development as a require-
ment to achieve leadership authenticity, yet they did not prescribe a sys-
tem to identify such behaviour. Laban Movement Analysis is one system 
that can enable a practitioner to discriminate between authentic and 
inauthentic behaviours. Although Laban Movement Analysis does not 
measure moral development, it does measure when movement actions 
and speech content do not mesh. When words and nonverbal expressions 
are not aligned, a practitioner will view this as disaffinity (Moore, 2005). 
In this regard, the Laban Movement Analysis principle of affinities and 
disaffinities dovetails with Ladkin and Taylor’s (2010) concept of inner 
and outer expressions. When the inner world (somatic sensations) of lead-
ers or followers is in sync with their outer expression (verbal language), 
they are likely to be viewed as authentic.

Ladkin (2013) advocated an embodied leadership model based on the felt 
experience (p. 321). She suggested that “bodies have a critical role in creating 
this felt sense through the very way in which perception works” (Ladkin, 
2013, p. 322). The perception that Ladkin described is based on our bodily 
senses of seeing, hearing, smelling, feeling, and touching. Her model 
assumes that the leaders or the followers have a heightened skill set to use 
their physical senses in this manner. She also discussed reflexivity and sug-
gested that “pressing the flesh” in a handshake as an interactive phenomenon 
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strengthens the shared exchange between leaders and followers by means of 
an inter-subjective interaction rather than a linguistic communication.

Learning to stay in the present moment is best practiced through some 
form of somatic awareness, like taking a few deep breaths or taking a self-
inventory of physical tension, strained muscles, or accelerated heartbeat. 
Slowing down breathing or releasing muscle tension are ways to return to 
the present moment. From a somatic perspective, authentic leadership is 
an act of balancing organisational objectives with the unconscious ten-
sions within the body (Ladkin & Taylor, 2010).

Leaders and followers function in organisations that are constantly 
changing. Sheets-Johnstone (1981) used a phenomenological and somatic 
perspective to describe bodily sensations, which, when combined with 
cognitive awareness, mirror and act as a response to organisational 
changes. Thus, the study of nonverbal movement is the study of change. 
This includes the inner and outer dualities (somatic sensations vs. verbal 
language) described above: physically, how one is aware of bodily sensa-
tions; spatially, how one navigates the external environment and, dynam-
ically, how one applies different energies to applied tasks (gentle or 
forceful, direct or indirect, open or closed). Brendel and Bennett (2016) 
examine how somatic resonance occurs when the leaders learn to respond 
to situations and relationships after having learned to observe their inner 
selves to access unconscious patterns of thought, emotion, and automatic 
reactions to others. Brendel and Bennett (2016) further suggested that as 
leaders learn to access their inner state, they are better positioned to be 
more open to new perceptions and alternative possibilities for action.

To suggest that an embodied model is successful within a leadership–
followership context is complex due to the difficulty of measuring success 
empirically. Leaders and followers alike may describe the presence or 
absence of connecting to the felt experience, but as Ladkin (2013) con-
veyed, subjective experiences are easily ignored in a world that embraces 
measurements and objective studies.

Embodied leadership requires a set of skills that allows leaders to listen 
to their bodily senses as part of their leadership role. It takes a special kind 
of leader to embrace an embodied leadership practice where the goal is to 
maximise the connection with the leadership team, colleagues, and cus-
tomers. Towards this end, an embodied leadership skill set can be trans-
ferred to followership roles with success.
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�Followership: Conceptual Framework

Researchers use subtle conceptual variations when explaining follower-
ship and the literature shows a developmental progression in the defini-
tions of follower characteristics. Meindl (1995) introduced the 
follower-centred approach to describe follower traits, emotions, and atti-
tudes. In the same year, Chaleff (1995) coined the term courageous fol-
lower to describe the followers who choose to question their leaders’ 
actions and decisions rather than remaining silent. Chaleff (2009) later 
modified his courageous follower term to define the unbalanced relation-
ship between leaders and followers with the core values of mutual respect 
and honesty; the follower supports the leader’s vision and final decision. 
The Pearce and Manz (2005) model of shared leadership advocates dimin-
ishing rigid roles that can inhibit best business practices by encouraging 
a dynamic and interactive synergy based on mutual respect. Avolio et al. 
(2004) also postulate that underlying trust is the essential required fea-
ture for the leader–follower relationship to thrive and that trust is initi-
ated when leaders encourage diverse follower viewpoints as long as these 
viewpoints support their working relationship and the organisation’s core 
mission. Uhl-Bien and Pillai (2007) suggested that the followers express 
their own viewpoints when engaging with the leaders, while Shamir 
(2007) suggested that “reverse[ing] the lens” is a trait where the followers 
are actively engaged to create and maintain leadership outcomes. In this 
regard, Shamir suggested that the followers are co-producers in organisa-
tional outcomes and their role is vital to the functioning of the 
organisation.

de Zilwa (2014) enumerated a relational conceptual framework for 
authentic followership that relies on the (1) the follower’s capacity to think 
and behave, (2) the nature of the dyadic relationship between the leader 
and follower along with the follower’s secure attachment to the leader, 
and (3) the context with which the follower engages with the organisa-
tional structure, culture, norms, and political conditions so that these 
conditions provide a supportive environment for authentic followership.

The term relational dynamics coined by Uhl-Bien, Riggio, Lowe, and 
Carsten (2014) to describe mutual influence between the leader and 

  S.D. Brown



  201

follower is similar to the concepts that others have described as proactive 
follower (Carsten, Uhl-Bien, West, Patera, & McGregor, 2010) and cou-
rageous follower (Chaleff, 1995). Followership is the essential backbone 
of the constructive authentic leadership process (Uhl-Bien et al., 2014).

Effective followers are critical thinkers, and, as such, they carefully 
question potential leadership decisions with a thoughtful, provoking 
inquiry. For example, the effective follower may ask questions such as, “Is 
there another way we might be able to solve this business problem?” or 
“What is the downside of this decision compared with another interven-
tion?” These types of questions are designed to challenge the leaders so 
that they have multiple perspectives from which to make sound business 
decisions. This type of interaction should not be viewed as being anti-
leader, but rather as an attempt to work collaboratively with the leader 
and the leadership team.

The somatic practices discussed in the section “Authentic Leadership: 
Conceptual Framework” above also apply to followers. When somatic 
practices are used by both leaders and followers, the result can be an 
increase in flexible synergy and embodied communication among mem-
bers of the organisational team.

�Multi-Cultural Case Studies

Earlier in this chapter, the author described the conceptual framework 
for Theory X, Theory Y, authentic leadership, embodied leadership, and 
followership roles. This section highlights cultural differences and how 
leaders and followers from the United States and Israel perform their 
respective roles, particularly as it pertains to their self-awareness, unbi-
ased processing, relational authenticity, authentic behaviours, cognitive 
skills, and the connections with colleagues, peers, and the organisational 
environment.

Since only one case study is used from each country, the author does 
not mean to imply that the characteristics of the chosen examples exist in 
every organisation within that country, only that cultural differences exist 
between countries.
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�United States

S. Jobs, a co-founder of Apple Industries, was a well-recognised, though 
complex, leader. Although some writers focus on his genius, others focus 
on his acerbic personality. He was passionate about his work and a per-
fectionist who was hyper-focused, artistic, compulsive, and controlling. 
He often set impossible deadlines and, upon receiving employee push-
back, would devolve into temper tantrums. His personality traits shaped 
the way he approached business (Knickerbocker, 2011). Based on the 
inflexible way he led others, he appeared to lack self-awareness. However, 
he was driven by his vision of the products he developed. For example, 
during the development of the iPod, he insisted that the music must be 
quickly accessed by no more than three clicks.

Jobs’ career went through several peaks and valleys. During the first 
10 years of Apple, there was marked growth of the Macintosh computer. 
Jobs hired J. Sculley to work on the business side of the company; how-
ever, an interpersonal conflict ensued between the two, and the board of 
directors sided with Sculley. In effect, Jobs, then 30  years of age, was 
relieved of his duties at the company he co-founded.

As Jobs described in a 2005 Stanford speech, his sense of career, iden-
tify, self-efficacy, and self-worth were challenged (as cited in Richardson 
& Arthur, 2013). Thus, it appeared that upon being fired, Jobs conducted 
a self-assessment, an act of self-awareness that led to the most productive 
years of his professional career, his time at NeXt and Pixar. Jobs asserted 
that the loss of the Apple Industries leadership position allowed him to 
develop new opportunities for growth and redirection and to plan new 
career alternatives (as cited in Richardson & Arthur, 2013; Zikic & 
Klehe, 2006; Zikic & Richardson, 2007). Reflecting, Jobs claimed that 
getting fired was the best thing that could have happened to him 
(Richardson & Arthur, 2013).

Upon his return to Apple in 2005, he continued leading in the Theory 
X, autocratic style. He discontinued the production of the Macintosh 
computer and focused on technological products such as the iPod, iPad, 
iTunes, and iPhone. During this period of his life, Jobs continued devel-
oping creative products that customers did not yet know they needed. He 
produced a wealth of products and, at that time, Apple Industries reve-
nue exceeded that of Mobil/Exxon (Yu, 2013).
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Jobs typically lacked real-time self-awareness, dismissed or under-
mined other people’s opinions, and was a difficult person to work for and 
with (Isaacson, 2012). However, during his 2005 Stanford graduation 
speech, Jobs shared with the graduating audience a need to “listen to 
their hearts and heads, do what is important to them, pursue their ambi-
tions, and take charge of and responsibility for their careers” (Richardson 
& Arthur, 2013, p. 46). This statement showed a softer side of Jobs, but 
one that did not transfer into his leadership style. Nevertheless, Jobs 
remains an icon in the creation of products that combine art, technology, 
and functionality.

The brief somatic analyses given below are based on YouTube videos.
During a 2010 demonstration to a large audience, which was failing 

due to Wi-Fi overload, Jobs paced back and forth along the stage (CNET, 
2010). It was not a true temper tantrum as his voice was soft, but his tone 
was sarcastic. His torso was bound; a term describing limited flexibility, 
which in this example signifies annoyance with the situation. He gestured 
in a free flow manner; his arms wide open within the horizontal plane, 
which shows receptivity to his audience. The audience complied with his 
request to turn off their Wi-Fi devices so that his demonstration could 
continue.

Separately, Jobs demonstrates his ability to connect with his audience 
during the introduction of the iPhone in 2007 (Stark, 2012). Throughout 
the presentation, Jobs paces along the length of the stage using sustained 
even flow and using his arms bilaterally to gesture in an open manner as 
if to invite his audience closer, an example of affinity. To emphasise a 
point, Jobs makes large sweeping flowing gestures that capture the atten-
tion of his audience. When the audience applauds, Jobs pauses before 
adding more dialogue. Jobs’ posture is upright, but not rigid, as he dis-
plays an uncanny ability for patience.

His body language in this video shows a man who is passionate 
about the product he is introducing. He seemingly takes his time; he 
listens to the audience by waiting for the applause to stop before he 
resumes talking. He speaks softly but deliberately. He displays an affin-
ity by spreading his arms open indirectly but in a sustained manner. 
According to the principles of Laban Movement Analysis, this gesture 
shows a propensity towards alignment (affinity) between his words and 
his nonverbal actions.
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�Israel

H. Lipskin is the CEO of Keepers Child Safety, a start-up company in 
Jerusalem, Israel, that has been in business for one year and has 10 employ-
ees (personal communication, October 11, 2016). Their business product 
is a computer application that allows parents to monitor and track their 
child’s activity on smart phones to detect and prevent cyber-bullying. 
Keepers Child Safety launched their product in beta version (soft launch) 
testing in early November 2016. Success will be determined by “the pre-
vention of suicide” and failure “by the loss of life” (H. Lipskin, personal 
communication, October 11, 2016). Their ability to continue is contin-
gent upon success and global market factors that will affect their ability to 
raise money (H. Lipskin, personal communication, October 11, 2016).

The small size of the company makes the structural fluidity between 
the leader and followers transparent. This is evidenced by how Lipskin 
views himself “as a member of the team” (personal communication, 
October 11, 2016). He also described the company’s organisational cul-
ture as “unofficial,” in which employees are engaged in the process and 
enjoy their work. This is Lipskin’s first start-up business, and he has had 
no prior experience as a manager. He described his greatest leadership 
challenges as meeting deadlines and the responsibility for success or fail-
ure (H. Lipskin, personal communication, October 11, 2016).

The followers in Israeli companies are comfortable challenging their 
leaders (Senor & Singer, 2009). This was supported by Lipskin’s (personal 
communication, October 11, 2016) reflections in which he noted, “Last 
time I had an idea … the R&D leader told me it’s a bad idea and explained 
why and we decided to give up on my idea.” Challenging leadership is 
part of the culture of Israeli organisations as well as the Israeli military 
(Senor & Singer, 2009).

B.  Brown, a University of California undergraduate and an unpaid 
intern hired by Keepers Child Safety during the summer of 2016, shared 
his experience working in the company with this author. This was his 
second internship in Israel, so he had some cultural familiarity. Per 
Brown, Lipskin told him at their first meeting that “By hiring me he 
would be in a no-lose scenario. Either his company would get something 
out of me, or he wouldn’t lose anything” (B. Brown, personal communi-
cation, October 30, 2016).
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Commenting on his first week at work Brown said,

My second day of work [the day after the interview] the company had a 
meeting with a senior executive of Cisco and a couple other high-level 
people. As the questions began, no one from the actual team was speaking 
up, so I started talking with only a bare-bones background in the company, 
and no background in business. Somehow, I was articulate enough to 
impress the executive enough for him to continue backing the project. 
Hanan was quite impressed with my actions and gave me the task of 
reworking our business model and executive summary documents to meet 
our new plans (and [in] the quality English that investors expected). In 
spite of being an intern, I was, in effect, a member of senior staff and was 
treated as such. I tried hard to support Hanan as my boss, even (and espe-
cially) when our visions of the company did not align. (B. Brown, personal 
communication, October 30, 2016)

Brown also shared his reflections on the structural fluidity and trans-
parency within this culturally influenced leader–follower dyad:

As an intern in the U.S., I would have barely been on the fringes of those 
sorts of decisions. As an intern in an Israeli startup, I was thrust right into 
the middle of the mess and told ‘figure it out’. It’s a very horizontal organi-
zational structure, where the leaders are really more of a ‘first among equals’ 
than an overlord. Hanan and Doron [co-founder] both expected their 
subordinates (myself included) to tell them when we thought they were 
wrong, and why. (B. Brown, personal communication, October 30, 2016)

Lipskin’s leadership style is an example of Theory Y in that manage-
ment is participative, assumes that people are self-motivated and thrive 
on responsibility, and involves subordinates in decision-making while 
retaining the control to implement decisions.

From the follower’s perspective, Brown observed,

When in the office the general attitude was pretty relaxed. Hanan and 
Doron tended to be pretty open to ideas and opinions of others. On the 
other hand, when Hanan really wanted something done a certain way that 
was just the way it had to be, even if there were [other] potential ways of 
going about it. The thing that I really remember is the frenetic energy 
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Hanan seemed to just barely control most of the time. He was always 
intensely pursuing some goal or project, and as soon as that goal or project 
was finished (or fell through) he would immediately take up another one. 
(B. Brown, personal communication, April 16, 2017)

As there are no videos of Lipskin, the following brief conceptual analy-
sis is based on what might be expected from Brown’s observations.

The principles of Laban Movement Analysis refer to motion factors 
that move along four continua; those for weight, time, space, and flow. 
Within the time continuum, Lipskin would likely show a sense of 
urgency. Within the space continuum, Lipskin would likely show move-
ment qualities that are indirect, as he can attend to multiple tasks simul-
taneously. However, he also has the ability to be extremely focused. Thus, 
at various times he demonstrates both ends of the space continuum.

A person may be an embodied leader with or without specific outside 
coaching or training. If Lipskin were trained as an embodied leader, he 
would be able to consciously ensure that his nonverbal and verbal expres-
sions were synchronised, and thus display authenticity. He may or may 
not currently do so unconsciously, but without video, any claims to his 
embodied leadership are uncertain.

�Cultural Differences in Leadership–
Followership Roles

This section explores cultural differences between the United States, 
Israel, and Japan in leadership–followership roles. Japan is included in 
this discussion due to the cultural pervasiveness of a rigid hierarchical 
social structure that contrasts with the more egalitarian Israeli leadership 
culture.

The Industrial Revolution was marked by a series of stages demarcat-
ing specific levels of progression (Greenwood, 1999). The “third wave” 
was marked by a technical revolution that began in the 1950s with the 
invention of the computer and includes the utilisation of robotics 
(Greenwood, 1999). Initially, computers were used in academic and 
industrial research, but since the 1980s computer use has evolved to 
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include personal computers and the spread of networking (Greenwood, 
1999). Companies that have emerged from this technological revolution 
include IBM, Microsoft, Apple Industries, Google, and Facebook. 
Because of this technological revolution, skilled workers are increasingly 
replaced by machines or technology support, for example, switching 
machines replacing telephone operators, robotic welders replacing skilled 
manual welders, and vending machines replacing food servers.

During the first two stages of the Industrial Revolution in the United 
States, the prevailing relationship between leaders and followers was 
Theory X.  During the third stage of the Industrial Revolution in the 
United States, some organisations moved to a Theory Y form of the 
leader–follower relationship (McGregor, 1960). In 1976, when 
S. Wozniak and S. Jobs founded Apple Computer, this shift was still in 
its infancy.

Israel is a small, Jewish, democratic society surrounded by larger Arab, 
authoritarian countries predominately inhospitable to Israel. For 68 years, 
18- to 23-year-old Israeli men and women have been required to serve in 
the Israeli defence forces where they learn combat tactics and survival 
skills. In the book Start Up Nation: The Story of Israel’s Economic Miracle, 
Senor and Singer (2009) described a socially homogenised leadership cul-
ture where hierarchical structure is minimal. Senor and Singer noted, 
“Israeli soldiers are not defined by rank; they are defined by what they are 
good at” (p. 50). Opinion is strongly valued irrespective of one’s official 
rank. As such, lower ranked individuals are expected to challenge higher-
ranking individuals. After their initial time with the defence forces, 
Israelis are placed on reserve status, but have frequent “call-ups” for train-
ing, emergencies, or combat. Relationships that develop during the army 
years and during higher education, along with a competitive drive to 
succeed, make the Israeli society ripe for entrepreneurship, high technol-
ogy, and scientific invention (Senor & Singer, 2009).

The Israeli culture invests in human capital. Steinberg (2011), com-
menting on the cost that Israel invests in human capital, stated that 
“tuition at Israel’s renowned public universities is about $2,714 per 
year, thanks in large part to government subsidies. Compared with 
other developed countries, Israel ranks eighth out of the OECD’s 26 
countries for tuition rates.” Israelis excel at teamwork and innovation 
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(Senor & Singer, 2009). In fact, Israel Venture Capital Research (as cited 
in Senor & Singer, 2009) indicated, “The country boasts more startups 
per capita than any other country and currently has 70 companies listed 
on the Nasdaq.” In Israeli culture, business leaders are known to prac-
tice what Carsten et al. (2010) called relational authenticity. As in the 
military, members of an Israeli business team have no problem raising 
issues with their nominal leader, provided they have reliable facts. They 
are expected to take responsibility for assigned tasks rather than follow 
explicit orders. This is true of Keepers Child Safety where Lipskin 
encourages employees to “tak[e] as much responsibility as possible … 
that if the employee got a big responsibility and he is the ‘owner’ of the 
mission, he will perform better than if I tell him exactly what to do” 
(personal communication, October 11, 2016). Israeli author A.  Oz 
wrote, “a culture of doubt and argument, an open-ended game of inter-
pretations, counter-interpretations, reinterpretations, opposing inter-
pretations” are the norm and not the exception in Israeli business and 
leadership culture (as cited in Senor & Singer, 2009, p. 51).

Formed as a country in 1948, Israel has experienced many waves of 
culturally diverse immigration and remains a heterogeneous country with-
out full assimilation of minorities. As full Israeli egalitarianism has not 
been achieved, some authors, seemingly in contrast to Senor and Singer 
(2009), have suggested that Israel needs further policy reforms (Cohen-
Almagor, 2014). However, it should be noted that the focus of Senor and 
Singer (2009) was on the assimilation and egalitarian aspects of the Israeli 
leadership culture that form the basis of an entrepreneurial culture.

Historically, Japan is a much older country than the United States or 
Israel. Prior to the Meiji Restoration of 1868, Japan had a feudal samurai 
(warrior) society (Garon, 1994) and was largely closed to outside contact 
(Bernhofen & Brown, 2004). After the Meiji Restoration, Japan closely 
followed Western models, including industrialisation, and became a 
world power (Huntington, 1996).

In 1908, Kobayashi Sakutaro came to the United States and noticed 
that American workers “followed rules, came to work on time, [and] 
never loafed,” but he claimed to not find these attributes among Japanese 
workers (Gordon, 1990, p.  239). He asserted that Japanese workers 
needed constant instruction and that supervisors were in a difficult situ-
ation (Gordon, 1990).
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The key issue for workers was the moral authority of the factory or 
enterprise to exact diligent labour in exchange for pay (Gordon, 1990). 
As stated by Gordon (1990), “During WWI and the 1920s, workers in 
Japan … raised vigorous demands [regarding] the treatment [that] they 
required before offering a sustained commitment to their employers” 
(p. 241). These demands were not necessarily particular to Japan, but to 
the changing role of the labour force around the globe. Their demands 
included secure jobs and the security of severance pay where dismissals 
could not be prevented; secure, predictable, implicit seniority (rather 
than incentive) based wages; and respect as human beings, Japanese citi-
zens and employees of the f﻿﻿﻿irm (Gordon, 1990).

Gordon (1990) claimed that state and government bureaucrats were 
responsible for setting standards of fair wages to promote “social har-
mony” between managers and workers. From the mid-1930s to the end 
of World War II, there was an effort to systemise labour management in 
Japan, although this war period was a time of deprivation and coercion 
for the typical Japanese worker (Gordon, 1990). These labour manage-
ment practices were developed using a Theory X structure and continue 
to this day. This researcher has found no evidence in the literature of a 
Theory Y management style in use in Japan; however, W. Ouchi (1981) 
writes about the hierarchical clan (Type Z or Theory Z) in Japanese 
industrial organisations.

Although challenging the leader is an accepted practice within a Theory 
Y Israeli business culture, a Theory X leader from Japan who relocates to 
Israel for an employment opportunity may feel uncomfortable with the 
followers’ seemingly aggressive nature and lack of respect. An under-
standing of an organisation’s culture and the culture of the country where 
the organisation conducts business is essential for an individual to be 
successful.

�Summary

Leaders and followers function within an organisational milieu that is 
changing. After the Industrial Revolution, leaders looked to their labour 
forces for their physical attributes (strength and endurance), and followers 
were expected to be passive, deferential, and obedient. Today, labour is 
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largely mechanised. Thus, leaders often require followers with intellectual 
attributes (astuteness, creativity, persistence), and followers are expected 
to demonstrate extroversion, charisma, and sensitivity towards the leader’s 
effectiveness. As scholars study this new dynamic between leaders and fol-
lowers, new characteristics are modelled to describe new ways of engage-
ment. Thus, the studies of authentic leadership, embodied leadership, and 
followership are emerging fields within Theory Y organisations.

An authentic leader exhibits self-awareness, unbiased processing, rela-
tional authenticity, and authentic behaviours. Embodied leadership is a 
subset of authentic leadership and stresses the leaders’ awareness of their 
body language in addition to their cognitive skills. When the inner world 
(somatic sensations) of leaders or followers is in sync with their outer 
expression (verbal language), they are likely to be viewed as authentic. 
Thus, the elements of embodied leadership are critical to effective authen-
tic leadership. Although the literature on leadership and followership 
suggested that somatic awareness and reflexivity could enhance leader 
and follower roles, insufficient information was evident within the case 
studies presented to support that argument.

Jobs, a co-founder of Apple Industries, was a complex leader with 
exceptional vision, but he needed the intellectual attributes of his follow-
ers to create the products of that vision. If Jobs was a Theory Y, authentic, 
and embodied leader, his followers would likely have been happier. Would 
he still have been able to fashion his vision into reality? We cannot know.

Lipskin, a co-founder and CEO of Israeli start-up Keepers Child 
Safety, viewed his role as a member of the team. His authentic leadership 
style is an example of Theory Y and is “relational” to the extent of allow-
ing a summer intern to initiate and take on a leadership role more often 
expected from long-term senior staff. Towards this end, followers are 
engaged in the process and enjoy their work.

The US case study illustrates a transition stage where a Theory X leader 
had conflicts with a seemingly Theory Y leaning followership. The Israeli 
case study and the Japanese and Israeli cultural examples show that coun-
tries’ cultural climates impact their organisational cultural climates and 
the structure of leader–follower interaction: the Japanese concepts of 
honour and a rigid hierarchical structure (Theory X) and the Israeli 
socially homogenised military and leadership cultures with minimal hier-
archical structure (Theory Y).
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Authentic leadership, embodied leadership, and followership add new 
perspectives in which to view organisational roles. Organisations are 
complex systems based on the personal strengths of leaders and followers. 
Thus, cultural and organisational norms often determine ways to lead, 
follow, and thrive in business.
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Unethical conduct is a prevailing phenomenon in organizations. The 
Association of Certified Fraud Examiners (2014) projects a potential 
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organizations are needed. We studied whether authentic leadership buffers 
followers’ unethical behaviour in the form of cheating in professional con-
texts (i.e., work-related settings; Djawadi & Fahr, 2015).

The behavioural ethics literature is concerned with factors that influ-
ence how individuals make ethical decisions (Bazerman & Gino, 2012), 
individuals’ compliance with generally accepted moral norms in organi-
zations (Treviño, Weaver, & Reynolds, 2006), moral identity (Shao, 
Aquino, & Freeman, 2008), and the normalization of unethical behav-
iour (Ashforth & Anand, 2003) in organizations. According to this litera-
ture, unethical conduct encompasses specific unethical behaviours (e.g., 
lying, cheating, stealing) or behaviours that do not reach some minimal 
moral standard (e.g., dishonesty, disobedience of the law; Treviño et al., 
2006). In behavioural economics, scholars have systematically analysed 
individuals’ cheating behaviour in laboratory studies (Conrads, 
Irlenbusch, Rilke, & Walkowitz, 2013; Fischbacher & Föllmi-Heusi, 
2013; Houser, Vetter, & Winter, 2012), in online experiments (Gill, 
Prowse, & Vlassopoulos, 2013), and in the field (Abeler, Becker, & Falk, 
2014; Ariely, Garcia-Rada, Hornuf, & Mann, 2014; Djawadi & Fahr, 
2015; Ichino & Maggi, 2000). Most of this work addressed the question 
whether individuals cheat and how pervasive cheating is across contexts. 
With some notable exceptions (Abeler et al., 2014; Erat & Gneezy, 2012; 
Lundquist, Ellingsen, Gribbe, & Johannesson, 2009), extensive evidence 
shows that individuals cheat (Alberti & Güth, 2013; Bucciol, Landini, & 
Piovesan, 2013; Djwadi & Fahr, 2015; Gino, Ayal, & Ariely, 2009; 
Mann, Garcia-Rada, Houser, & Ariely, 2014), especially when the risk of 
detection is low (Effron, Bryan, & Murnighan, 2015).

Rather than questioning whether individuals cheat, we analysed 
whether cheating persists under the influence of intervening factors. We 
specifically focused on the influence of authentic leadership as described 
in the following paragraph. Previous research showed that the extent to 
which followers perceive their leaders as being authentic related posi-
tively to followers’ satisfaction in their job and with their leader, trusting 
and effective relations between leaders and followers as well as within 
teams, and followers’ job-related engagement (Banks, McCauley, 
Gardner, & Guler, 2016; Gardner, Cogliser, Davis, & Dickens, 2011; 
Peus, Wesche, Streicher, Braun, & Frey, 2012). Authentic leadership 
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“extends well beyond bottom-line success” and thereby contributes to 
advancements “in the greater society by tackling public policy issues and 
addressing organizational and societal problems” (Avolio, Gardner, 
Walumbwa, Luthans, & May, 2004, p. 802). Regarding followers’ uneth-
ical conduct (e.g., cheating), however, very little is known about varia-
tions in response to perceptions of authentic leadership (Cianci, Hannah, 
Roberts, & Tsakumis, 2014).

Our study served to contribute to a better theoretical and practical 
understanding of authentic leadership in four ways. First, we addressed 
the question, which factors reduce the probability that individuals will 
engage in unethical conduct in the face of spontaneous opportunities to 
cheat for their own benefit, but at the expense of their organization. 
Second, the study integrated authentic leadership literature with behav-
ioural economics. Third, we analysed cheating in a carefully designed 
laboratory experiment. Study designs that allow causal conclusions have 
provided relevant insights into the effects of followers’ perceptions of 
authentic leadership (Braun & Peus, 2016). Fourth, we tested a range of 
variables that may affect cheating in interaction with authentic leadership 
(i.e., gender, cheating norm, victimization). Overall, based on the results 
of this research, we cannot conclude that authentic leadership attenuates 
followers’ cheating.

�Theory and Hypotheses

Based on self-concept maintenance theory (Ariely, 2012; Mazar, Amir, & 
Ariely, 2008), this research aimed to contribute to a better understanding 
of the phenomenon of cheating as well as the influencing factors in pro-
fessional contexts, including perceptions of authentic leadership, cheat-
ing norms, and victimization. The economic standard model of crime 
and punishment predicts cheating as the result of cost–benefit calcula-
tions (Becker, 1968, 1993). It includes three main predictors: (a) the 
expected benefits, (b) the probability of detection, and (c) the magnitude 
of punishment expected in case of detection. Results from behavioural 
law and economics underscore the relevance of these three variables, 
which differ in their impact on cheating (Nagin & Pogarsky, 2003).
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A growing body of research has been devoted to studying influence 
factors on unethical conduct in organizational contexts. Cohn, Fehr, and 
Maréchal (2014) demonstrated that the professional background of the 
banking industry increases dishonesty, although not necessarily through 
competition or competitive incentives but through the prevalence of 
materialistic values. Treviño (1986) proposed a person-situation interac-
tionist model suggesting that individual as well as contextual factors 
influence whether unethical behaviour occurs in organizations. The 
immediate job context (e.g., reward structures, time pressure) and orga-
nizational culture form part of the contextual factors. Brass, Butterfield, 
and Skaggs (1998) reviewed factors that influence unethical conduct at 
multiple organizational levels. Their model of unethical decision-making 
included the types of relationships (e.g., strength, status, asymmetry) in 
organizations. Strong ties between leaders and followers are likely to 
increase the buffering effects of leadership on cheating behaviour. A 
recent review confirmed the relevance of factors at multiple levels, includ-
ing individual-level cognitive moral development, moral identity, or 
emotional states (e.g., guilt, shame), and ethical group climates, organi-
zational climates, and leadership (Treviño et al., 2006). Accordingly, we 
considered authentic leadership as one of the contextual factors with the 
potential to reduce cheating.

�Self-Concept Maintenance

The theory of self-concept maintenance (Ariely, 2012; Mazar et al., 2008) 
suggests that individuals’ self-concept predicts cheating. According to 
this theory, individuals engage in dishonest behaviours if they can main-
tain a positive self-concept. The self-concept consists of all inferences that 
individuals make about themselves and is inherently relational. 
Individuals’ “sense of self, including thoughts, feelings, motives, and self-
regulatory strategies may thus vary as a function of relations with signifi-
cant others” (Anderson & Chen, 2002, p.  619). We reasoned that 
authentic leaders are significant others, who influence followers’ self-
concepts and affect their cheating behaviour.
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Individuals internalize norms and standards (e.g., honesty, diligence, 
community) of the society that surrounds them. Compliance with such 
norms is rewarding, while non-compliance is likely to result in social 
punishment. Mazar et al. (2008) proposed that (dis)honesty is part of an 
internal reward and punishment system, which influences an individual’s 
self-concept. If individuals transgress against honesty norms, their self-
concept is negatively affected. Accordingly, self-concept maintenance 
theory suggests “a magnitude range of dishonesty within which people 
can cheat, but their behaviours, which they would usually consider dis-
honest, do not bear negatively on their self-concept” (Mazar et al., 2008, 
p. 634). That is, if they can still consider themselves honest below a cer-
tain perceptual threshold, individuals are likely to cheat. This theory has 
received initial empirical support (Mazar et  al., 2008), but also opens 
controversy around the question of which factors promote or prevent 
cheating.

�Authentic Leadership

Previous research indicated that specific forms of leadership in organiza-
tions promote desirable outcomes and prevent undesirable ones (Hiller, 
DeChurch, Murase, & Doty, 2011). Authentic leaders “know who they 
are, what they believe and value, and they act upon those values and 
beliefs while transparently interacting with others” (Avolio et al., 2004, 
p.  802). Kernis (2003, p.  13) describes the modern understanding of 
authenticity as “reflecting the unobscured operation of one’s true, or core, 
self in one’s daily enterprise.” Authentic leadership goes beyond the idea 
of ‘being true to oneself ’. Four dimensions characterize authentic leader-
ship (Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 2008) as 
implemented in this research: (a) self-awareness (i.e., leaders who are 
aware of their own strengths and weaknesses), (b) relational transparency 
(i.e., leaders who emphasize open and transparent communication), (c) 
internalized moral perspective (i.e., leaders who act in accordance with 
strong moral convictions and values), and (d) balanced processing (i.e., 
leaders who consider multiple perspectives before decision-making).
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Authentic leaders take on a positive role modelling function for their 
followers (Gini, 1997). Followers’ perceptions of authentic leadership 
relate to a variety of positive behaviours, such as followers’ work engage-
ment (Wang & Hsieh, 2013), extra-effort (Peus et al., 2012), creativity 
(Rego, Sousa, Marques, & Pina e Cunha, 2012), and job performance 
(Leroy, Palanski, & Simons, 2011). Furthermore, authentic leadership 
facilitates positive attitudes, such as followers’ own authenticity (Leroy, 
Anseel, Gardner, & Sels, 2015) and feelings of empowerment and satis-
faction (Wong & Laschinger, 2013). Studies of the mechanisms through 
which followers’ perceptions of authentic leadership support these posi-
tive outcomes revealed trust in the leader (Clapp-Smith, Vogelgesang, & 
Avey, 2009) and predictability of the leader (Peus et al., 2012) as relevant 
variables.

Authenticity is directly linked to morality (Gino, Kouchaki, & 
Galinsky, 2015). The inherent value system of authentic leaders com-
prises universal and self-transcendent values, which emphasize collective 
functioning (e.g., justice, responsibility, honesty) rather than egocentric 
concerns (Howell & Avolio, 1992). Followers’ perceptions of authentic 
leadership in turn drive perceptions of leaders’ behavioural integrity 
(Leroy et  al., 2011). Initial empirical evidence suggests that authentic 
leadership reduces followers’ unethical decision-making in the face of 
temptation (Cianci et al., 2014) and relates positively to followers’ fair-
ness perceptions (Kiersch & Byrne, 2015). Moreover, authentic leader-
ship appears to be negatively related to organizational deviance (Erkutlu 
& Chafra, 2013).

Drawing on the four dimensions of authentic leadership introduced 
above, authentic leaders fulfil positive ethical role modelling functions 
(internalized moral perspective). They influence followers’ ethical views 
through close trusting relationships (relational transparency). Authentic 
leaders are also ethical in that they realize what their own limitations are 
(self-awareness), and that they explicitly consider different views that 
underlie difficult ethical decisions (balanced processing).

In summary, in line with self-concept maintenance theory, we expected 
that authentic leaders lower the threshold under which followers can still 
consider themselves honest, and hence followers are less likely to cheat 
when given opportunities to do so. We assumed that followers who per-
ceive their leaders as authentic should be less likely to cheat.
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Hypothesis 1  Followers’ perceptions of authentic leadership negatively predict 
cheating. Participants in the authentic leadership condition are less likely to 
cheat than participants in the non-authentic leadership condition.

�Cheating Norm

Our second hypothesis concerns interactions between followers’ percep-
tions of authentic leadership and a cheating norm as predictors of unethi-
cal conduct in organizations. The theory of self-concept maintenance 
implies that cheating depends on internalized norms and standards. 
These are established through socialization (interaction with meaningful 
others, such as parents, siblings, friends, and colleagues). Therefore, it is 
likely that social interaction also increases or decreases internally held 
thresholds of acceptable conduct in professional contexts (e.g., Cohn 
et  al., 2014). This assumption is in line with social learning theory 
(Bandura, 1965) and social norms theory (Cialdini, Reno, & Kallgren, 
1990). It also concurs with Gino et al.’s (2009) findings that cheating is 
contagious. In their studies, cheating increased when participants wit-
nessed in-group members cheating successfully. However, when the pos-
sibility of cheating was made salient, but not enacted by an in-group 
member, cheating decreased (Gino et al., 2009).

We concurred with the view that social contagion positively influences 
unethical conduct. We expected that participants who become aware of a 
cheating norm are more likely to cheat. However, we also proposed that 
the values set by authentic leadership counteract this influence. The buff-
ering influence of authentic leadership on followers’ unethical behaviour 
will be stronger than a perceived cheating norm. Followers who perceive 
their leaders as authentic should be less likely to cheat when they observe 
successful cheating behaviour.

Hypothesis 2  Cheating norm and followers’ perceptions of authentic leader-
ship interact to predict cheating. Authentic leadership moderates the impact 
of a cheating norm on cheating. When participants observe cheating, they are 
less likely to cheat in the authentic leadership condition than in the non-
authentic leadership condition.
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�Victimization

Our third hypothesis concerns interactions between followers’ percep-
tions of authentic leadership and victimization as predictors of unethical 
conduct in organizations. We analysed the influence of victimization and 
subsequent retaliation through cheating. This view builds on the concept 
of social reciprocity. Evolutionary game theory suggests that the tit-for-
tat strategy, in which a party will first cooperate and then subsequently 
replicate an opponent’s previous move, is the most successful strategy in 
many cases of direct competition (Axelrod, 1984). Research in organiza-
tional psychology suggests that retaliation occurs in response to perceived 
fairness violations (Skarlicki & Folger, 1997). Thus, we expected that 
participants are more likely to retaliate through cheating when they expe-
rience being cheated by others (i.e., victimization).

However, we again proposed that perceptions of authentic leadership 
counteract this influence. Even if others cheat them, followers of authen-
tic leaders will be unlikely to retaliate through cheating. The buffering 
influence of authentic leadership on followers’ unethical behaviour 
should be stronger than the perceived victimization. Followers who see 
their leaders as authentic should be less likely to cheat when they are vic-
timized than followers under the influence of non-authentic leadership.

Hypothesis 3  Victimization and followers’ perceptions of authentic leadership 
interact to predict cheating. Authentic leadership moderates the impact of 
victimization on cheating. When participants are victimized, they are less 
likely to cheat in the authentic leadership condition than in the non-authentic 
leadership condition.

�Methods

We tested the above stated hypotheses in a laboratory experiment with 
students at a German university. We analysed data with t-tests, Mann–
Whitney U-tests, and conducted robustness checks.
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�Sample and Procedure

We recruited participants over the course of two weeks in April 2015 at a 
German university. Our initial sample was 424 participants. To ensure 
that participants were not excessively familiar with experimental research 
methods, we ex ante decided to limit our study to individuals who 
reported being students of fields different from psychology (57 psychol-
ogy students or non-students were excluded). Twenty-four participants 
who were interrupted during the study due to technical problems or per-
sonal issues were also excluded. Four students repeatedly took part in our 
study. We counted only their first appearance. With these constraints, 
our final sample included 343 individuals.

Table 9.1 provides demographic data of the participants. Participants 
differed in age (25% were under 21 years of age, 50% were between 21 
and 25 years, and 25% were above 25 years of age), gender (117 men vs. 
218 women), previous work experience (191 experience vs. 147 no expe-
rience), marital status (155 single vs. 168 in a relationship), and current 
standard of living (278 very well-off or living comfortably vs. 53 just get-
ting along or poor). A male leader was randomly assigned to instruct 
50% of the participants through a video message, while a female leader 
instructed the other 50%. Finally, 25% of participants believed that less 
than 31% of participants had earned more than they themselves did, 
50% believed that 31–60% had earned more, and 25% believed that 
61% or more had earned more. On average, participants believed that 
only 45% had earned more than they themselves did, providing a first 
indication that they must have been aware of their cheating behaviour.

�Design and Manipulations

�Study Setup

A fictitious supervisor supposedly from a personnel economics institute at 
the university instructed the participants in our study. The instruction 
was delivered through a video message, which we recorded with two 
professional actors (male and female). Participants were randomly assigned 
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to receive the video message from a male or female supervisor. In a first 
step, the supervisors introduced themselves and made clear that instruc-
tions would be delivered through a video message owing to time con-
strains. While the content of the message explaining the task was the same 
in all study conditions, the supervisors’ self-introduction varied in authen-
tic leadership.

Table 9.1  Descriptive statistics

N Mean Median SD Min Max

Age 333 23.35 22 5.06 17 57
 � Under 21 [1] 92 [1] vs. [3]: p = 0.0619, P > |z| = 0.0802
 � Between 21 and 25 [2] 177
 � Over 25 [3] 74
Expectations 337 44.56 45 19.49 0 91
 � Less than 31% [4] 96 [4] vs. [6]: p = 0.6890, P > |z| = 0.6198
 � Between 31% and 60% [5] 163
 � Over 61% [6] 82
Semester 327 5.82 5 3.73 1 22
Work experience 338 0.57 1 0.50 0 1
 � Yes [7] 191 [7] vs. [8]: p = 0.7939, P > |z| = 0.8496
 � No [8] 147
Gender 335 0.35 0 0.48 0 1
 � Male [9] 117 [9] vs. [10]: p = 0.1809, P > |z| = 0.0733
 � Female [10] 218
Marital status
 � Single [11] 155 [11] vs. [12]: p = 0.1314, 

P > |z| = 0.0687 � In a relationship [12] 168
 � Married [13] 6
 � Divorced [14] 2
 � Other [15] 2
 � Prefer not to answer [16] 10
Living standard
 � Very well-off [17] 6 [17–19] vs. [20–22]: p = 0.9273, 

P > |z| = 0.9960 � Living very comfortably [18] 149
 � Living comfortably [19] 123
 � Just getting along [20] 43
 � Nearly poor [21] 4
 � Poor [22] 6
 � Prefer not to answer [23] 12

Differences report p-values on a two-sided t-test between means as well as Prob 
> z for Mann–Whitney U-tests
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�Authentic Leadership

Participants were randomly assigned to a supervisor who made a self-
introduction with either high or low levels of authentic leadership or no 
further information about the leadership style was provided. In a second 
step, the supervisor explained the task, which participants would subse-
quently undertake. Through the video message format, we ensured that 
the instruction was uniformly delivered to all participants and only var-
ied in authentic leadership expressed.

We developed variations of high and low levels of authentic leadership 
based on existing, validated study materials (Braun & Peus, 2016; Cianci 
et al., 2014). The ways in which supervisors described themselves in the 
video referred to the four dimensions of authentic leadership: (a) self-
awareness (e.g., wanting to know about one’s strengths and weaknesses 
vs. avoiding others’ feedback), (b) relational transparency (e.g., asking for 
others’ opinions, even if they run counter to one’s own views vs. asking to 
consent with one’s views), (c) internalized moral perspective (i.e., align-
ing actions with personal values vs. compliance with external pressures), 
and (d) balanced processing (e.g., integrating all perspectives vs. follow-
ing one’s own opinion). In the third video, where participants received no 
further information about the authentic leadership style, the supervisor 
described their general role (e.g., professional background, expertise, 
research and teaching goals).

�Cheating Target

As part of the video message, participants were informed that their earn-
ings would be paid from the supervisor’s project budget. We also made 
clear that any profits on the participants’ side would result in equal levels 
of losses on the supervisors’ side. Thus, in contrast with previous studies, 
this setup made explicit who would be the beneficiary (participants) and 
who would be the target (supervisors and organizations) of possible 
cheating. After the task was explained, 97% of participants indicated 
having understood the video message and the task. The remaining 3% 
asked for a written explanation and read the instructions again until they 
fully understood the task.
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�Cheating Norm and Victimization

Recent research has shown that cheating behaviour can be contagious 
(Gino et al., 2009; Weisel & Shalvi, 2015). To determine whether authen-
tic leadership can mitigate such tendencies, we introduced two additional 
influencing factors: cheating norm and victimization, both of which 
make the possibility of cheating behaviour more salient. For this purpose, 
we distributed participants randomly across two rooms in the experimen-
tal laboratory with six (room 1) and four (room 2) individual worksta-
tions. Each room had one experimenter supervising the study. Participants 
worked on mobile tablets equipped with keyboards and headsets.

At a standardized point in time during the study, participants received 
an online message that the chat function of their tablet had been acti-
vated. Participants in the cheating norm condition then received a fake 
message supposedly from another participant in the second room. The 
message read that the other participant had discovered how to cheat on 
the task and would cheat from now on. Participants in the victimization 
condition received a fake message supposedly from an experimenter in the 
second room. The message read that the experimenter had discovered that 
another participant had taken the participant’s €2 show-up fee for arriving 
on time at the experimental laboratory. Seven study conditions resulted 
from the variations of authentic leadership, cheating norm, victimization, 
and a neutral baseline condition. Table 9.2 summarizes the conditions.

Table 9.2  Study conditions

Condition No.

Factor 1: 
Authentic

Factor 2: 
Cheating norm

Factor 3: 
Victimization

High Low Yes No Yes No

Baseline [1] X X
Authentic [2] X
Non-authentic [3] X
Authentic and cheating norm [4] X X X
Non-authentic and cheating 

norm
[5] X X X

Authentic and victimization [6] X X X
Non-authentic and 

victimization
[7] X X X
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�Dependent Measure

To examine cheating, we adapted a task developed by Jiang (2013), which 
we refer to as the die task. The die task involves rolling a physical die over 
40 repeated trials. On each trial, participants were instructed to mentally 
choose a side of the die (top or bottom) before rolling it. They were asked 
to remember their choice, roll the die, and, when the outcome was visi-
ble, report the outcome on the chosen side in a box on their screen. 
Participants knew that they would be paid 5 cents per dot on the chosen 
side. If a participant selected the “top” side of the die before rolling it and 
consequently rolled only one dot on that side of the die, they faced a 
trade-off to honestly report having rolled one dot or to dishonestly report 
having chosen “bottom” and report six dots. Thus, on any roll for which 
the unfavourable side is initially chosen, participants can cheat by claim-
ing to have chosen the higher-earning side. While it is impossible to iden-
tify whether a participant cheated on any given trial, in a large sample 
choosing the favourable earnings side should statistically not occur on 
more than 50% of the trials (see Mann, Garcia-Rada, Hornuf, Tafurt, & 
Ariely, 2016; Mann, Garcia-Rada, Hornuf, & Tafurt, 2016 for a virtual 
version of the test).

�Results

�Descriptive Statistics

Differences in reported high rolls for the first 10 trials (before additional 
information was given in Conditions 4–7, cheating norm and victimiza-
tion) revealed that individual characteristics had no significant effect on 
cheating. Women reported the favourable side with the larger number of 
dots 2.7% more frequently than men. This difference was, however, only 
marginally significant for the non-parametric test and not significant for 
the t-test (t-test, p = 0.1809, Mann–Whitney U-test, P > |z| = 0.0733). 
Singles cheated 2.9% less than those in a relationship (t-test, p = 0.1314, 
Mann–Whitney U-test, P >  |z| = 0.0687), and participants who were 
(self-reported) poorer cheated as much as those who lived comfortably 

9  Authentic Leadership and Followers’ Cheating Behaviour… 



228 

or were very well-off (t-test, p  =  0.9273, Mann–Whitney U-test, 
P > |z| = 0.9960). Likewise, we found no difference for participants with 
and without previous work experience (t-test, p  =  0.7939, Mann–
Whitney U-test, P > |z| = 0.8496).

�Self-Concept Maintenance

In line with previous field and laboratory experiments (Ariely et al., 2014; 
Jiang, 2013), we found that participants cheated, but not to the fullest 
extent possible. In the baseline Condition 1, the distribution of reported 
outcomes shifted to the right of the binomial distribution (Fig. 9.1, Panel 
A), with participants declaring 61.8% high rolls on average, which is 
statistically different from the fair outcome of 50.0% (Table 9.3, Column 
[1]). Moreover, we found no significant change in cheating behaviour 
when splitting the sample at the mean of 20 rolls (p = 0.1178). Thus, 
there is no indication that participants adapted to the die task the longer 
they took part in it. These findings are in line with self-concept 
maintenance theory, and previous findings by Mazar et al. (2008).

�Authentic Leadership

To determine whether authentic leadership negatively predicted cheat-
ing, in Condition 2 and Condition 3 an authentic and non-authentic 
leader, respectively, presented the die task through a video message. As a 
manipulation check, we asked participants 16 questions from a validated 
version (Hörner, Weisweiler, & Braun, 2015) of the Authentic Leadership 
Inventory (Neider & Schriesheim, 2011). For each of the questions, par-
ticipants evaluated how authentic the leader appeared to them on a scale 
from 0% to 100%. When averaging the results of these 16 questions, we 
found that participants in the authentic leader condition rated the 
authenticity of the actors twice as high (67%) as those in the non-
authentic leader condition (33%). The baseline condition, which did 
not include a specific introductory statement by the leader, was per-
ceived statistically different and in-between (60%) the non-authentic 
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Fig. 9.1  Distribution of average reported outcomes in the cheating-of-mind task
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(t-test, p = 0.0000) and authentic leader conditions (t-test, p = 0.0031). 
Participants indeed perceived the actors in the video more or less authen-
tic in line with the condition under which they were instructed.

However, for Conditions 2 and 3 we found that participants cheated 
just as much as participants in the baseline Condition 1 (see Fig. 9.1, 
Panel B, and Table  9.3, Column [2]). Authentic leadership did not 
affect individual cheating behaviour, as participants in Condition 2 
reported, on average, just as many high rolls as those in the baseline 
condition. Participants in Condition 3 reported 63.7% high rolls, 
which represented no significant statistical difference from Condition 2 
(Table 9.3, Column [3]). Instruction by an authentic leader did not per 
se change individual cheating. Therefore, our results did not support 
Hypothesis 1.

�Cheating Norm

In the next step, we tested the interaction between a cheating norm and 
authentic leadership. For this purpose, we showed individuals a chat 
message in which another participant informed them that it was possi-
ble to cheat during the die task. The other participant indicated having 
decided to report only the high side as an outcome (cheating norm). 
Under an authentic leader, participants in Condition 4 cheated with 
63.5% high rolls in a similar magnitude to those in the baseline condi-
tion (see Fig. 9.1, Panel C). When a non-authentic leader delivered the 
instructions and participants were informed about the possibility of 
cheating, participants reported 63.3% high rolls, which was no differ-
ent from those in either the baseline condition or Condition 5 
(Table  9.3, Columns [2] and [3]). We also tested whether cheating 
behaviour varied within subjects rather than between conditions. We 
therefore compared the first 10 rolls with the next 30 rolls (i.e., after 
participants had received the cheating norm information). Participants 
did not change their cheating behaviour after being informed about 
cheating by others (Table 9.3, Column [4]). Therefore, our results did 
not support Hypothesis 2.
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�Victimization

Finally, we tested the interaction between being cheated by a fellow partici-
pant (victimization) and authentic leadership. We found that participants 
reported 61.3% high rolls in the authentic leadership condition and 59.2% 
in the non-authentic condition (see Fig.  9.1, Panel D), which was not 
statistically different from either those in the baseline condition or each 
other (Table 9.3, Columns [2] and [3]). Finally, we again compared the 
first 10 rolls with the next 30 rolls when participants received the informa-
tion about being the victim of others’ cheating. Again, participants did not 
change their cheating behaviour when being cheated by others (Table 9.3, 
Column [4]). Therefore, our results did not support Hypothesis 3.

�Robustness

As a robustness check, we investigated whether the gender of the partici-
pants or the leader or a combination of the two had a significant impact 
on cheating. The results showed that participants perceived the male 
actor on average no more or less authentic than the female actor 
(p  =  0.7484). We again found no differences in outcomes. Cheating 
occurred at the same magnitude regardless of whether the participants or 
leaders were male or female (Fig. 9.2, Panel B and C).

Finally, we tested whether the expectations of others’ cheating influ-
enced the individual propensity to cheat. We found that individuals, who 
believed that less than 31% of the other participants had earned more 
than they themselves did, cheated about the same as those who believed 
that more than 61% of the other participants had earned more than they 
themselves did (Table 9.1, columns [4] and [6]).

�Discussion and Conclusion

We investigated authentic leadership as a potential remedy for followers’ 
cheating as well as moderating factors of the environment (i.e., a cheating 
norm and victimization). In doing so, we integrated leadership research and 
behavioural economics, used a carefully designed laboratory experiment 
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a Conditions 1–7

b Conditions 1–7 Gender of participants

c Conditions 1–7 Gender of supervisor

Fig. 9.2  Differences in cheating behaviour by conditions and gender
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with video variations of authentic leadership and a cheating-of-mind task, 
and tested a range of variables that may affect cheating. In line with self-
concept maintenance theory (Ariely, 2012; Mazar et al., 2008), we found 
participants to engage in minor acts of cheating, but not to the fullest extent 
possible. This finding reflects organizational practice, where people may not 
“necessarily do something that is totally dishonest, but in small ways let 
things slide that they really should not let slide” (Mathys, 2002, p. 90 f.).

Cheating did not change significantly under the influence of authentic 
leadership, contingent on a cheating norm or the experience of being 
cheated. Cheating at low levels seems difficult to prevent at least in the 
short term. Previous research indicated that authentic leadership prevents 
employees from unethical decision-making (Cianci et  al., 2014). While 
this might hold true in general, restrictions to this assumption must be 
made considering our findings. First, cheating at low levels (e.g., taking 
smaller items from one’s organization) may not induce cheating costs; 
rather, followers may perceive minor theft or dishonesty as acts of trivial 
offense, and those who engage in such acts will likely maintain their posi-
tive self-concept. Consequently, cheating at low levels continues and, in 
sum, negatively affects organizational functioning. Second, while we 
assumed that authentic leadership affects unethical conduct, this might not 
be the case in the short term. In our experimental study that included a 
short-term relationship between a follower and a newly introduced super-
visor, authentic leadership did not impede followers’ cheating behaviour.

Perceptions of leadership vary between countries and are influenced by 
implicit assumptions about what good leadership is (Javidan & 
Dastmalchian, 2009). While we conducted this research in Germany, the 
concept of authentic leadership was first introduced in the United States 
(Avolio et al., 2004) and the majority of studies originated in this context 
(Gardner et  al., 2011). Schneider and Schröder (2012) compared cul-
tural representations of managers in Germany and the United States over 
time. While in the United States, perceptions of managers as charismatic 
figures increased, the German sample shifted toward a view of managers 
as coercive figures. Similarly, Peus, Braun, and Knipfer (2015) showed in 
an interview study, that women managers in the United States placed 
more emphasis on authentic leadership than women in other countries 
(especially China and India). Future studies need to analyse whether cul-
tural contexts attenuate positive effects of authentic leadership.
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Taken together, the above interpretations are useful to think about 
further developments in the field of authentic leadership. Firstly, we con-
sistently found that participants cheated despite a short-term authentic 
leadership intervention. However, other forms of interventions may 
counteract unethical behaviour in professional contexts. Secondly, while 
experimental variations of authentic leadership are generally effective, 
future research needs to test more specific theoretical predictions as to 
which types of outcomes authentic leadership affects, and which ones it 
does not. A recent network analysis of leadership by Meuser et al. (2016) 
suggested that this specific leadership style may be impactful in promot-
ing positive emotions (e.g., enjoyment at work) and preventing negative 
ones (e.g., fear of failure), but less directly related to specific unethical 
behaviours such as cheating.

Advanced theoretical models should also consider the conditions under 
which authentic leadership is more or less effective in response to cheat-
ing. Vidyarthi, Anand, and Liden (2014) suggested that “individuals’ 
conformity to social influence is positively related to the strength and 
immediacy of influencers” (p.  233). Previous research found that the 
impact of leadership on group performance increased with task interde-
pendence (e.g., leader-member exchange differentiation; Liden, Erdogan, 
Wayne, & Sparrowe, 2006). Ibarra (2015) criticized that current views 
describe authentic leadership as a gold standard, which may hinder its 
impact. The paradox of authenticity is that if leaders apply a too rigid 
strategy, they may actually appear as less rather than more authentic. Since 
leaders need to accommodate a range of different roles, they also have dif-
ferent selves in the present as well as in the future. Being authentic means 
not sticking to one of these selves rigidly, but rather developing a sense of 
a complex, multifaceted self that provides room for adaptation.

�Limitations and Future Research

We conducted an experimental laboratory study with a student sample 
and one specific measure of cheating. Most students were 25 years of age 
or younger (81%) and many did not have work experience to date (44%). 
Hence, their experience with leaders was likely limited and a more experi-
enced working adult sample may have responded differently to authentic 
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leadership. Moreover, we tested the impact of one specific authentic lead-
ership variation. While this variation built on existing, validated study 
materials (Braun & Peus, 2016; Cianci et al., 2014), it represented only a 
small part of organizational reality. Leaders and followers typically interact 
on a daily basis over longer periods of time. The video recording with 
actors did not enable two-way interactions between leaders and followers 
over time. Also, participants did not have any opportunities to validate the 
leaders’ self-descriptions (e.g., to compare them to colleagues’ opinions). 
We cannot answer the question whether specific dimensions of authentic 
leadership (e.g., internalized moral perspective) buffer cheating more than 
others. Future research can advance the current variation of authentic 
leadership to test this. Finally, we cannot rule out the possibility that long-
term exposure to authentic leadership in organizations does indeed reduce 
unethical conduct (Shamir, 2011).

�Practical Implications

Based on our findings we cannot conclude that followers’ perceptions of 
authentic leadership are an immediate remedy in the face of tendencies 
toward unethical conduct, such as followers’ cheating. Nevertheless, 
many previous studies demonstrated the positive impact of authentic 
leadership (Banks et al., 2016; Gardner et al., 2011). In general, manage-
ment training often covers approaches to increase self-knowledge and 
self-consistency, factors that precede authentic leadership (Peus et  al., 
2012). Opportunities for self-reflection support self-concept clarity, 
including clarity about one’s values and moral convictions (e.g., con-
structing one’s life story; Shamir & Eilam, 2005).

Given the findings of this research, we caution against the conclusion 
that simply training managers in authentic leadership will prevent follow-
ers from cheating for their own gain. Instead, organizations need to con-
sider the impact of the interaction between authentic leaders and their 
followers in the long run (Shamir, 2011). Moreover, previous literature 
suggested that successful prevention of unethical conduct in organizations 
requires addressing factors such as opportunity, incentives or pressures, 
and rationalization of inappropriate actions (Murphy & Dacin, 2011).  
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To avoid organizational members’ lacking awareness of or rationalizing 
their cheating behaviour, organizations’ ethical values, code of conduct, 
and sanctions must be aligned (McCabe, Treviño, & Butterfield, 1996; 
Nitsch, Baetz, & Hughes, 2005).
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�Appendix 1

List and Definition of Variables

Dependent Variable:

High roll: 0 = Participants reported that they had rolled a 1, 2, or 3. 1 = 
Participants reported that they had rolled a 4, 5, or 6.

Explanatory Variables:

Age: Participants’ age as of April 2015.
Education: Reply to the question “What is the highest level of education 

you have completed?” 0 = none, 1 = “Hauptschule” (lower-level high 
school), 2 = “Realschule” (high school), 3 = “Abitur / Fachabitur” (col-
lege), 4 = “Bachelor / Fachhochschulabschluss” (3–4 years of univer-
sity), 5 = “Master / Diplom” (4–5  years of university) and 6 = 
“Promotion / Aufbaustudium” (doctoral degree, post-graduate degree).
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Expectations: Reply to the question “What is the percentage of partici-
pants who have earned more than you in the die task?”

Gender: Gender, 0 = female, 1 = male.
Living standard: Reply to the question “What describes your standard of 

living?” on a scale from 1 = very well-off to 6 = poor.
Material standard: Reply to the question “What is your marital status”. 

1 = single, 2 = In a relationship, 3 = married, 4 = divorced, 5 = other, 
6 = prefer not to answer.

Semester: Number of semester participants had studied as of April 2015.
Work experience: Reply to the question whether the participant had pre-

vious work experience in an organization, 0 = no, 1 = yes.
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An Existential Perspective

Cloé Fortin, Louis Baron, and Cécile Renucci

Organisations today are facing unprecedented turmoil. The current eco-
nomic and humanitarian crises have increased the fragility of organisa-
tions that were already confronted with an accelerating pace of change, 
the arrival of new actors in a sharing economy (e.g., Uber and Airbnb), 
strong competition from emerging economies, and an ongoing accumu-
lation of financial scandals. Recent economic, geopolitical, and techno-
logical developments and the ethical abuses of corporations such as 
WorldCom and Enron have further undermined the internal stability of 
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businesses (Northouse, 2010). It is in these challenging times of instability 
that the need for leadership is most acutely felt (Dinh et al., 2014), espe-
cially positive forms of leadership that can help restore the confidence of 
stakeholders—investors, employees, and customers—who have become 
increasingly intolerant of inconsistencies between the principles espoused 
by leaders and their actual conduct (Walumbwa, Avolio, Gardner, 
Wernsing, & Peterson, 2008). In this context, some businesses are adapt-
ing by implementing new forms of work organisations in which employ-
ees at all levels are called upon to exercise leadership (McCrimmon, 
2010). These developments require the use of life skills which encourage 
leaders to become more aware of their values, to behave ethically, and 
thus become capable of coherently guiding their organisations (Clapp-
Smith, Vogelgesang, & Avey, 2008). Leadership behaviours and the 
development of positive and effective leaders are thus among the fore-
most concerns for many organisations (Day, Fleenor, Atwater, Sturm, & 
McKee, 2014). A growing number of authors have argued that the adop-
tion of authentic leadership (AL) – characterised by transparent inten-
tions and coherence between actions and espoused values – is needed to 
achieve sustainable business performance (Avolio & Gardner, 2005).

In recent years, the scientific community has worked to define and 
refine the concept of AL (Luthans & Avolio, 2003) to analyse its positive 
implications for individuals and organisations (Walumbwa, Luthans, 
Avey, & Oke, 2011) and to suggest ways to develop such leadership 
within organisations (Baron & Parent, 2015; Berkovich, 2014; Gardner, 
Avolio, Luthans, May, & Walumbwa, 2005). Recently, the conceptualisa-
tion of AL has attracted various criticisms from the scientific community 
(Algera & Lips-Wiersma, 2012; Berkovich, 2014; Lawler & Ashman, 
2012). These authors point out inconsistencies in the literature as to the 
place of authenticity in the concept of AL and the failure to take into 
consideration dynamic variables, such as relational and interpersonal pro-
cesses, that influence the development of AL.

To examine these criticisms, the purpose of this chapter is to apply 
two different perspectives historically used to defined authenticity: the 
existential perspective and the psychological perspective. Second, 
using a correlational design, this chapter explores the relationship 
between authenticity and AL in a French-Canadian population using 
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a quantitative approach. Finally, the discussion focuses on the influ-
ence of these concepts on all members of an organisation, both the 
leaders and the followers, as well as their relationships.

�Theoretical Background

�Authenticity

Historically, the concept of authenticity has been explored and defined 
from two perspectives: the existentialist philosophical (or interpersonal) 
perspective and the psychological (or individual) perspective. The exis-
tentialist meanings given to authenticity have been set out in terms of 
individual virtues and ethical choices, whereas the psychological mean-
ings have been structured in terms of individual traits and identities 
(Novicevic, Harvey, Ronald, & Brown-Radford, 2006).

Originally, the existentialist perspective of authenticity was developed 
by Sartre and Heidegger. They defined authenticity as a dynamic state 
that can be achieved through one’s relationships with others (Berkovich, 
2014; Heidegger, 1962; Sartre, 1943, 1946). Similarly, Barrett-Lennard 
(1998) suggested that authenticity is possible when individuals are able 
to consistently integrate their feelings, perceptions and actions in their 
relationships with themselves and others. Thus, the concept of authentic-
ity as defined from an existentialist perspective refers to the context: indi-
viduals are authentic in the moment, depending on their choices and 
through their interpersonal relationships.

The concept of authenticity was later examined from a psychological 
perspective. The definition proposed by Harter (2002) is the most widely 
used in the literature on AL. It defines authenticity as

owning one’s personal experiences, be they thoughts, emotions, needs, 
wants, preferences or beliefs, processes captured by the injunction to 
‘know oneself ’. The exhortation ‘To thine own self be true’ further 
implies that one acts in accord with the true self, expressing oneself in 
ways that are consistent with inner thoughts and feelings. (Harter, 
2002, p. 382)
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According to this definition, authenticity is a question of identity: 
authentic individuals act in accordance with their beliefs and values 
(Novicevic et al., 2006).

The definition of authenticity put forward by Wood, Linley, Maltby, 
Baliousis, and Joseph (2008) was used in this study. Inspired by Rogers’ 
(1961) person-centred psychology and the work of Barrett-Lennard 
(1998), they proposed a model (see Fig. 10.1) that conceptualises authen-
ticity as consistency between three domains of experience: (a) the person’s 
primary experience, that is, their true self, including actual physiological 
states, emotions, and schematic beliefs); (b) their symbolised awareness, 
that is, their experience as consciously perceived; and (c) their externalised 

Fig. 10.1  The person-centred conception of authenticity from Wood et al. (2008)
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behaviours and communication. The first component of authenticity, self-
alienation, is experienced in reaction to the contradictions between their 
‘real’ experience (physiological states, emotions, schematic beliefs) and 
their symbolised awareness (aspects of experience represented in cogni-
tive awareness). This dimension of authenticity can be experienced as a 
“subjective experience of not knowing oneself, or feeling out of touch 
with the true self ” (Wood et al., 2008, p. 386).

The second component, authentic living, represents the congruence 
between symbolised awareness and behaviour. This dimension of authen-
ticity is manifested by the individual behaving and expressing themselves 
in a way that is consistent with their conscious awareness (Wood et al., 
2008). In other words, authentic living refers to one’s ability to be true 
to oneself and live, as much as possible, in accordance with one’s values 
and beliefs. Finally, acceptance of external influence is manifested as the 
extent to which one acknowledges and agrees to conform to the expecta-
tions of others and introject their opinions. By being aware of the influ-
ence of others, one can develop a deeper understanding of oneself, 
making it possible to avoid or limit unwanted influences and thus to be 
more authentic.

�Authentic Leadership

In recent years, numerous researchers have focused on defining AL 
(Avolio, Gardner, Walumbwa, Luthans, & May, 2004; Luthans & Avolio, 
2003; Shamir & Eilam, 2005; Walumbwa et al., 2008). AL was initially 
defined as

[…] a process that draws from both positive psychological capacities and 
a highly developed organizational context, which results in both greater 
self-awareness and self-regulated positive behaviors on the part of leaders 
and associates, fostering positive self-development. (Luthans & Avolio, 
2003, p. 243)

Later, researchers associated with the Gallup Leadership Institute 
proposed a more operational conceptualisation of AL which helped 
consolidate its theoretical underpinnings. According to this group, 
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authentic leaders have positive psychological capacities, are self-aware, 
have self-regulated positive behaviours, and work in a highly devel-
oped organisational context they help create. Drawing on Kernis’ 
(2003) conception of authenticity, the self-based model of AL devel-
oped by Gardner et  al. (2005), which includes propositions from 
Ilies, Morgeson, and Nahrgang (2005), identified several distinguish-
ing features associated with authentic self-regulation processes, 
including four dimensions.

First, self-awareness refers to the meaning that individuals bring to their 
lives and how that meaning influences the way they see themselves over 
time. In other words, this aspect of AL refers to the leader’s knowledge 
and understanding in terms of values, identity, emotions, motivations, 
and goals. Second, relational transparency refers to presenting one’s 
‘authentic self ’ to others. Third, balanced processing of information refers 
to the ability of the leader to objectively analyse all relevant data before 
making a decision, including seeking views that differ from their own. 
Finally, authentic behaviour refers to a process of self-regulation guided by 
personal values and standards forming the basis for decision-making and 
undertaking action. This last dimension was renamed to ‘internalised 
moral perspective’ by Walumbwa et al. (2008) in their study on the devel-
opment of a theory-based measure of AL. As they summarised in their 
validation study of the four-factor conceptualisation:

Kernis (2003) advanced a developmental model that posits attainment of 
authenticity produces ‘optimal’ levels of self-esteem. That is, when indi-
viduals come to know and accept themselves, including their strengths and 
weaknesses, they display high levels of stable, as opposed to fragile, self-
esteem. Such individuals are also relatively free of the defensive biases dis-
played by less mature persons and consequently more comfortable forming 
transparent, open, and close relationships with others. Furthermore, they 
display authentic behavior that reflects consistency between their values, 
beliefs, and actions. (Walumbwa et al., 2008, p. 93)

Recently, this conceptualisation of AL, based on the psychological 
view of authenticity, has sparked criticism from various authors who 
approach these concepts from an existentialist perspective. First, Lawler 
and Ashman (2012) point out an inconsistency in the literature regarding 
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the place of authenticity in the concept of AL, stating that “[whilst] the 
number of articles discussing authenticity in relation to leadership may 
be increasing, few overtly relate the concept to philosophical foundations 
or identify ways in which the interpretations of the concept might have 
altered over time” (Lawler & Ashman, 2012, p. 327). In addition, Algera 
and Lips-Wiersma (2012) have suggested that the concept of authenticity 
as currently embedded in the concept of AL is limited because, as yet, 
insufficient effort has been devoted to developing a full understanding of 
the ontological roots of authenticity. According to these authors, authen-
ticity is primarily a concept pertaining to humans, and it must be under-
stood in that regard before being applied to the leadership context. Algera 
and Lips-Wiersma (2012) consider that the developers of AL have not 
examined authenticity thoroughly enough to justify incorporating it into 
the AL concept. This gap worries some researchers (Algera & Lips-
Wiersma, 2012; Berkovich, 2014; Lawler, 2005; Lawler & Ashman, 
2012) who see significant inconsistencies related to it, particularly with 
regard to the understanding of AL and AL development programmes.

First, they point out that the dominant conception of AL encourages 
holding on to unrealistic expectations of oneself and others. These incon-
sistencies directly affect the authenticity of leaders, the authenticity of the 
relationship between the leaders and their followers, and the authenticity 
of the followers. Indeed, these authors suggest that if an organisation 
attempts to portray an image that is inconsistent with the interpersonal 
or organisational reality as experienced by its members, they may develop 
a sense of incoherence and meaninglessness. In contrast, at the individual 
level, acknowledging, accepting, and addressing such inauthenticity 
could foster positive self-development for members of the organisation 
(Algera & Lips-Wiersma, 2012).

The same authors propose that our understanding of authenticity, and 
thus of AL, necessarily has an influence on the development of leader 
training programmes. In this regard, Cooper, Scandura, and Schriesheim 
(2005) suggest that traditional training programmes would not produce 
the desired changes in terms of the life skills and personal skills needed to 
exercise AL. These authors explain that AL, largely because of its contex-
tual aspect, should not be considered the same as other aspects of 
leadership for which a set of skills can be acquired through training pro-
grammes. To that end, they stress the importance of an independent 
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assessment of authenticity “[regardless] of how authenticity is measured, 
however, it will be essential to conduct an assessment of it to ensure that 
any training intervention to develop authentic leaders is genuine” 
(Cooper et al., 2005, p. 477).

To address these limitations and deepen our understanding of AL, 
some researchers have proposed the adoption of a conceptualisation of 
AL developed from an existentialist perspective (Algera & Lips-Wiersma, 
2012; Berkovich, 2014; Ford & Lawler, 2007; Lawler & Ashman, 2012). 
They suggest that it is critical to adopt a different approach—one based 
on an understanding of relational and interpersonal processes that pre-
suppose individual authenticity. These authors further argue that such an 
approach would be an interesting avenue to pursue, as it would support 
ontological research on the concept of authenticity, focus on the place of 
authenticity in the concept of AL and recognise the inter-subjective rela-
tional dynamics in the development of authenticity and AL.

This chapter puts forward a critical analysis of the psychological and 
dominant conception of AL with a view to assessing its similarities and 
differences with an existentialist conception of AL and discusses the 
potential impacts on followership. To accomplish this, two specific 
research objectives were formulated. The first objective was to assess the 
extent to which authenticity is related to AL as conceptualised from the 
psychological perspective. The second objective was to determine the 
extent to which authenticity is related to AL as conceptualised from the 
existentialist perspective. The AL development model put forward by 
Berkovich (2014), which uses an existentialist point of view, was used to 
address the second objective of this study (see Fig. 10.2 for an adapted 
version of the model).

In the theoretical model of AL development proposed by Berkovich 
(2014), the interaction of eight components (self-exposure, open-
mindedness, respect, critical thinking, empathy, care, contact, and 
mutuality) is posited to foster the personal development of both leaders 
and followers as well as the development of AL. Specifically, these eight 
components, in the context of an authentic relationship between the 
leader and another individual, contribute to the development of 
AL. Supported by the relationship with the other person, these eight 
components may stimulate authentic attitudes and behaviours in the 
developing individuals and foster the development of AL in the leader.
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Considering the interest in AL and its development, on the one hand, 
and the lack of consensus regarding the link between authenticity and 
AL, on the other, this study is part of a process of comparative analysis of 
the postulated relationships between these variables. To assess the simi-
larities and differences between the psychological and existential perspec-
tives regarding the relationship between authenticity and AL, we 
formulated four hypotheses.

The first hypothesis concerns the link between authenticity and AL. As 
discussed above, AL as conceptualised by Walumbwa et al. (2008) and 
authenticity as defined by Wood et al. (2008) develop in similar ways, 
through awareness of one’s thoughts and emotions, through behaviours 
and emotional expression, as well as through acceptance of external influ-
ence. In the same vein, it is possible that authenticity is associated with 
AL.  However, self-alienation is not a dimension found in AL theory. 
Accordingly, it is possible that the four-component model of AL is not 
related to the self-alienation dimension, but may be related to authenticity 
and its two sub-dimensions, authentic living and acceptance of external 
influence. To evaluate the possible links between authenticity and AL as 
conceptualised from a psychological perspective, the first hypothesis 
focuses on the three dimensions of authenticity in relation to AL.

Fig. 10.2  Adapted model of authentic leadership development from Berkovich 
(2014)
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H1: Authenticity and its three sub-dimensions (self-alienation, acceptance 
of the influence of others, and authentic living) are positively correlated 
with AL.

The next three hypotheses focus on the link between authenticity and 
the AL development model proposed by Berkovich (2014). According to 
Berkovich (2014), various components, including self-exposure (defined 
as a form of openness to others), empathy (defined as the ability to recog-
nise the emotional experience of others), and critical thinking (defined as 
a process of awareness of one’s own thoughts and perceptions and those 
of others), foster the development of AL. Whereas authenticity, as defined 
by Wood et al. (2008), develops through awareness of one’s emotions and 
cognitions, through one’s behaviour and emotional expressiveness, and 
through contact with one’s social environment. It is possible that the 
three dimensions mentioned above may also influence the development 
of authenticity.

H2: Self-exposure is positively correlated with authenticity.
H3: Critical thinking is positively correlated with authenticity.
H4: Empathy is positively correlated with authenticity.

�Methods

�Participants and Data Collection

Given the objectives of this study, the target population included per-
sons who hold or have held leadership positions. However, since the 
inclusion criteria needed to describe this population cannot be pre-
cisely operationalised, a convenience sample was assembled to obtain 
a representation of the target population. More specifically, the study 
sample was made up of postgraduate students at a French-Canadian 
university, enrolled either in a specialised MBA for management con-
sultants or in a Master’s programme in Human Resources. The par-
ticipants were contacted by email.

  C. Fortin et al.



  255

Because of the importance of relationships with others in the AL devel-
opment model proposed by Berkovich (2014), all the selected partici-
pants had to have attended a course focusing on the development of 
personal management skills within the previous two years. To be admis-
sible, the courses needed to meet two criteria: the objectives of the course 
had to be mainly oriented towards personal development, and the teach-
ing methods used needed to include some form of ongoing interaction 
among students.

�Measurements

�Authentic Leadership

The Authentic Leadership Questionnaire developed by Walumbwa et al. 
(2008) was used to measure AL. The questionnaire consists of 16 items 
measuring the construct’s four dimensions (self-awareness, relational 
transparency, balanced processing of information, and internalised moral 
perspective). The respondents indicated how often they used different 
behaviours on a scale from 0 (never) to 4 (frequently). Since previous stud-
ies found that first-order factors failed to add any meaningful incremen-
tal validity beyond that of the shared core higher factor (Baron, 2016; 
Walumbwa et al., 2008), the authors chose to use the general factor in the 
analysis. The four dimensions contribute to the internal consistency of 
the overall AL scale (Cronbach’s alpha = 0.77).

�Authenticity

Authenticity was assessed using the authenticity scale (Grégoire, Baron, 
Ménard & Lachance, 2014; Wood et  al., 2008; for the French ver-
sion). This measure is based on the person-centred conception of 
authenticity proposed by Wood et al. (2008) and includes three sub-
scales: self-alienation, authentic living, and acceptance of external 
influence. A 7-point Likert scale from 1 (Does not describe me at all) to 
7 (Describes me very well) was used. The alpha coefficients for our data 
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were similar to those obtained in the validation study (overall score, 
α  =  0.85; self-alienation, α  =  0.82; authentic living, α  =  0.74 and 
acceptance of external influence, α = 0.83). Regarding the psychomet-
ric properties of the scale, the validation study by Wood et al. (2008) 
indicates good validity and good internal consistency.

�Components of the AL Development Model

Empathy, critical thinking, and self-exposure were also measured in this 
study. Based on their interactions with other variables, these variables 
were selected to be most representative of the chosen model. Together, 
these three variables are related to all the other variables in the model 
proposed by Berkovich (2014).

�Empathy

Empathy was measured using the 17-item Empathy Assessment Index, 
developed and validated by Lietz et al. (2011). The items were measured 
using a 5-point Likert scale. The validation analysis indicated that the 
Index has good internal consistency (α = 0.82).

�Critical Thinking.

Critical thinking was measured using the Critical Thinking Disposition 
Scale (Sosu, 2013). The questionnaire consists of 11 items evaluated 
using a 5-point Likert scale from 1 (totally disagree) to 5 (totally agree). 
The results of exploratory factor analyses and confirmatory factor analy-
ses indicate that the scale’s 11 items show good content validity.

�Self-Exposure

Self-exposure was measured using the quantity dimension of the Revised 
Self-disclosure Scale (Wheeless & Grotz, 1976). This dimension assesses 
both the frequency and duration of self-disclosure messages in which the 
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respondents choose to expose themselves in their communication with 
others. This dimension of the self-disclosure scale was chosen because it 
represents the definition of self-exposure used in this study and suffices 
for measurement of this variable. The definition put forward by Cozby 
(1973, cited in Wheeless & Grotz, 1976) explains that the nature of the 
message does not necessarily have to be considered for it to be classified 
as a form of self-disclosure. This dimension is measured using four ques-
tions on a 7-point Likert scale from 1 (totally disagree) to 7 (completely 
agree). The internal consistency analysis of the instrument demonstrated 
its validity and accuracy (α = 0.78).

�Results

�Descriptive Analyses

Descriptive analyses were conducted to determine the distribution of our 
sample. The results show that in general, the data are reliable and normally 
distributed. Regarding the control variables, the average age of the partici-
pants was 33 years, the majority (95%) held a university diploma, 64% 
were women, and they had 5 years of managerial experience on average.

�Statistical Analysis

To verify our first hypothesis, that authenticity and its three sub-
dimensions are positively correlated with AL, we carried out correlation 
analyses. Table  10.1 shows the Pearson’s correlation coefficients (r) 
between each of the variables and AL.

The results show that there is a statistically significant positive correla-
tion between the extent of AL and the measures for authentic living, 
acceptance of external influence, and authenticity. The self-alienation 
subscale is the only variable that was not correlated with AL 
(r(100) = 0.167, n.s.). These results thus partially confirm H1.

Hypotheses H2, H3 and H4 posited positive correlations between 
authenticity and the three dimensions of the AL development model: self-
exposure, critical thinking, and empathy. To validate these hypotheses, 
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further correlation analyses were conducted, the results of which are pre-
sented in Table 10.2.

The results indicate that there are statistically significant positive cor-
relations between the measures of critical thinking and authenticity and 
between the measures of empathy and authenticity. H3 and H4 are thus 
confirmed. However, no significant association was found between self-
exposure and authenticity. H2 is thus rejected.

�Discussion

�Hypotheses Test Conclusions

The confirmed or partially confirmed hypotheses are consistent with the 
theoretical models and empirical studies that form the conceptual 
framework for this study. Our first hypothesis posited that authenticity 
and its three dimensions are positively correlated with AL. The results 
show that indeed, authenticity and two of its dimensions – acceptance 

Table 10.1  Correlations between authenticity and authentic leadership

Variable N AL (r)

Self-alienation 100 0.167
Authentic living 100 0.508a

Acceptance of external influence 100 0.270a

Authenticity 100 0.366a

AL authentic leadership
aCorrelations with a 0.01 significant level (two-tailed)

Table 10.2  Correlations between the components of the AL model and 
authenticity

Variable N Authenticity (r)

Self-exposure 99 00.175
Empathy 98 00.386a

Critical thinking 97 00.385a

Note that the number of participants varies according to missing data in certain 
sections of the questionnaire

aCorrelations with a 0.01 significant level (two-tailed)
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of the influence of others and authentic living – are positively correlated 
with AL, but that there was no significant correlation between AL and 
the self-alienation dimension of authenticity.

The positive correlations between authenticity and two of its dimen-
sions with AL partially corroborate the postulate of Walumbwa et  al. 
(2008) that authenticity is linked to AL. The correlation between AL and 
the acceptance of external influence supports the position of Gardner 
et al. (2005) regarding the notion of the influence of others as an anteced-
ent to AL. According to these authors, the development of AL is particu-
larly influenced by the organisational climate, which is itself modulated 
by employee development. Development of AL would thus be influenced 
by the interactions of leaders with their followers. Furthermore, the 
results support the link between AL and authentic living (i.e., living in 
accordance with one’s values and beliefs), supporting the theoretical 
model of Shamir and Eilam (2005) and the study results of Peus, Wesche, 
Streicher, Braun, and Frey (2012). According to these authors, self-
awareness is an antecedent of AL, and AL develops in tandem with the 
leader’s identity as a central element of their self-concept. Leaders can 
develop AL and authenticity by maintaining consistency between their 
cognitions (seeing oneself as a leader) and behaviour (consistently adopt-
ing the role of a leader).

However, considering that according to Wood et al. (2008) authentic-
ity has three dimensions and one of the three dimensions, self-alienation, 
is not correlated with AL, it is not possible to say that authenticity, in its 
complete form, is linked to AL as conceptualised in the model developed 
by Walumbwa et  al. (2008). Recognition of this aspect of the self is 
necessary to the development of authenticity, as it allows the individual 
to acknowledge previously unknown aspects of their identity and thus to 
gain control over them (Barrett-Lennard, 1998). Hypothesis 1 was par-
tially supported, because of the lack of a significant correlation between 
self-alienation and AL, indicating that authentic leaders, as defined in 
the four-component model, may be unaware of this part of themselves. 
This finding is consistent with the work of Algera and Lips-Wiersma 
(2012), Berkovich (2014), and Lawler and Ashman (2012) who suggest 
that authenticity, as conceptualised in the model of AL proposed 
by Walumbwa et al. (2008), is not fully representative of authenticity as 
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defined by Wood et al. (2008). Moreover, this finding leads to interesting 
reflections regarding the mechanisms that might impede access to aware-
ness of this aspect of oneself. 

First, the lack of correlation between AL and self-alienation is consis-
tent with the work by Tate (2008) showing that authentic leaders are 
more likely to have a low level of self-monitoring. According to Ilies et al. 
(2005), self-monitoring is a form of active surveillance that helps leaders 
control their behaviour to act in accordance with perceived expectations 
from the social environment. Given that our data reveal no correlation 
between self-alienation and AL, it is possible that the leaders with low 
levels of self-monitoring may pay little attention to themselves and oth-
ers, which would explain their difficulty in gaining awareness of the 
alienated parts of themselves.

An important nuance regarding measurement issues should be pointed 
out when interpreting this finding. Because the assessment of self-
alienation is based on awareness of this part of oneself, although the 
instrument developed by Wood et al. (2008) only measures the presence of 
this variable, it is difficult to objectively interpret this result. The presence 
of self-alienation, as measured using the authenticity scale of Wood et al. 
(2008), does not necessarily mean that the person is less authentic. Indeed, 
individuals who develop self-awareness—as may be the case for the par-
ticipants in the professional development courses that were required for 
enrolment in this study—may realise that they do not know themselves 
very well, even though this insight helps them know themselves better 
than most people do. Conversely, individuals may believe that they know 
themselves well and are not alienated, when in fact they are unaware of the 
parts of themselves which they do not suspect exist. According to this 
logic, it appears difficult to know whether a person is alienated because of 
an awareness that seeks to limit the alienated parts of himself or herself or 
simply because they do not know themselves very well. These reflections 
corroborate the work of Algera and Lips-Wiersma (2012) and Guignon 
and Pereboom (2001) regarding the need for awareness of self-alienation 
in the development of the authenticity, and put the interpretation of the 
first hypothesis into perspective. This exposition raises the age-old ques-
tions posed by Socrates in 400 B.C. regarding wisdom and self-awareness. 
Who is the more alienated individual? The person who knows that he 
does not know or the one who thinks he knows when he does not?
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�Self-Awareness, Authenticity, and Mindfulness

These analyses underline the importance of self-awareness in the concept 
of authenticity. A study by Hodgin and Knee (2002) provides some 
thoughts for further reflection. They suggest multiple parallels between 
authenticity, mindfulness, and self-determined motivation. Specifically, 
they propose that individuals who are motivated in a self-determined 
manner would tend to possess a “readiness to perceive ongoing experi-
ence accurately, without distorting or attempting to avoid the experience 
and a willingness to assimilate novel experiences into self-structures” 
(Hodgin & Knee, 2002, p. 88). In the same vein, the lack of correlation 
between self-alienation and AL can be examined using the concept of 
mindfulness. Mindfulness is defined as “the awareness that emerges 
through paying attention on purpose, in the present moment, and non-
judgmentally to the unfolding of experience moment by moment” 
(Kabat-Zinn, 2006, p. 145). Mindfulness makes it possible for individu-
als to set aside their personal filters to establish direct contact with their 
experience. By integrating awareness of internal and external experiences, 
the present and dynamic context, and a non-judging attitude, the prac-
tice of mindfulness could make it possible for individuals to become 
aware of self-alienation and to develop greater authenticity. In addition, 
from the follower’s perspective, Gardner et al. (2005) suggest that self-
awareness may help authentic leaders encourage followers to engage in a 
process of self-discovery whereby they nurture their strengths. In short, 
the integration of authenticity in the concept of AL, as used by the 
authors who adopt the psychological perspective of AL, is supported by 
this finding.

�An Existentialist Perspective of Authentic Leadership

We also examined the factors associated with the existentialist perspective 
of AL, as set out in Hypotheses 2, 3, and 4. The confirmation of 
Hypotheses 3 and 4 provides support for the postulate that the compo-
nents of the model proposed by Berkovich (2014) are indeed associated 
with authenticity. According to that model, critical thinking and empa-
thy stimulate authentic behaviour in leaders. Through their capacity to 
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recognise the emotional experience of others and to exercise critical 
thinking regarding new ideas, leaders should be able to become more 
authentic (Berkovich, 2014).

Finally, Hypothesis 2, which postulated that self-exposure was corre-
lated with authenticity, was rejected. One possible explanation is that this 
variable may not have been well represented. We chose to evaluate self-
exposure using the ‘quantity’ dimension of the self-disclosure scale that 
measures the frequency and duration of self-exposure behaviour. In light 
of the rejection of this hypothesis, it is possible that a measure of the 
nature of the self-disclosure messages may have been needed to evaluate 
this variable in a more representative way.

�Impact of Authentic Leadership and Authenticity 
on Followers

These results have many implications for authentic followership. First, the 
results associated with our first hypothesis supports the work of Algera and 
Lips-Wiersma (2012) and Petriglieri and Stein (2012), according to whom 
leaders may tend to unconsciously shape their self-conceptions to develop 
or maintain a socially valued and desirable role. This mechanism may 
impede the development of self-awareness in leaders and followers, and 
explain the lack of a correlation between self-alienation and AL. Considering 
that in the psychological perspective leaders are autonomous with respect 
to their development, it is conceivable that inauthenticity would be nor-
matively maintained in organisations where the leaders develop in accor-
dance with this perspective. As mentioned above, this notion has 
considerable consequences for the authenticity of leaders and followers. If 
an organisation, evoking collective awareness, attempts to portray a per-
fect image of itself and if that image is inconsistent with the interpersonal 
or organisational reality as experienced by its members, they may experi-
ence a sense of incoherence and meaninglessness.

Second, from a follower’s point of view, the results also corroborate the 
postulate put forward by researchers regarding the importance of recog-
nising the role of inter-subjective relationship dynamics in the develop-
ment of authenticity and AL. These researchers propose that both leaders 
and followers can develop authenticity when the relating individuals 
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engage in genuine dialogue. Such dialogue may foster openness regarding 
different interpretations and experiences of others as well as providing an 
opportunity to receive feedback from others (DeRue & Wellman, 2009). 
This openness and exchange of information may help individuals who 
work with others to recognise the importance of inter-subjectivity. 
Indeed, certain authors explain that dialogue may help individuals recog-
nise inter-subjectivity when they take another person’s thoughts into con-
sideration in constructing their own judgements (Lawler & Ashman, 
2012) and develop shared meaning (norms, values, and symbols shared 
between two people; Berkovich, 2014). In the same vein, Ashman and 
Lawler (2008) explain that the development of authenticity requires 
interpersonal interactions. Dialogue may offer an opportunity for indi-
viduals to coherently integrate the meanings they give to others, the 
world, and themselves.

This notion has substantial implications. To recognise others as having 
their own subjective and objective freedom implies that leaders should 
rely less on traditional modes of control and more on developing com-
munications which are co-created by those involved in the leadership 
process (Lawler & Ashman, 2012). In the same vein, DeRue and 
Wellman’s (2009) study of the role of experience in the leadership devel-
opment process showed that feedback contributes to the learning process. 
These authors explain that in organisations, individuals receive feedback 
through informal sources such as interpersonal interactions, which offer 
clues on how others perceive and evaluate their behaviour, enabling 
everyone to learn from others (DeRue & Wellman, 2009). Thus, if lead-
ers and followers recognise the importance of dialogue in the creation of 
identity and authenticity, they could endorse modes of communication 
in which everyone in the organisation has an opportunity to express 
themselves and learn by sharing their ideas. In summary, access to feed-
back through dialogue may help individuals become more self-aware and 
develop a more accurate understanding of their skills, which may, in turn, 
foster the development of authenticity. The results regarding our first 
hypothesis are consistent with the suggestions of Gardner et al. (2005), 
Peus et al. (2012) and those of Shamir and Eilam (2005), and they sup-
port the proposed relationship between relational dynamics and the 
development of authenticity.
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�Study Limitations

The limitations of this study may impact the quality of the data and the 
validity of the resulting analysis and conclusions. First, the small sample 
size reduced the statistical power of the study (Fortin, 2010) and may 
have hampered our ability to detect statistically significant relationships 
between variables. Second, the self-evaluative nature of the question-
naires represents an important limitation. Steffens, Mols, Haslam, and 
Okimoto (2016) demonstrated that the perception of AL depends on the 
collective. On the contrary, it is possible that common methods bias 
could explain the correlation between our different self-rated measures, 
particularly common rated effects. In a future study, it would be helpful 
to collect data not only from the managers but also from subordinates to 
obtain more objective measures.

Third, our non-probabilistic sampling method represents a limit to the 
generalisation of the results. Although the choice of convenience sam-
pling is based on practical considerations, random errors cannot be calcu-
lated and it is impossible to know to what extent the volunteers behaved 
in the same way as those who decided not to answer the questionnaire 
(Vallerand & Hess, 2000). Fourth, although participants were students 
enrolled in an MBA in Management Consulting or in a Master’s in HR, 
they were not necessarily all in a leadership position at the moment of 
their participation, which limits the representativeness of the results.

The final limit is the incomplete theoretical analysis, particularly regard-
ing the model proposed by Berkovich (2014). One goal of this study was 
to explore authenticity and AL as viewed from the existentialist perspec-
tive. To do this, the model proposed by Berkovich (2014) was chosen and 
some components of this model were selected to assess their pertinence. 
Of the model’s eight components, we measured three selected compo-
nents thought to represent all components of the model. This procedure 
limited the applicability of this model. Moreover, Berkovich (2014) also 
suggests that the interaction between the model’s components influences 
their development and thus the development of AL. This possibility was 
not explored in our study; it was not possible to test for associations 
between the components because only three of them were evaluated. The 
model proposed by Berkovich (2014) was thus only partially measured, 
limiting the validity of any inferred associations based on that model.
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�Avenues for Further Research

The above-mentioned limitations can lead to various avenues for future 
research. This study could be replicated using a different methodology: 
the use of a probability sampling technique, a longitudinal design, a con-
trol group, and multivariate analyses would generate less biased data and 
facilitate nuanced interpretation of the results. In addition, research to 
replicate this study could test the entire Berkovich (2014) model, includ-
ing all eight components. This would make it possible to test Berkovich’s 
(2014) hypothesis that the interactions among these components fosters 
their development and the development of AL. Finally, a promising ave-
nue for further research would be to include the followers as participants 
in a quantitative data collection, to test the relationships between AL, 
authenticity and the dimensions of the Berkovich’s relational model of 
AL development.

More broadly speaking, this study also opens several other lines of 
enquiry concerning authenticity and AL. To understand how authentic-
ity can be developed at the organisational level, future research could 
explore the organisational factors that play a role in hindering or facilitat-
ing opportunities for personal and collective growth.

�Conclusion

With regard to the self-alienation dimension (awareness of a part of one-
self that is alienated or inauthentic), the findings of this study improve 
our understanding of AL by integrating this concept as being necessary to 
positive self-development. Self-alienation or inauthenticity can be con-
sidered and integrated in a positive light, both for the individual in the 
organisational context and for the organisation itself. Confronting one’s 
own inauthenticity can enable individuals to develop as differentiated 
and integrated persons among the other members of the organisation 
(Algera & Lips-Wiersma, 2012). This lucid awareness of themselves may 
help leaders and followers to find meaning in their life and their work, 
especially since by becoming aware of their limitations they are then able 
to confront them.
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For the organisation, the recognition that inauthenticity is inevitable, 
both individually and organisationally, could lead to thoughtful discus-
sions and the development of a working environment guided by ethics. 
By recognising organisational limits of authenticity, the organisation’s 
leaders and followers may be able to establish greater coherence between 
the organisation’s needs, values, and principles and thus serve as an exam-
ple. In this regard, Algera and Lips-Wiersma (2012) suggest that this 
awareness may lead organisations to recognise the importance of consid-
ering the aspirations of the individuals who work there, “…since an orga-
nization requires collective meanings and commonly agreed upon 
principles, it is important to understand how such meanings and princi-
ples can be identified in a way that recognizes that individuals already 
have meanings” (p. 127).

The findings of this study help advance our knowledge by highlight-
ing the influence of others on individual self-development. Recognising 
that all members of the organisation can act as agents of change, organ-
isations may choose to orient their training programmes to include a 
wider group of employees, not just the leaders. For example, training 
programmes could be implemented in which individuals from differ-
ent groups in the organisation’s hierarchy can interact, discuss, and 
learn together. In the same vein, these considerations suggest that 
organisations would benefit by designating facilitators to, for example, 
help members of the organisation to discuss, debate and reflect together. 
These facilitators could, first, foster the collective engagement of the 
leaders, the employees and the organisation (Bakker & Demerouti, 
2008) and, second, provide the leaders more opportunities to grow 
through their relationships with others, based on feedback from differ-
ent shared value systems (Morgeson, DeRue, & Karam, 2009). In sum-
mary, this chapter highlights various aspects of authenticity and AL, 
such as self-alienation and inter-subjectivity that had been little 
explored before.
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In addressing these leadership complexities, researchers often turn to 
approaches that foster and sustain ethical, effective, and enduring posi-
tive leadership behaviours. However, contemporary leadership theory 
extends beyond the leader, to include the followers, peers, culture, and 
context (Avolio, 2007). The collective context is important, as some ‘col-
lectives’ will be harder to lead than others depending on environmental 
and political factors (de Zilwa, 2014). Although a leader may be defined 
as an individual who is able to influence a collective towards common 
goals (Northouse, 2016), the process of leadership is more complex, 
encompassing not only the influence of an individual leader on the fol-
lowers but also the influence of the followers on their leader(s).

Crawford, Lewis, Martin, and Dawkins (2017) argue that the leader rep-
resents only one of the four domains of leadership: (1) the leader, (2) the 
follower, (3) the leadership process, and (4) the followership process. 
Although the follower has been identified as a domain of leadership, it is 
often overlooked. This individual, or a group of individuals, can make a 
leader’s role relatively simple, or substantially difficult (Jung & Avolio, 1999).

In this chapter, our focus will centre on the follower. In doing so, our 
primary aim is to support previous calls to enhance the conceptual clarity of 
the authentic leader and related constructs, including the authentic follow-
ers (Crawford et al., 2017). As such, we will not focus on authentic follower-
ship (AF: the process), but rather on the authentic followers (the individual/
group) and provide a case for its necessary independence as a construct. 
Subsequent to our review of the authentic follower, we believe it is impor-
tant that we first briefly define the authentic leader, to provide context to the 
reader. We then explore the two-way relationship between the authentic 
leaders and the followers. Subsequently, we will address how an authentic 
follower interacts with the leaders, can be a leader, and interact in teams. 
Finally, several directions for future research that progresses understanding 
of the follower in the authentic leadership (AL) process will be discussed.

�Authentic Followers

The followers have often been considered as extraneous to leadership 
theory, particularly in situational and contingency leadership theories 
(Fiedler, 1967; House & Mitchell, 1975). In these theories, leaders adapt 
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their behaviour based, in part, on the follower attributes such as loyalty, 
skill, maturity, cooperation, experience, and confidence. Although the 
followers have an interrelated role with the leaders, researchers have gen-
erally neglected the study of followership (Agho, 2009), even though the 
followers are worth understanding in their own right (Shamir, 2007). At 
the turn of the century this changed, with the emergence of charismatic 
followership (Howell & Shamir, 2005) and AF (de Zilwa, 2014). 
However, a primary challenge of AF models is the lack of distinction 
between AF (the process) and the authentic followers (the individuals).

Undertaking a conceptual analysis of the authentic followers is impor-
tant for several reasons. First, there is an inherent and practical need for 
the leaders and the followers to adopt ethical and effective behaviours to 
prevent and/or address issues related to ineffective and/or unethical lead-
ership. Unethical leadership practices have increased over the past three 
decades, and the role of leadership scholars should be to understand the 
problem and propose solutions. Second, a loss of authenticity in organ-
isations (a by-product of the industrial era) has resulted in organisational 
members being treated as mere cogs in a system, as opposed to individual 
humans (Erickson, 1995). We argue that the followers not be perceived 
as cogs in an expanding global economy, but rather actors with indepen-
dent self-concepts. As such, we suggest that the followers be positioned as 
an important part of the leadership process. Third, although leadership is 
widely considered a collective construct (Avolio, Walumbwa, & Weber, 
2009), most leadership theories focus dominantly on the individual 
leader. Recent conceptualisations of the authentic leaders include the 
notion of ‘the collective’ in its definition (Crawford et  al., 2017), but 
greater consideration of the follower is still required. To this end, the 
theory surrounding the authentic followers and their independence 
requires alignment with best practice.

Finally, there remains a need to conceptualise the authentic followers as 
related to, but distinct from, the authentic leaders. To date, research that 
considers the authentic follower as an independent construct has not been 
extensively explored. For example, Avolio and Gardner (2005) briefly dis-
cuss the followers, but only after first proposing how a leader influences 
the followers’ self-awareness, self-regulation, and clarity of self-concept. 
Furthermore, Gardner et al. (2011, p. 1141) argue that practitioners and 
scholars have emphasised the importance of AF as a ‘central component 
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of the authentic leadership (AL) process’. The complexity of the authentic 
leader–follower dyad is underlined by a number of key assumptions. The 
first of these is that for a person to be an authentic follower, they must 
have an existing relationship with the authentic leader. This is evident in 
discussion of the emergence of the authentic followers as typically taking 
place after the follower has interactions with an authentic leader. To reiter-
ate, a follower is different from followership, with the former being an 
individual capable of engaging in followership, and the latter being the 
process of following in some way.

Authenticity of the follower is likely to be as important in AL develop-
ment as the authenticity of the leader, yet no known empirical studies 
have focused on this. As such, notions of what a follower is, from the AL 
literature, should not foreshadow the definition of an authentic follower, 
as a related, but independent construct. That is, the two elements of the 
AL process related to the followers (follower self-awareness and follower 
self-regulation) should not predetermine the dimensionality of an authen-
tic follower, but rather inform it. Furthermore, the absence of an authen-
tic leader should not eliminate the potential for the authentic followers. 
The authentic followers, as is demonstrated throughout this chapter, are 
crucially important to the AL process.

Thus, we provide the following conceptualisation of the authentic fol-
lower, comprising two dimensions: psychological capacity for authentic-
ity and positive organisational engagement:

An authentic follower is an individual who, through their capacity for 
authenticity and positive organisational engagement, is self-managing and 
follows leaders with whom they share values.

�Understanding Authentic Leadership

AL was originally conceptualised as the synergy between predecessor the-
ories: transformational leadership, psychological capital (PsyCap), and 
the capacity and development of ethical and moral perspectives (Luthans 
& Avolio, 2003). The concept of AL was later considered a higher order 
construct, with four first-order dimensions: self-awareness, relational 
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transparency, balanced processing, and an internalised moral perspective 
(Kernis & Goldman, 2006; Walumbwa, Avolio, Gardner, Wernsing, & 
Peterson, 2008). From this perspective, AL can be defined as given below:

A pattern of leader behavior that draws upon and promotes both positive 
psychological capacities and a positive ethical climate, to foster greater self-
awareness, an internalized moral perspective, balanced processing of informa-
tion, and relational transparency on the part of leaders working with followers, 
fostering positive self-development. (Walumbwa et al., 2008, p. 94)

As outlined previously, more recent conceptualisations of leadership 
emphasise a process between the leader and the surrounding collective 
such as the followers, peers, and superiors (Avolio et al., 2009). As such, 
when an authentic leader is conceptualised as comprising characteristics 
that are predominantly inward-focused (e.g. an internalised moral per-
spective), there appears to be little consideration of the collective. 
Although Walumbwa et al. defined AL (the process), there is pertinence 
in first understanding each individual participant in this process. In a 
more recent conceptualisation (Crawford et al., 2017), authentic leaders 
are defined as follows:

An authentic leader influences and motivates followers to achieve collec-
tive goals through their sincerity and positive moral perspective, enabled 
through heightened awareness and balanced processing.

Thus, an authentic leader exhibits five behavioural dimensions:
Awareness (A) is having insight into the behaviours of groups and indi-

viduals, including ones’ self.
Sincerity (S) is presenting one’s true self to others honestly and openly in 

all relationships, with consideration to context.
Balanced processing (B) is the tendency to consider all relevant information 

available and using this to make decisions that benefit the collective 
(e.g. followers).

Positive moral perspective (M) is commitment to one’s intrinsic ethical 
framework and a willingness to subdue personal interests and ego to 
facilitate collective interests.

Informal influence (I) is the ability to inspire and motivate individuals to 
accomplish collective goals of their own volition.
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�The Effects of Authentic Leadership on Followers

A growing body of empirical research has demonstrated the positive effect 
the authentic leaders can have on the followers. High leader authenticity 
is associated with lower follower burnout (Wong & Cummings, 2009a), 
follower identification with the leader (Wong, Spence Laschinger & 
Cummings, 2010) and higher levels of job performance; consideration of 
group needs; trust in leadership (Wong & Cummings, 2009b); organisa-
tional citizenship behaviours; organisational commitment; work happi-
ness (Jensen & Luthans, 2006); satisfaction with supervisors (Walumbwa 
et al., 2008) and well-being (Rahimnia & Sharifirad, 2015) among the 
followers.

In contrast, research investigating the influence of the authentic fol-
lowers on their leaders is sparse. The ‘authentic leadership process’ 
described by Avolio and Mhatre (2012) has nine facets including the 
following: positive PsyCap, positive moral perspective, leader self-aware-
ness, leader self-regulation, leadership processes and behaviours, follower 
self-awareness and regulation, follower development, organisational con-
text, and veritable and sustainable performance which exceeds expecta-
tions. Thus, only two of the facets of the AL process are specific to the 
followers and followership (follower self-awareness and regulation and 
follower development), with follower development an expected outcome 
related to the leader, as opposed to being a follower characteristic in its 
own right.

As a result, the current understanding of followership is limited to the 
assumption that the influence between a leader and follower(s) is one-
way. Farrukh and Ahsan (2015) propose that individuals with low self-
concept clarity will demonstrate leader dependence and shift their values 
to align with the values of their leader; a one-way relationship, to a degree. 
However, the follower with high self-concept clarity will only follow a 
leader with whom they share values, reflective of the two-way relation-
ship between individuals’ high self-awareness and their deep understand-
ing of themselves (Kernis & Goldman, 2006).

A central premise of authentic leadership development (ALD) is that 
both the leader and the follower become more authentic over time (Avolio 
& Gardner, 2005). According to this premise, the followers internalise 
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the values and beliefs of their leader through modelling processes. 
However, this premise can still reduce the follower to become an organ-
isational cog, where the leader simply acts authentically and the follower 
copies the leader’s behaviour.

Farrukh and Ahsan (2015) report that the followers who have high 
self-concept clarity and shared values with an authentic leader are more 
likely to follow an authentic leader and emulate that leader. Through the 
AL process, the authentic leaders are posited to increase follower self-
awareness and self-regulation (Avolio & Gardner, 2005). In doing so, the 
followers develop greater self-concept clarity which develops the behav-
iours of the authentic leaders (Gardner, Avolio, Luthans, May, & 
Walumbwa, 2005). Although this proposition better aligns with our 
positioning of a follower as an independent thinker, it continues to 
assume that the followers only model the behaviours of the leaders and 
negates the possibility that the leaders may also model the behaviour of 
their followers.

�Conceptualising Authentic Followers

�Existing Conceptualisations of Authentic 
Followers and AF

Although authentic follower research is sparse, there have been some 
attempts to define the construct. Gardner et al. (2005) identify AF as an 
outcome of AL, treating the construct as only understandable in the 
context of AL. AF, from their perspective, largely models the develop-
mental processes of AL, with a one-way relationship from AL to 
AF. However, given that the authentic follower is an active participant in 
the leader–follower exchange (Shamir, 2007), it would be remiss to 
assume that the direction of influence is only from the leader to the fol-
lower (de Zilwa, 2014).

Avolio and Reichard (2008) define AF as a sense of psychological own-
ership, trusting through vulnerability and self-disclosure, and transparency 
and psychological safety to offer opinions. However, authentic follower 
development is argued to be a worthy pursuit on its own and should not 
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be considered as secondary to AL (de Zilwa, 2014). According to de 
Zilwa (2014), Avolio and Reichard’s (2008) AF is far closer to treating a 
follower as an equal. In the same regard, Goffee and Jones (2006) focus 
on the needs of a follower including authenticity, an underpinning reason 
to be led, excitement, and feeling included. However, we suggest that 
here again the follower is considered to be secondary to the leader, and 
such conceptualisations are not conducive to empowering the followers 
into becoming leaders themselves.

In one of only two studies to conceptualise the authentic followers 
and AF other than simply for the purpose of ALD, de Zilwa (2014) 
defined AF as a non-linear feedback loop including the follower’s psy-
chological capacity for authenticity, a positive organisational culture, 
and a secure attachment between the follower and the leader. This defini-
tion describes the characteristics that need to be present for an authentic 
follower to emerge. However, it fails to distinguish the follower as an 
independent person.

By extension, where an authentic follower exists, but their leader is not 
an authentic leader (follower-driven dyad; Fig.  11.1), the follower’s 
behaviours are likely to have a positive impact on the leader’s behaviours 
and increase the leaders’ authenticity (through role modelling). This 
would, in part, be mediated by the level of influence a follower has on the 
leader, whereby active followers would have greater influence than passive 
followers. To this end, these processes of influence could be different 
between leadership and followership, with different behaviours associated 
with each. In addition, we suggest that sources of power and influence 
could act as moderators in determining how much the authentic follower 
influences their leader. For example, similar to Fredrickson’s (2003) posi-
tive spiral, an authentic follower who communicates and acts authenti-
cally to an inauthentic leader will have a positive impact on their 
authenticity. We do not, however, suggest that this dyad (follower-driven) 
would be as effective in influencing the leader’s AL behaviours as the 
leader-driven dyad, because of differences in influence.

Kelley’s (1988) matrix of follower effectiveness adopts two axes: depen-
dent and uncritical thinkers to independent and critical thinkers (y-axis) 
and passive to active behaviour (x-axis). According to de Zilwa’s (2014) 
definition, an authentic follower would be active but dependent and 
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Authentic leader Authentic leader Leader

Authentic follower Follower Authentic follower

The ideal dyad: where both 
individuals develop from 

each other

The leader-driven dyad:
where the authentic leader 
develops their follower into 

an authentic follower

The follower-driven dyad:
where an authentic follower 

may develop their leader into 
an authentic leader

Fig. 11.1  The three dyad environments of an authentic leader and authentic 
follower

would fall into a ‘yes-person’ category, instead of being an effective ‘star’ 
follower. Kelley (1988) considers a star follower as high in independence 
and the ability to think critically (y-axis) and highly active (x-axis). We 
suggest this encapsulates part of what an authentic follower is. The separa-
tion of an authentic follower into passive and active is important. de 
Zilwa’s (2014) definition positions an authentic follower as passive, and as 
such, unlikely to engage in the process of influencing. These individuals 
will find the leaders who share similar values and then follow, almost 
blindly, providing their values remain aligned. The active followers also 
follow the leaders who share similar values. However, a key difference is 
that if the leader makes a poor decision, the active follower will confront 
the leader and provide possible solutions with the aim to help the leader 
to correct the decision. The preference for many authentic leaders would 
be to have an active authentic follower, but authentic individuals with low 
influence (passive authentic followers) are also beneficial to the authentic 
leader, as these followers can likely be mentored by authentic leaders into 
active authentic followers. In summary, when conceptualising the authen-
tic followers, it is important to consider (1) the three different possible 
leader–follower dyads as shown in Fig. 11.1 and (2) the effective follower 
category independence, critical thinking, and active involvement.
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�The Dimensions and Behaviours 
of an Authentic Follower

�Psychological Capacity for Authenticity

First and foremost, we argue that an authentic follower must exhibit high 
degrees of the four elements of authenticity in multi-level leader–follower 
environments (i.e. awareness, sincerity, positive moral perspective, and 
balanced processing). This dimension of authenticity in the authentic 
followers is similar to de Zilwa’s (2014) conceptualisation of AF, except 
that we include Crawford et  al.’s (2017) revised four dimensions of 
authenticity as applied to the leaders. Furthermore, we suggest that these 
four dimensions, which may be developed in both the followers and the 
leaders, enable an individual to transition between being a leader and fol-
lower, depending on the context.

Although increasing authenticity in the leaders and the followers is 
likely to yield higher AL scores, the follower appears to have several 
important points of distinction from the leaders. The followers are typi-
cally argued to be the more passive member of the follower–leader rela-
tionship (Crossman & Crossman, 2011). However, the authentic 
followers tend to adopt a more active role in the dyad (de Zilwa, 2014). 
Similar to the leaders, the authentic followers can visualise the big and 
small picture, work well with others and are able to balance pursuit of 
their personal goals with the goals set by their leader and organisation 
(Kelley, 1988). However, these followers do not need a leadership title, or 
status, to have the strength to flourish. Furthermore, although the 
authentic followers are positioned as effective, they are also differentiated 
from effective leaders who tend to play a more active role in setting goals, 
achieving consensus among their followers, communicating enthusiasm 
and coordinating the followers (Kelley, 1988).

�Positive Organisational Engagement

According to Kelley (2008), there are five main types of followers, divided by 
two dimensions: (1) the degree to which they are independent and think for 
themselves and (2) the degree of engagement they demonstrate in creating 
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positive energy in the organisation. These five types of followers include the 
sheep (low in dimension 1 and dimension 2), the yes-people (low in dimen-
sion 1, high in dimension 2), the alienated (high in dimension 1, low in 
dimension 2), the pragmatics (do not properly align to either dimension 
1 or 2) and the star followers (high in dimension 1 and dimension 2).

A star follower is the preferred type of follower and is often seen as a 
leader’s ‘right-hand person’ or ‘go-to person’. These followers are self-
motivating, with a willingness to let their leader tap into that motivation 
(Bjugstad, Thach, Thompson, & Morris, 2006). According to these cate-
gories of followers, an authentic follower is most reflective of the star fol-
lower category. The authentic followers think for themselves and engage in 
positive organisational activities and can be separated from other followers 
on this basis. They can be distinguished on the basis of their capacity to be 
authentic and their recognition as a star follower, as seen in Fig. 11.2.

In Crawford et al.’s (2017) recent reconceptualisation of the authentic 
leader, a fifth dimension was added: informal influence. The primary rea-
son for its inclusion was to enable clearer theoretical distinction between 
an authentic leader and follower(s). We extend upon this framework in 
Fig. 11.2 and argue that the informal influence of an authentic follower 
can provide benefit to distinguishing different kinds of followers: particu-
larly passive and active followers, as discussed in Kelley (2008).

The authentic followers are likely to be ‘star’ followers, and thus be 
active. However, it may also be possible for individuals to be authentic 
without having informal influence. Conversely, the ‘sheep’ follower is likely 
to be a passive low-authenticity follower, as they neither think for them-
selves nor engage without instruction. The introvert–extrovert continuum 
may apply in distinguishing between the active and passive authentic fol-
lowers; extroverts may tend to be more active authentic followers, whereas 
introverts may tend to be more passive authentic followers. The passive 
authentic followers may evolve towards becoming more active authentic 
followers as they think on their own, but may take a little longer to engage 
with their leader and organisation. Thus, we suggest extending Crawford 
et al.’s (2017) distinction between the authentic leader, authentic follower, 
inauthentic leader and inauthentic follower by further categorising the 
authentic followers into active and passive, based on their positive engage-
ment in the organisation (which we term positive organisational engage-
ment, POE) and informal influence, as seen in Fig. 11.2.
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Conversely, a person low in POE can be characterised by their passive 
involvement in the organisation and/or their negative energy. This dimen-
sion is distinct from de Zilwa’s (2014) AF dimension of ‘positive organ-
isational culture and political conditions’, as the requirement of a 
pre-existing culture is not required. A possible outcome of the ideal dyad 
(Fig. 11.1) is that a positive organisational culture will emerge, which can 
further develop other members of the organisation. However, this does 
not presuppose the inherent requirement for an authentic follower; but 
rather is an outcome of effective AL and AF. An existing positive organ-
isational culture may be a positive mediator for the development of the 
authentic leaders and authentic followers. AL and AF are likely to be 
negatively related to high rivalry and intensity of conflict, pivotal ele-
ments of a firm’s political conditions/climate (Mintzberg, 1985).

�Typical Behaviour of Authentic Followers

Kelley (1988) argued that the effective followers are self-managing (and 
the leaders tend to delegate responsibility to them); they are committed 
to the organisation and its goals, are competent, focus on maximum 
impact, are courageous, honest, and credible. As such, we suggest that the 
authentic followers, using their psychological capacity for authenticity, 

Authen�c 
follower (P)

Authen�c 
follower (A)

Authen�c 
leader

Inauthen�c* 
follower (P)

Inauthen�c* 
follower (A)

Inauthen�c* 
leader

Au
th
en
�c
ity

P = passive | A = ac�ve | * Inauthen�c could mean low authen�city or pseudo- 
authen�c

Informal influence

Fig. 11.2  Identifying authentic followers from other followers
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are self-managing and likely to have high emotional intelligence. Their 
active involvement in developing a positive organisational climate means 
they may also demonstrate organisational commitment. This, we believe, 
is likely to result in the authentic followers seeing their leaders as co-
adventurers in a worthy pursuit, especially when that leader is an authen-
tic leader. Furthermore, when they identify operational improvements, 
they will have the courage to speak up, because they are emotionally 
invested in the organisation. Finally, their sincerity suggests that their 
words and actions are consistent, and they see their fellow followers as 
‘associates’ and their leaders as equal.

In conceptualising the authentic followers, it is essential that the con-
struct be positioned as theoretically independent of AL. We suggest that it 
may be possible for an authentic follower to exist without the presence of 
an authentic leader (Fig. 11.1), thereby negating the requirement of leader 
attachment for the emergence of the authentic followers (de Zilwa, 2014). 
To elaborate, an authentic follower with their authentic leader in one envi-
ronment does not lose their authentic follower behaviours when the 
authentic leader leaves. When another leader (e.g. a charismatic leader) is 
present, the authentic follower can still exist despite having a different 
leader. Although this incongruence may not be the ideal, it is a likely reality. 
Thus, conceptualising and evaluating how both authentic leaders and 
authentic followers interact and behave is important in beginning to under-
stand how these affect the innate self of those followers and leaders who are 
low in authenticity. However, similar to de Zilwa (2014), we suggest that 
leader attachment (e.g. the ideal dyad; Fig. 11.1) is likely to be more con-
ducive to authentic leader and follower development, but the other two 
dyads should not be inherently sidelined from understanding the authentic 
leader–follower relationship because it does not reflect the ‘ideal context’.

�Authentic Followers and Their Relationships

�The Leader

We have suggested that an ideal relationship to cultivate in organisations 
is an authentic leader coupled with authentic follower(s), as this relation-
ship may enable the follower and the leader to work together as equal 
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participants pursuing organisational goals. The effective followers keep 
the leaders in check (Kelley, 1988), and we argue that this is also true for 
the authentic followers. However, our focus now turns from the ideal 
dyad to the follower-driven and leader-driven dyads (Fig. 11.1).

Ideally, the authentic followers keep their leader in check and work 
side-by-side with their leader to achieve organisational goals. However, 
some followers may be inherently authentic followers, without the pres-
ence of an authentic leader. Figure 11.3 depicts an example of a middle 
manager who is an authentic leader in their core work context. In this 
context, the authentic leader develops the capabilities of their followers 
through role modelling (Gardner et  al., 2005). However, the middle 
manager’s leader is a senior manager, who leads a number of department 
middle managers. If this senior manager is not an authentic leader, it 
does not necessarily diminish the authentic characteristics of the middle 
manager. Thus, the middle manager would be an authentic follower 
with a leader who is not an authentic leader (follower-driven dyad). An 
authentic leader in one situation could be an authentic follower in 
another. We use formal hierarchy as an example, but there are other 
circumstances that can separate the individual into a leader or a follower 

Senior manager  Leader

A follower-driven 
dyad

Middle manager Authentic leader and authentic follower

A leader-driven dyad

Front-line manager Follower

Fig. 11.3  The authentic leader/follower
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(e.g. home environment, school, work, friendship groups). For exam-
ple, a leader at work could be a follower in their social circle because a 
friend has more influence in that group. They would use their authentic 
capabilities combined with their desire for a positive organisational cli-
mate to be a positive role model to the inauthentic leader, something we 
posit will increase the leader’s authenticity, but perhaps at a slower rate 
than the reverse.

Modelling is a pivotal aspect of social cognitive theory (e.g. Bandura, 
1997) and is frequently cited by AL researchers (e.g. Avolio & Gardner, 
2005; Avolio, Gardner, Walumbwa, Luthans, & May, 2004) as the mech-
anism through which the authentic leaders develop their follower(s). We 
have argued that the authentic leaders and authentic followers share the 
same psychological capacity for authenticity, and thereby propose that an 
authentic follower could model authentic behaviours to a non-authentic 
leader, improving their leadership behaviours. However, the power differ-
ence between the leaders and the followers cannot be ignored, particu-
larly because a distinguishing feature of the leaders is their influence 
(Kirkman, Chen, Farh, Chen, & Lowe, 2009). Therefore, the informal 
power of the follower, developed through their POE and their authentic-
ity, facilitates their modelling to the inauthentic leader. However, this 
process is likely to be stronger when an authentic leader models authentic 
behaviours to an inauthentic follower because of the difference in infor-
mal influence.

As discussed, the common features used to distinguish the leaders 
and the followers are the level of influence and positional power. For 
example, Wortman (1982, p. 373) states that ‘followership is the pro-
cess of attaining one’s individual goals by being influenced by a leader’. 
Such commentary refutes former arguments that the authentic fol-
lower is not influenced by an AL (de Zilwa, 2014). It is evident that 
the authentic followers can maintain influence without inherently 
leading; equally, not all leaders require positional power to be a leader 
or indeed influential (e.g. Malala Yousafzai). Thus, there is a clear need 
to rethink the mechanisms used to measure leadership, so as to under-
stand the differences between the authentic leaders and the followers 
more holistically.
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�The Fluidity of Authentic Leaders and Followers

In considering the authentic followers, it is important to consider how 
the authentic leaders and the followers coalesce. Kelley (1988, p.  2) 
stated that ‘the reality is that most of us are more often followers than 
leaders’. For example, individuals may lead a committee with subordi-
nates and also be involved in another committee where they assume a 
follower role. Hackman and Wageman (2007, p. 45) stated that it is 
‘not how do leaders and followers differ, but how can leadership models 
be reframed so they treat all system members as both leaders and fol-
lowers?’ Thus, we suggest that an authentic leader in one context can 
also be an authentic follower in another, different context and this 
should be reflected in the synergies between both constructs and their 
definitions. However, many conceptualisations of authentic leaders and 
AL are dichotomous in nature (Shamir & Eilam, 2005), ranging 
between an inauthentic leader and an authentic leader. This dichotomy 
does not allow consideration for the follower, or the coalescence 
between the follower and the leader (and vice versa). Crawford et al. 
(2017) addressed this limitation by proposing a continuum of authen-
ticity ranging from low to high (Fig. 11.4), enabling the followers and 
the leaders to both be placed on the same continuum. An individual 
closer to the low-authenticity end of the continuum is likely to be inau-
thentic, pseudo-authentic or unintentionally low in authenticity. It is 
suggested that these individuals have potential to move along the con-
tinuum through trigger moments, authenticity development, interven-
tions, and training (Luthans & Avolio, 2003). Conversely, an individual 
with high authenticity is likely to be an authentic leader or follower, 
depending on their level of informal influence.

Low authenticity High authenticityDeveloping authenticity

Fig. 11.4  The continuum of a psychological capacity of authenticity
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�The Team

The nature of contemporary leadership in team contexts can shed some 
light on where an authentic follower ends and an authentic leader begins. 
As organisational structures flatten, diversify and informal structures of 
influence can become more complex, there is a necessity for new 
approaches to leadership which deal with such changes in complexity. 
Positional power still exists today, but the importance of informal power 
and emotional connections within teams is becoming evident. The role of 
informal social ties in team environments is of significance (Oh, Chung, 
& Labianca, 2004), and those informal social ties are likely to be devel-
oped by more than just the leader. Therefore, considering the role of both 
the authentic leader and the follower in shaping team dynamics is impor-
tant when conceptualising a holistic model.

The leaders often have a visionary role, whereby they identify and 
motivate the achievement of organisational goals (Yukl, 2013). Thus, 
they still remain an important connector and potential boundary-
spanner. To add, a boundary-spanner are individuals who operate between 
their primary organisation and its environment (Stamper & Johlke, 
2003), for example, an employee with a strong connection with a sup-
plier or customer group. We argue that each individual in the team has 
potential as a boundary-spanner and should not be discounted on the 
basis of their hierarchical status as a leader or a follower. A leader–fol-
lower dyad with an asymmetrical relationship, however, does have an 
effect on the abilities of those followers. This is of concern in conceptual-
ising the authentic followers, as the follower construct must be 
theoretically distinct from the authentic leader construct, but organisa-
tional climate may mediate the emergence of the authentic follower.

�Future Research Agenda

This chapter has provided new considerations for the definition of an 
authentic follower, and the relationship between the authentic followers 
and the authentic leaders, and leaders more generally. From the building 
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of our conceptual foundation for the authentic followers, we believe there 
are many directions that future researchers in the field can pursue. In this 
section, we focus primarily on the critical next steps.

�Empirical Validation and Measurement

In this chapter, we have proposed a two-dimensional model of the 
authentic follower comprising (1) psychological capacity for authenticity 
and (2) POE. However, empirical research is needed to assess and vali-
date this model. We suggest that this could be conducted using a variety 
of research methods. Qualitative interviews with individuals who work 
alongside an authentic follower (and authentic followers themselves) may 
provide exploratory insights into how others see the authentic follower. 
In addition, developing quantitative measures for the authentic leaders 
and the follower will be important to enhancing understanding of the 
authentic followers, including investigation of potential antecedents and 
the outcomes of the authentic followers and AF.  The development of 
quantitative measures that distinguish the authentic leader and the 
authentic follower from other leaders and followers would also help 
establish the validity of the authentic follower construct.

�Authentic Leader/Follower Fluidity

One of the challenges, identified in this chapter, is the need to be able to 
establish where the authentic leaders end, and the authentic followers 
begin. Although the development of quantitative measures may be benefi-
cial in addressing this, more research is required to understand what situ-
ations result in an authentic individual acting as either an authentic leader 
or authentic follower. Further to this, our proposed model of the authen-
tic followers may require revision of AL in the future to consider poten-
tially missing elements of the model. Understanding this fluidity would 
enable new work teams and individuals to comprehend their own natural 
group dynamics during their early formation stages. It would also enable 
future researchers to study how the four dimensions of authenticity are 
manifested differently in the authentic leaders and authentic followers.

  J. Crawford et al.



  289

In addition, previous research has demonstrated that the authentic fol-
lowers are empowered into the authentic leaders through modelling 
(Gardner et  al., 2005), but the point at which an authentic follower 
becomes an authentic leader requires further research. Such studies could 
consider power relationships and the level of influence of both the leader 
and the follower and how this affects their ability to lead and/or follow. 
Power may also have an effect on how the authentic followers are able to 
join environments which reduce their authenticity, or likewise how they 
may affect their leader (as hypothesised in Fig. 11.1).

�Authentic Leader/Follower Emergence

Our third area for future research relates to authentic leader/follower 
emergence. To date, research has focused on understanding identifying 
the authentic leaders and their importance to organisations, yet we believe 
the authentic followers are valuable too. Although Gardner et al. (2011) 
identified four antecedents of AL compared to 30 outcomes, research on 
antecedents of the authentic followers is absent. Understanding the ante-
cedents of the authentic followers may support an understanding of 
authentic follower emergence and enable researchers and practitioners to 
better understand the inherent similarities of an authentic follower and 
leader. Investigation of the climates in which authentic leaders/followers 
emerge would also be illuminating.

�Team Processes

Although this chapter has largely focused on leader–follower dyads, we 
do not assume that this relationship exists within a vacuum. Rather, these 
relationships are more likely to exist with a collection of similar dyads in 
the form of a team (e.g. one leader and several followers). Consequently, 
research focused on the outcomes of AL and AF should place a particular 
emphasis on team processes, particularly interpersonal team processes 
such as conflict management, motivation/confidence building and affect 
management. In addition to team processes, we acknowledge that this 
chapter has not included in-depth discussion relating to authentic 
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followers and their peers, and future research should attempt to address 
this gap. Added, our emphasis was on the authentic follower, and we did 
not provide depth relating to the process of AF, or better understanding 
the authentic relationship. We recommend future research take this man-
tle and continue to develop clear and parsimonious definitions for these 
constructs. Once a clear understanding of followership and the relation-
ship is undertaken, it will be useful to consider how the followers tran-
scend to become the leaders that are more effective. This understanding 
will enable future researchers to consider the relational and process ele-
ment of AL and AF further. Finally, the authentic follower model pre-
sented in this chapter may include a third dimension surrounding team 
processes. Once more of the nomological network outcomes of the 
authentic followers and AF are understood, it may be worth considering 
whether a third dimension is missing, surrounding team cohesion, or 
interpersonal team behaviours.

�Conclusion

This chapter has introduced a revised conceptualisation of the authentic 
follower, which draws on the existing conceptualisations and research 
relating to AF and AL. Specifically, we have provided a rationale for the 
need for greater research to be focused on the study of authentic follow-
ers, by explicating how AL relates to authentic followers. In doing so, we 
reviewed the existing definitions of authentic followers and followership 
before proposing a revised conceptualisation of the construct. Finally, 
we have outlined four primary areas of focus for future research includ-
ing empirical measurement and validation of authentic followers pri-
marily, authentic leader/follower fluidity, authentic leader/follower 
emergence and authentic followers and team processes. Thus, although 
this chapter has begun addressing some of the conceptual issues identi-
fied in relation extant authentic follower research, we also acknowledge 
that there is still much more to be done to progress understanding of the 
authentic followers and their importance to other followers, leaders, and 
organisations.
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