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ABSTRACT

The effects of leadership on followers’ work attitudes, such as in role and extra role
behaviors have been a main focus of research in the domain of industrial and
educational psychology. The purpose of this thesis was to examine how authentic
leadership affects work-related outcomes, including work Performance,
Organizational Citizenship Behavior (OCB), Job Satisfaction, and Affective
Commitment. Data were collected from elementary and high-school teachers in the
area of Athens. Results indicated that all work-related outcomes with the exception of
work performance were significantly related to authentic leadership. Limitations and

future research are discussed.

Key Words: Authentic Leadership, Work Performance, Citizenship Behavior, Job

Satisfaction, Affective Commitment.



ITEPIAHYH

H enidpaon g nysciog oto €pyoclokd OTOTEAEGUOTO TOV LVOIGTOUEVOV,
omwg eival ovumeplpopés epyalopévemv €VIOE KoL €KTOG TOL  OlKPLTOD  TOLG
gpyactakov poiov (in-role and extra-role behaviors), Ppiocketar 6to €peLVNTIKO
EMIKEVTPO NG PLOUNYAVIKNG KO EKTOOEVTIKNG WLYOAOYIOG. ZKOTOG TNG TOPOVGOS
dwrppg elvan va e€etdoet kato néco 1n avbevtikn nyeoia (authentic leadership)
emnpedlel to €PYACIOKO OMOTEAECUOTO OMMOG Y. TOPAOEIYHO, TNV EPYAGLOKN
amoteleopatikdtra (work Performance), to cOvdpopo tov «Korov Zrpotidn»
(OCB), xaBwng emiong Vv epyactokn tkavoroinomn (Job Satisfaction) kot déopevon
(Affective Commitment) T@V VOIGTAUEVOV.

[T ovykekpéva, ot avBeviikol Myéteg emnpedlovv TOVE VELOTAPEVOLG
dueoca ko éppeca (Avolio et al., 2004). Apevdg péow TOL NYETIKOD HOVTEAOL TOV
avBeviikohd mnyétn  (avtoyvoocio, ovtikeevikny  emeepyacio  TANPOEOPLOV,
OLMPOCHOTIKY OLPAVELD KOl EGOTEPIKOTOMNIEVN NOIKN TPOOTTIKY]) AL KOl LEGM
TOV  YOYOAOYIKOV 1KOVOTHTOV 7oL Olabétel (aotodoéia, eimida, eumioToovvn,
avOektikdtnto, Oetikd cvvarcOpata). Ot avbevticol nyéteg emnpedlovv OHmG Kot
EUUEGMG TOVG VOLOTAUEVOVG HUEGH TOV SLOOIKAGIOV TNG TPOCMOTIKNG KOl KOWVOVIKTG
tavTiong. Katd m dwdikacio g mpocwmikng tavtiong (personal identification) ot
velotdpevol avayvopilovy Kol EmETO EVOOUATOVOLV TNV MoK kol aképon
TPOOTTIKY TOV AVOEVTIKAOV TOVG NYETOV LE AMOTEAEGO Kol Ot 13101 va. avayvopilovv
TOV €0VTO TOVG MG MOKOVG Kot HE OKEPOLOTNTO YOPOKTHPES. Opoilwg pe
dwdwaocia g Kowwvikng tovtong (social identification) ot veiothpevol

avayvopilovy TV opadkoOTNTO MG OVUTOCTACTO KOUUATL TNG TOVTOTNTOG TOVG LE



amotéleopa TV evioyvon g aichnong Tov aviKEY KOl CUVETAOS TV ovATTLEN TNG
oLVOGONUOTIKNG OEGEVONC.

To delypa g epyaciag amoteleitor amd eKTAUOEVTIKOVG TPOTORAOIIOG Kot
devtepofadag exmaidosvong, oty meproyn s Adnvoc. Ta amoteléoparta £dei&av
Ot 1 awBevtikn nyeoia, pe e€aipeon TV €PYOCIOKN ATOTEAECUATIKOTNTA, OYETI(ETON
ONUOVTIKG pE OACL TO €PYACLOKG OMOTEAEGUOTO. TNV TOPOVCH epyacio yivetol
EKTEVIG oLINTNOT TOV EPELVNTIKMOV TEPLOPICUDV OAAG KOl TPOTACELS Y10 LEALOVTIKTY

épeuval.
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INTRODUCTION

Traditional approaches of leadership are still necessary for effective
management; however, they have proved not to be sufficient in addressing
organizational and societal problems (e.g. ethical meltdowns, terrorism).
Organizations in order to face such challenges initially have to restore confidence,
hope, optimism, resiliency and meaningfulness (Avolio et al., 2004). According to the
former head of Medtronic (a medical technology incorporation), Bill George (2003),
organizations need leaders who act in accordance with their own true values; leaders
who can build and earn the respect of their followers by encouraging them into
developing relationships with each other; they need a leader with purpose, integrity
and ethos, who can be described genuine and therefore authentic.

An answer to these requests was authentic leadership a construct derived from
the fields of leadership, ethics and positive organizational behavior (Avolio &
Gardner, 2005). Authentic leadership refers to a positive moral perspective, in respect
to ethical standards and behavior resulting in the enhancement of decision making
(Avolio & Gardner, 2005; Luthans & Avolio, 2003; May et al., 2003). Certain unique
behaviors characterize an authentic leader, such as self-awareness, balanced
processing of information, relational transparency and internalized regulation.

Authentic leaders lead by example through their display of high moral
standards, honesty, and integrity, causing the followers to personally identify with
them (Avolio et al., 2004); as followers come to model authentic leaders, they realize
their selves as honest persons of high standards and integrity. Additionally, authentic

leaders increase follower’s social identification (Kark & Shamir, 2002) by creating a



deeper sense of high moral values along with a manifestation of high levels of honesty
and integrity with them (Avolio et al., 2004).

Another important aspect of authentic leadership, in respect to the above, is
that high levels of transparency, integrity, and moral standards that authentic leaders
exhibit can develop high levels of trust, hope, positive emotions, and optimism among
followers, which in turn lead to increases in commitment, satisfaction, and other
positive work-related outcomes (Avolio et al., 2004; Gardner, Avolio, Luthans et al.,
2005; Ilies et al., 2005).

It is clear that such leaders have a role to play in the broader society, a fact that
organizations are beginning to recognize. Positive psychology concepts, such as
authentic leadership, can help leaders meet today’s challenges. In terms of
competition, organization should focus on developing authentic leadership as well as
on growing the trust, hope, optimism, and resilience (e.g. positive emotions) of their
followers in order to achieve optimal levels of citizenship behaviors, job satisfaction
affective commitment and in-role behaviors. Organizations that invest in authentic
leadership development can achieve work-related outcomes making those outcomes
their competitive advantage. These are the main reasons I chose authentic leadership
to be the key variable of this study.

The purpose of this study is to examine the effect of authentic leadership on
followers’ in-role performance, extra-role behaviours (OCB), and organizational
attitudes such as job satisfaction and affective commitment, in school settings. The
assumption was that authentic leadership influence followers’ organizational
behavior, therefore, the study can be seen as an attempt to further investigate the
existing theory and literature by explaining the interrelationships between authentic

leadership, in-role and extra-role behaviours, as well as organizational attitudes.
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Additionally, since there is a lack of empirical evidence concerning the relationship
between authentic leadership and subordinate’s organizational outcomes in school
settings, the study initially can be seen as an attempt of making a contribution to the
existing theory and finally as a recommendation for future research on the field of
education.

In the first chapter the leadership literature is reviewed, focusing mainly on
leadership theories that have attracted the most academic and empirical attention,
including trait theories, behavioural theories, contingency theories, and new genre
theories. In the second chapter, a thorough investigation on authentic leadership
literature is being made; history, definitions, and dimensionality of authentic
leadership are also presented. The third chapter consists of the proposition of my
theoretical rational regarding the possible links between authentic leadership and
work performance, OCB, as well as job satisfaction and affective commitment. The
4™ chapter describes the methodology of this study, 5™ the results coupled with 6™ a

discussion of the limitations and recommendations for future research.
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CHAPTER 1: OVERVIEW OF LEADERSHIP THEORIES

Throughout the 19" century workers were faced merely as productive
resources and managers were there only to supervise them and treat them with
disrespect. In the beginning of the 20" century these practices failed to find
acceptance and therefore in many cases seized to exist. Consequently, a lot of
administration methods were revised and focus shifted towards a more humanistic
approach to guiding and directing the effort of employees (i.e. Maslow, 1943, 1968;
Rogers, 1959). The field of leadership emerged as alternative to those practices by
encouraging more positive forms of leadership where followers and leaders share
dynamic relationships. Since then, leadership and leader have occupied the mind of
many theorists and researchers (Avolio et al., 2009).

According to Bolden, Gosling, Marturano, and Dennison (2003), leadership is
considered to be the process of influencing and guiding a group of people into
achieving a certain goal; for others (Conger & Kanungo, 1998) is not just a process
but the art of motivating a group of people to act towards a common goal. Even
though leadership is hard to describe it is often falsely linked to managerial practices.
This is a common misunderstanding. The above definitions challenged many
researchers into trying to answer a vital question, whether leaders are born or made.
For example, Judge, Bono, Ilies, and Gerhardt (2002) in their meta-analysis showed
that personality variables are correlated with leadership emergence and effectiveness.
Further, Chan and Drasgow (2001) suggest that across different international
environments leadership potential is related to various cognitive, personality, and
motivational factors. In this respect a particular research on identical twins conducted

by Arvey and colleagues in 2007, proved that “life context” (p. 425) is more
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important than heritability, which accounts only for 30%, as far as leadership
emergence is concerned (Arvey et al., 2007).

Leadership literature has evolved, focusing not only on the leader but also on
the vitality of the relationship between leaders and followers as a necessary
component of effective leadership. A review in leadership literature of the last 80
years reveals numerous theories that emerged in an effort to explain leader behavior
starting from “Great Man” (Carlyle, 1888) and “Trait” (Stogdill, 1974) theories to the
development of “Transformational” (Bass, 1997) and “Authentic” leadership (Avolio
& Gardner, 2005). Next I provide a quick overview of these theories as an effort to
present the theoretical development and evolution of leadership, reaching the

emergence of authentic leadership.

1.1. TRAIT APPROACHES

The “Great man” theory (Carlyle, 1888) is based on the belief that leaders are
special people, born with exceptional qualities, destined to lead. This assumption led
the way for a new approach of leadership, based on traits.

Trait theory supports that people are born with inherited characteristics some
of which predict leadership inclination (Stogdill, 1974). After studying successful
leaders (e.g. John F. Kennedy, Martin Luther King, Douglas MacArthur) of the
previous century researchers (McCall & Lombardo, 1983) listed some traits and skills,
such as friendliness, task motivation, group task supportiveness, social skills,
administrative skills, general charisma and intelligence assuming that if other people
were found to have some of these characteristics, then they too, could become leaders
(Stogdill, 1974). According to Gardner (1989), these characteristics refer to physical

vitality and stamina, intelligence and action-oriented judgment, eagerness to accept
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responsibility, task competence, understanding followers and their needs, skills in
dealing with people, need for achievement, capacity to motivate people, courage and
resolution, trustworthiness, decisiveness, self-confidence, assertiveness, adaptability/
flexibility. Although trait approaches were initially very promising, in the end failed
to offer clarifications and proved to be inconclusive (Judge, Piccolo, and Kosalka,
2009). A common misunderstanding was the belief that people who did not posses
specific traits could not lead; after all traits are not universal, therefore they might also
depend on the situation. Nevertheless, while research shows that certain traits alone
do not guarantee leadership success, there is evidence that effective leaders are not

like other people (Kirkpatrick & Locke, 1991).

1.2. BEHAVIORAL THEORIES

The inadequacy of trait theories generated an interest towards behavioral
theories especially after the publication of The Human Side of Enterprise
(MacGregor, 1960). The key idea to this approach was that certain teachable
behaviors can be observed and studied in order to accomplish a more effective
leadership. With respect to this McGregor (1960) proposed his X and Y theory
according to which leaders are divided into two main categories (authoritative-X and
democratic-Y leaders). According to X theory, human beings have an inherent dislike
for working, lacking the sense of responsibility and therefore should be coerced, or
threatened with punishment in order to achieve organizational goals. On the other
hand, Y theory suggests that people are self-directed and self-controlled under proper
working conditions, seeking for responsibilities.

Another behavioral approach is the one by R. Blake and J. Mouton (1968) and

their Managerial Grid where two basic leadership behaviors occur (i.e. task-oriented
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and relationship-oriented). For them effective leaders are deeply concerned for both
people and production. They work to motivate employees to reach their highest levels
of accomplishment. Furthermore, leaders are responsive to change, and they
understand the need for change.

Unlike the other behavioral theories, Leader-member exchange theory focuses
primarily on the distinctive relationship between leader and follower underlining the
uniqueness of this relationship (Liden, Sparrowe, & Wayne, 1997; Deluga, 1992). The
emphasis in this theory is in the moderating role of effective relationships through
mutual understanding and agreement between the leader and the follower resulting in
higher levels of work-related outcomes, such as job satisfaction, organizational
commitment, as well as mutual trust, confidence, open communication, independence
and respect (Graen & Uhl-Bien, 1995). The implication of this theory lies in the
nature of the exchange, which is determined by the leader based on some presumed
characteristics of the subordinate.

In general, after the proposition of Blake-Mouton Grid (1964), leadership
theories have moved on a certain amount, where the context in which leadership
occurs depends on the leadership style that is being used. Further, behavioral theories
can be seen as helpful models for effective management but not as entirely the best

leadership styles.

1.3. CONTINGENCY THEORIES
Contingency theories focused primarily in the context where leadership is
exercised placing more emphasis on “where” rather than “who”. According to

contingency theories leadership styles depend on the situation of the organization

(Burns and Stalker, 1961), the size (Child, 1975), the tasks concerned, and other
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environmental variables (Burns and Stalker, 1961). There are three major contingency
theories described below, including Fiedler’s model (1958; 1967), the Hersey-
Blanchard model (1982) and Tannenbaum and Schmidt’s (1973) leadership
continuum.

Fiedlers’ contingency model (1958; 1967), suggests that the effectiveness of
the group depends on leadership style and situation and is determined by three
important aspects: the relationship between the leader and the follower (e.g. Are they
getting along?), the structure of the task (e.g. Is the job structured, partly structured or
not at all?), and the position power of the leader (e.g. How much authority does the
manager exercise?). Fiedler’s contingency theory has drawn criticism because it
implies that only the -changing the leader- option is available when mismatch or
unfavorable situations occur between the leader and the follower (Fiedler, 1967). The
model’s validity has also been disputed, despite many supportive tests (Bass, 1990).

Furthermore, Hersey and Blanchards’ situational theory (1982) suggests that
leadership activities are grouped in two areas: task behavior (one-way communication
with team members) and relationship behavior (two-way communication with team
members). Hersey and Blanchard believe that the maturity of the group member will
influence the levels of task or relationship behavior. Appendix A describes the four
identified leadership styles each one used for different situations. The “telling” style
(Hersey & Blanchard, 1982) for high tasks accompanied by low relationship behavior,
“selling” for high tasks and high relationship behavior, “participating” for high
relationship and low task behavior and “delegating” for low relationship and low task
behavior. According to each situation and until the followers’ maturity reaches an
acceptable level the appropriate leadership style can be determined. This model can be

applied in business but cannot be characterized as the most effective leadership style.
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Appendix A. Hersey and Blanchard’s situational theory of leadership. Hersey, P.
and Blanchard, K., (1982).

An alternative model refers to Tannenbaum and Schmidt’s Leadership
Continuum (Tannenbaum and Schmidt, 1973). In their model (see fig. 2) they suggest
that there is a sequence of leadership styles in order to motivate subordinates’
participation and involvement in decision taking. More specifically, along this
continuum according to the authors some behavior points are occurring; the manager
makes the decision and announces it without providing with his subordinates the
opportunity to participate directly in the decision-making process. The manager
“sells” his decision by trying to persuade his subordinates to embrace it. The manager

presents his ideas, invites questions in order for his associates to better understand
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what he is trying to accomplish. The manager presents a tentative decision subject to
change allowing subordinates to partly influence the decision. The manager presents
the problem, gets suggestions, and then makes his decision. The manager defines
limitations around which the decision must be made and requests the members to take
decisions. Finally the manager permits the group to fully make decisions within

prescribed limits, which represents an extreme degree of group freedom.

Continuum of Leadership Behavior

"
4

Boss-centered > Subordinate-centered

Use of authority

by manager
Area of freedom

by subordinates

1 1

MGR MGR MGR MGR MGR MGT MGR permits
makes & “sells™ presents presents presents defines subordinates
announces decision Iideas & tentative problem, limits; to function
decision invites decision gets asks within
questions subjectto  suggestions, group for  superior
change makes decision defined
decision limits

Figure 1. Tannenbaum and Schmidts’ Continuum of Leadership behavior.
Tannenbaum, R., & Schmidt, W. H. (1973).

1.4. NEW GENRE LEADERSHIP THEORIES

New genre leadership in contrast to traditional leadership theories focuses on
ideological and moral values, symbolic leader behavior, visionary and inspirational
messages, emotional feelings, individualized attention and intellectual stimulation. In
this section I present mainly Burns’ transactional and transforming leadership model
(Burns, 1978; Burns, 2003), Bass’s transformational leadership (1985; 1990; 1998),

charismatic leadership (Conger & Kanungo, 1987, 1998; House 1977; Shamir et al.
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1993; Yukl, 2002) and authentic leadership (Avolio & Gardner, 2005; Avolio et al.,
2004).

Three decades ago James MacGregor Burns introduced the transactional and
transforming leadership model (1978). The transactional leader is willing to provide
subordinates with what they value such as pay, recognition, praise, feedback, or
promotion in exchange for motivation and effective performance (O’Shea, Foti &
Hauenstein, 2009). On the other hand transforming leaders have a more humanistic
approach; they try to shape, elevate, and alter followers’ values, goals and
perspectives through motivation development by representing an inspiring vision of
the future (O’Shea, Foti & Hauenstein, 2009). According to Burns (1978)
transforming leadership “is a relationship of mutual stimulation and elevation that
converts followers into leaders and may convert leaders into moral agents” (p. 20).

Bass elaborated on Burns transforming- transactional model of leadership
(known as transformational). According to Bass (1997) leaders can engage in both
behavioral styles (transactional and transformational) for a more effective leadership
practice. The transformational components include: idealized influence/charisma,
inspirational motivation, intellectual stimulation, individualized consideration. As for
the transactional components: contingent reward, active management-by-exception,
passive management-by-exception and for the non leadership components the laissez-
faire (as in avoiding responsibilities). For example, the degree to which the leader
attends to each follower, acting as a mentor, or listening to followers’ concerns refers
to individualized consideration. Leaders with intellectual stimulation encourage
creativity in their followers. Similarly, leaders with inspirational motivation challenge
followers with high standards, providing them optimism and meaning for the task.

Idealized influence provides followers with pride, respect and trust.
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Charismatic leadership is another leadership theory that focuses on leader
behavior towards followers; according to Conger and Kanungo (1987, 1998) the
leader articulates an innovative strategic vision, shows sensitivity to the environment
of the organization and to member’s needs, displays unconventional behavior, and
takes personal risks. In respect to this leadership theory, House (1988; 1997) and
Shamir and colleagues (1993) proposed a framework of basic behaviors that promote
charismatic leadership. Such behaviors are leaders’ intentions to articulate vision, to
emphasize on ideological aspects of work, to communicate high performance
expectations, to express confidence for the subordinates, to show self-confidence, to
model exemplary behavior and finally emphasize collective identity (House, 1977;
Shamir et al., 1993).

The theory of transformational/charismatic leadership as mentioned above
suggests that such leaders raise followers’ aspirations making them identify with the
leaders’ vision (Avolio et al. 2004), achieving optimal working conditions and
therefore effective performance.

All previous approaches on positive leadership led the way to the proposition
of authentic leadership, known as a root construct (Avolio & Gardner, 2005), which is
embedded with specific qualities on the behalf of the authentic leader, such as the
ability to be genuine, reliable, trustworthy, real and veritable at all times. Authentic
leaders are not necessarily standing out every day but are there to convey the proper
message; by this I do not refer to the leaders’ practices of “filtering” (May, Chan,
Hodges & Avolio, 2003) but the leaders’ special capability to pass the meaning. In
order to achieve mutual understanding a leader should first become aware of his/her
beliefs and values which are important to him/her and then try to pass them through

his/her everyday interaction with the followers. Inevitably, if acting in accordance to
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his/her moral standards these beliefs will be identified by the followers and be
completely internalized.

For example, a leader is described as authentic when he sells his company for
hundreds of millions of dollars, and then surprises his employees by adding a great
amount of money in their accounts, making many of them millionaires under the
excuse of paying back the people who built the company (May, Chan, Hodges, &
Avolio, 2003). Authentic leaders are expected to play an important role in the greater
society by addressing organizational and societal problems (George, 2003). This is the
main reason I consider authentic leadership to be of paramount importance and
therefore interested in examining the relationship of authentic leadership to various

organizational outcomes.
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CHAPTER 2: AUTHENTIC LEADERSHIP

2.1. History

Current events (September 11, terrorism) and economic hardships (fluctuation
of stock values, downturns in universal economies) in many countries have raised
questions about ethics in leadership and increased the quest for a new leadership
approach (Cooper, Scandura, & Schriesheim, 2005). More specifically, the continuous
decrease in ethical leadership (e.g. corporate scandals and ethical violations) along
with an increase in societal challenges highlights the need for a more positive
leadership (Avolio & Gardner, 2005). Additionally, scholars argue that existing
frameworks proved not to be sufficient in developing leaders of the future (Avolio &
Gardner, 2005; Avolio, Gardner, Walumbwa, Luthans & May, 2004; Avolio, Luthans,
& Walumbwa, 2004; Gardner, Avolio, Luthans, May, & Walumbwa, 2005; Luthans
& Avolio, 2003; May, Chan, Hodges, & Avolio, 2003).

Behavioral researchers therefore, focused on a newly proposed construct,
authentic leadership (AL), having in mind that confidence, hope and optimism should
be restored (Avolio & Gardner, 2005) especially after these occurring challenges. It is
vital to realize that followers need a leader that acts in accordance with his own true
values (Avolio et al., 2004), someone who can build and earn the respect of his
followers by encouraging them into developing relationships with each other. They
need a leader with integrity and ethos, who can be described genuine and therefore
authentic.

In the following section I elaborate on the definitions of AL and its key

antecedents.
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2.2. Definition

According to Harters’ historical review (2002) the conception of authenticity
can be seen in the writings of ancient Greek philosophy (Polonius’s last piece of
advice to his son, Laertes ) “to thine own self be true”. To its complete understanding,
the idea of authenticity is well described and fully elaborated in the literature over the
last 80 years. Having a central role in the science of positive psychology many
researchers including Rogers (1959), Maslow (1968, 1971), Cameron (2003) tried to
establish a concrete meaning of authenticity, which was captured as the condition
under which one owns his personal experiences, such as thoughts, emotions, values,
beliefs and therefore knows his true self. The fact of owning one’s personal
experiences and behaving accordingly makes a person authentic.

As Erickson (1995) notes, authenticity is not a two-way condition; one can be
described as more or less authentic or inauthentic. On the other hand authenticity has
nothing to do with sincerity because the process of being authentic refers to one’s self
and not to one’s relationship with others. Unlike sincerity, authenticity is a self-
contained state of being and does not require the presence of another for its reality to
become manifest (Chan, Hannah, & Gardner, 2005).

A thorough examination of the recent literature on authentic leadership shows
the abundance of opinions expressed in regard to authentic leadership. An initial
definition of authentic leadership stems from Luthans and Avolio (2003)
conceptualization, proposing that authentic leadership is a combined process which
results in both self-awareness and self-regulated positive behaviors. On the other
hand, Ilies and colleagues (2005) perceived authentic leadership as a component
model including self-awareness, unbiased processing, authentic behavior/acting, and

authentic relational orientation.
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Progressively, Shamir and Eilam (2005) suggest that authentic leaders are
characterized by specific attributes related to one’s self; in their definition of authentic
leadership they refer to “self-concept”, “self-resolution”, “self-concordant”, “self-
expressive” (p. 399) as key concepts surrounding and encapsulating the notion of
authenticity.

These various perspectives were integrated in a model of authentic leadership
proposed by Gardner, Avolio, Luthans, May, and Walumbwa (2005), resulting in the
most current conceptualization of authentic leadership theory. Being influenced by
Ilies and colleagues’ framework, as well as Deci and Ryans’ (2000) self-
determination theory, this particular model focuses on self-awareness and self-
regulation components, including internalized regulation, balanced processing of
information, relational transparency and authentic behavior. Therefore, it is clear that
authentic leadership refers to a positive moral perspective, in respect to ethical
standards and behavior resulting in the enhancement of decision making (Avolio &
Gardner, 2005; Luthans & Avolio, 2003; May et al., 2003).

Gardner (2005) notes that in order for a leader to achieve authenticity, he/she
should develop supportive relationships with followers which are characterized by a)
transparency, openness and trust b) guidance toward worthy objectives, and c) an
emphasis on follower development. A more elaborate model of authentic leadership
development proposed by Luthans and Avolio (2003) highlights the state under which
leaders should behave in order to achieve maximum self-development for both
followers and themselves.

More specifically, likewise with authenticity, authentic leadership draws from
positive psychology (Avolio & Gardner, 2005). Authentic leadership is “the process

that draws from both positive psychological capacities and a highly developed
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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” (Walumbwa, Avolio et al., 2008: 94).

Authentic leadership development is a rather complicated process and
therefore extremely unlikely to be achieved only through training (George, 2003;
Cooper et al., 2005). Firstly, it involves the development and establishment of an
open, transparent, trusting and authentic relationship between leaders and followers.
Avolio and Gardner (2005) present a group of key components for the authentic
leadership development. In general these components include positive psychological
capital (Luthans & Avolio, 2003), positive moral perspective (Luthans & Avolio,
2003; May et al., 2003), leader and follower self-awareness (Ilies et al., 2005; Shamir
& Eilam, 2005) and self-regulation (Deci & Ryan, 1995, 2000), leadership processes
(Avolio et al., 2004; Gardner et al., 2005; Ilies et al., 2005; Luthans & Avolio, 2003;
May et al., 2003), follower development (Gardner et al., 2005) and organizational
context (Garner et al., 2005; Luthans & Avolio, 2003).

The following section refers to the components of authentic leadership
development, as suggested by Avolio and Gardner (2005), as well as to authentic
leadership dimensions, as proposed by Walumbwa, Avolio, Gardner and colleagues
(2008). Authentic leadership is the construct interest of this research paper and
authentic leadership dimensions are used to theoretically explain my hypotheses.
Before proceeding though to further analyses of AL dimensions, I will refer to the
components of authentic leadership development as I have utilized some of these
components to support my thinking. Authentic leadership and authentic leadership
development are related but separate constructs. Authentic leadership involves the

processes whereby leaders create genuine, trusting and transparent relationships with
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followers, while authentic leadership development involves the processes whereby
individuals come to identify the leader role as part of their core self-concept (Chan et
al., 2005) and accomplish self-awareness, balanced processing, relational
transparency, and authentic behavior when enacting with followers (Gardner et al.,

2005; Ilies et al., 2005).

2.3.1. ALD components

Luthans and Avolio (2003) in their initial framework identified confidence,
optimism, hope, and resiliency as personal resources of the authentic leader. These
positive psychological capacities have been tested (Luthans, 2002) to theoretically and
psychometrically support the development of individuals, teams, and organizations
(Avolio & Gardner, 2005) when combined with positive organizational contexts and
trigger events (Luthans & Avolio, 2003).

Luthans and Avolio (2003) also posit that authentic leadership development
requires the presence of an inherent ethical/moral component. Respectively, May and
colleagues (2003) intensifies this outlook by presenting an ethical decision making
process whereby authentic leaders utilize in order to address ethical issues and
achieve authentic moral actions.

Authentic leadership requires optimal levels of self-awareness (Avolio &
Gardner, 2005) which occurs when individuals are in full cognition of their own
existence. Gardner and his colleagues (2005) identify four elements of self-awareness
vital for the development of authentic leadership including values, cognitions
regarding identity, emotions, and motives/goals.

Self regulation is the process through which authentic leaders try to act in

accordance with their values, making their authentic selves transparent to all (Gardner
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et al., 2005). Avolio and Gardner (2005) base their thinking on two theoretical
perspectives, Deci and Ryans’ self determination theory (1995, 2000) and Kernis
(2003) belief that authenticity involves unbiased processing, relational transparency/
authenticity and authentic behavior (as cited in Avolio & Gardner, 2005).

Bono and Judge (2003) and Shamir and colleagues (2002) have mentioned the
importance of identification in the process of leading supporting the idea that the
influence of authentic leaders on followers’ behaviors can be more powerful and
motivational through the identification of the people they lead. This identification, as
stated before, can be achieved a) personally, a process whereby the individuals belief
about a leader becomes self-defined (Kark & Shamir, 2002), and b) socially, a process
whereby individuals belief identify with a group making it an important aspect of their
identity (Avolio et al., 2004).

Authentic leaders are perceived as role models; this refers to the leaders’
demonstration of transparent behavior (in decision making, confidence and hope), to
the leaders’ exhibition of resilience and last but not least to leaders consistency
between their words and actions (Avolio & Gardner, 2005). Another interesting
reference as far as the leaders processes are concerned, in respect to authentic
leadership development, derives from Ilies and colleagues (2005), according to who
authentic leaders influence followers emotionally as well as through positive social
exchanges. More specifically, positive emotions experienced by authentic leaders
foster the emotional and cognitive development of members of the organization,
especially, through social contagion processes (Kernis, 2003).

Furthermore, social exchange theory is used to further explain the importance

of positive social exchanges with followers (Ilies et al. 2005). Optimal levels of
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quality relationships result in greater authenticity and well-being among followers
(Avolio & Gardner, 2005).

As mentioned earlier, when followers clarify their values, identities, and
emotions, they achieve, through internalized regulatory processes, a) balanced
information processing, b) transparent relations with the leader and associates, and c)
authentic behavior (Gardner, 2005). As followers come to identify their actual and
real selves through internalization of their values and beliefs, they become more
transparent with the leader forcing their personal development (Avolio & Gardner,
2005).

Another component for the development of authentic leadership is the
surrounding environment. Environments that permit access to information and
enhance supporting practices can result in leader and follower effectiveness and

performance (Luthans & Avolio, 2003).

2.3.2. AL Dimensions

The most recent conceptualization of authentic leadership has been finalized
when Walumbwa and his colleagues (2008) viewed AL as being composed initially
of five and later of four distinct but related substantive components: self awareness,
relational transparency, internalized regulation (i.e. authentic behavior), balanced
processing of information, and positive moral perspective; (Walumbwa, Avolio,
Gardner et al. 2008;Avolio & Gardner, 2005; Gardner, Avolio, Luthans, et al., 2005;
Gardner, Avolio, & Walumbwa, 2005; Ilies et al., 2005). From a self-determination
theory perspective (Deci & Ryan, 2000) internalized regulation processes and
authentic behavior were combined into a single dimension named internalized moral

perspective (Walumbwa, Avolio, Gardner et al. 2008).
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Self awareness is one of the key dimensions of authentic leadership (Avolio &
Walumbwa, 2006). It occurs when people are in full cognition of their true values and
individual beliefs, and therefore behave accordingly depending on the organizational
situation, but still in respect to these convictions (Silvia & Duval, 2001). Self-
awareness is a continuous, multi-dimensional process. The leader himself relates with
his strengths and weaknesses, becoming more familiar with his identity, capabilities,
emotions, goals, and talents promoting the process of self- knowledge and self-
acceptance; the ability that is, to understand how one can see the world and interacts
with it and therefore realize the complexity of its nature (Walumbwa et al., 2008).

Relational transparency refers to the presentation of one’s genuine self to
others (Kernis, 2003). Being transparent results in the development of open
communication and critical information sharing between people.

Balanced processing is an essential operation during the exercise of leading; it
refers to the process of objectively studying and analyzing all data necessary to make
a vital decision (Gardner et al., 2005).

Internalized moral perspective is about trying to behave in accordance with
your internal moral standards which basically control and regulate one’s behavior and
therefore promote the process of decision making (Avolio & Gardner, 2005; Gardner,
Avolio, Luthans, et al., 2005). It refers to an inner form of self-regulation (Ryan &
Deci, 2003) and ethical behavior.

In sum, authentic leaders act upon their true beliefs and personal values in
order to become reliable and earn the respect of their followers, encouraging them to
develop different opinions and cooperative relationships with each other. Leaders of
this kind are described as authentic and thus can accomplish optimal levels of self-

performance and therefore self-development (Avolio et al., 2004).
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The next section discusses differences between authentic leadership and other

leadership models.

2.4. Discriminating authentic leadership from other leadership models

Transformational leaders are described as being individuals with optimism,
hope, focusing on followers’ development and of high moral character (Bass, 1998),
attributes that authentic leaders also acquire. Theory also suggests that authenticity is
a necessary component for a leader to be transformational (Bass, 1998; Burn, 1978).
What differentiates though transformational leaders to authentic ones are certain
unique behaviors that authentic leaders posses, such as relational transparency and
balanced processing (Walumbwa et al., 2008). Most important, the key distinction is
related to the part of knowing ones’ deep sense of self (self-awareness) that authentic
leaders have (Avolio & Gardner, 2005). Authentic leaders are deeply aware of their
self (strengths, weaknesses, core beliefs) and act accordingly, making their followers
relate to their authenticity and consequently followers perceive them as authentic
(Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 2008). Respectively, authentic
leaders do not have to transform them into moral or obedient followers (as in the case
of transformational leaders) in order to achieve maximum effectiveness. The proper
message is conveyed by authentic leaders not only through words but also through
actions (Avolio & Gardner, 2005).

The differences between authentic leadership and charismatic leadership lie on
the process of influencing followers’ self awareness of their values and moral
perspectives (Gardner et al., 2005). In particular, charismatic leaders rely on forms of

impression management, exploiting their rhetoric capabilities in order to persuade and
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force followers to act, while authentic leaders utilize their positive psychological
capacities to motivate followers (Gardner & Avolio, 1998).

Authentic leadership appears to overlap with ethical leadership, in terms of
individual characteristics (Brown & Trevino, 2006). For example, both authentic and
ethical leaders share a social motivation and are both ethical people who consider the
consequences of their actions. Nevertheless, authentic leadership contains unique
content, such as authenticity and self-awareness, which are not part of the ethical
leadership construct.

The theoretical advent of work on authentic leadership development suggests
that authentic leadership emerges from the concept of transformational leadership
(Luthans & Avolio, 2003; Avolio & Gardner, 2005). Authentic leadership can
incorporate transformational and ethical leadership (Avolio et al., 2004). Bass and
Steidlmeier (1999) suggest that there are pseudo versus authentic transformational
leaders. Nevertheless, authentic leadership differs from other leadership theories
because it is perceived as a “root construct” which constitutes the basis for other
forms of positive leadership (Avolio et al., 2004; May et al., 2003; Luthans & Avolio,
2003). This does not necessarily mean that authentic leaders cannot be
transformational, charismatic or ethical (Avolio & Gardner, 2005).

In the next chapter the hypotheses of this study are stated.
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CHAPTER 3: AUTHENTIC LEADERSHIP, IN ROLE, EXTRA ROLE AND

JOB ATTITUDES

3.1. Authentic leadership and work performance

In-role behaviors, such as work performance, (i.e. the followers’ ability to
invent and later implement new ideas in his/her routine, taking an active and
persistent approach to work by submitting suggestions to supervisors, self-directive
behaviors, tasks incorporated in one’s job, including quality and quantity of work)
(Bono & Judge, 2003) require the presence of a positive and engaging organizational
context, a requirement that authentic leaders can ensure (Avolio & Gardner, 2005;
Gardner, Avolio, Luthans, May, & Walumbwa, 2005). Indeed, authentic leaders
utilize positive psychology and construct highly developed organizational contexts,
resulting in greater self-awareness and self-regulated positive behaviors on the part of
both leaders and associates (Walumbwa, Avolio et al., 2008). Additionally, they are
confident, optimistic, and moral, and give priority to developing associates to be
leaders (Luthans & Avolio, 2003). Due to these characteristics, authentic leaders
develop genuine connection with others fostering high levels of trust between them
(Avolio et al., 2004), which in turn can lead to effective job performance (Gardner et
al., 2005; Avolio et al., 2004). High levels of trust have also been found to lead to
higher levels of work performance (Dirks & Ferrin, 2002). These facts indicate that
authentic leaders can support follower’s work performance, promoting in-role
behaviors. This leads to conclude that:
Hypothesis 1: Authentic leadership will be positively related to followers’ work

performance.
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3.2. Authentic leadership and Organizational Citizenship Behaviour

Authentic leaders appear to affect followers work attitudes directly, mainly
through their positive modelling of self-awareness, self-regulatory processes, positive
psychological states, and positive moral perspectives (Avolio et al., 2004). Specific
components of authenticity that characterize authentic leaders, such as their ability to
objectively analyze all data before coming to a decision (balanced processing of
information), the relational transparency they exhibit, as well as their internalized
moral perspective, can instil willingness to perform extra-role behaviours (OCB)
among followers (Walumbwa et al., 2008).

Organizational citizenship behaviour is an extra-role behaviour, which usually
manifests when leaders and followers engage in positive relationships with each other
(Walumbwa et al., 2008). Such behaviors go above the minimum requirements of the
organization, for example helping colleagues or associates without being asked (i.e.
altruism), being punctuate (i.e. conscientiousness) and attend organizational meetings
(i.e. civic virtue), tolerating work impositions without whining (i.e. sportsmanship), or
even engaging in behaviours that are meant to prevent a bad situation (i.e. courtesy)
(Organ, 1988). Indeed, authentic leaders produce optimal levels of trust, hope,
positive emotions, and optimism among followers, which subsequently translates into
OCB (Avolio et al., 2004; Gardner et al., 2005; Ilies et al., 2005).

Because OCB is a non “enforceable” human behaviour, which contributes to
the organization indirectly (Organ, 1988), it becomes apparent when the
organizational climate is supportive. In terms of that, authentic leaders lead by
example in order to become reliable and earn the respect of their followers (Avolio et
al., 2004). They encourage supportive relationships with their followers, which are

characterized by an emphasis on follower development (Gardner, 2005). In support to
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this, George (2003) posits that authentic leaders genuinely desire to serve others
through their leadership; they are interested in empowering the people they lead rather
than controlling them.

Moreover, authentic leaders are guided by values embedded with practices of
doing what is “right and fair”, acting in contexts that require an organizational justice
among followers (Bass & Steidlmeier, 1999; Luthans & Avolio 2003; May et al.,
2003). Research has shown that organizational justice leads to OCB (Penner, Midili,
& Kegelmeyer, 1997); that is the fair treatment of a worker in an organizational
context. Workers that have been fairly treated are more likely to engage in OCB
(Organ & Ryan, 1995).

Judging from the above I can proceed to the proposition that authentic
leadership relates positively to OCB, especially due to the fact that authentic leaders
build follower’s trust and psychological resources (hope, optimism, resilience),
encouraging them to develop open communication (Avolio et al., 2005), and work
engagement (Jung & Avolio, 2000).

Hypothesis 2: Authentic leadership will be positively related to followers’ OCB.

3.3. Authentic leadership and job satisfaction

Even though the influence of leadership on job satisfaction is well explored
(e.g. Judge, Bono, Thoresen, & Patton, 2001; Podsakoff, MacKenzie, & Bommer,
1996; Podsakoff, MacKenzie, Moorman, & Fetter, 1990; Walumbwa, Wang, Lawler,
& Shi, 2004) still little has been done in respect to the relation between authentic
leadership and job satisfaction. For example, research has shown that transformational
leadership has a strong and positive effect on organizational commitment and job

satisfaction (Walumbwa et al., 2005).
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Nevertheless, theory implies that authentic leadership should be positively
related to job satisfaction. One important finding documented in Walumbwa and
colleagues’ (2008) validation article, shows that authentic leadership is positively
associated with individual follower job satisfaction. Authentic leaders stimulate
followers’ identification (Gardner et al., 2005). By remaining true to the self, open,
positive and highly ethical, authentic leaders affect followers’ self-esteem, eliciting
this way positive follower feedback (Chan, Hannah & Gardner, 2005). These leaders
are able to determine followers’ strengths and subsequently develop them, building
positive psychological capacities, such as self-esteem, that contribute to followers’
well-being (Ilies et al., 2005), a vital requirement for one’s satisfaction with work.

Additionally, authentic leaders are interested in working hard towards the
development of a follower-oriented organizational context, where followers could be
completely satisfied initially with their boss and consequently with their job (Gardner
et al., 2005). Based on attributes of authentic leaders, they are more likely to be
trusted by followers by encouraging open communication, sharing critical information
and revealing their feelings and perceptions about the people they work with, in a
rather constructive way (Avolio et al., 2004). This way both parties (i.e. leader and
followers) come to know what they value and stand for, thus developing high quality
relationships (Ilies et al., 2005), from which followers benefit.

Having in mind all the above, I assume the following:

Hypothesis 3: Authentic leadership will be positively related to followers’ job

satisfaction.
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3.4. Authentic leadership and affective commitment

Affective commitment refers to the emotional attachment and identification a
person has for an organization, and that person’s involvement in that organization
(Allen & Mayer, 1990). By setting a personal example of high moral standards of
integrity, authentic leaders are expected to increase the sense of personal commitment
among followers (Walumbwa et al., 2008). As followers come to model authentic
leaders, they imitate honest persons of high standards and integrity, developing this
way positive emotions of optimism, which in turn leads to increases in commitment
(Avolio et al., 2004; Gardner, Avolio, Luthans et al., 2005; Ilies et al., 2005). Further,
authentic leaders through their higher internal set of standards, which are based on
clear awareness of both personal strengths and vulnerabilities, format resiliency as a
personal resource (Luthans & Avolio, 2003). Resilient organizational contexts in
which authentic leaders act, not only enhance sustainable performance by increasing
the effectiveness of leaders and employees, but also lead to affective commitment
(Youseff & Luthans, 2005). This sense of community that authentic leaders tend to
reinforce in their resilient organizations, as well as the relationship-cored support, has
been shown to be related to affective commitment (Y ouseff & Luthans, 2005).

Therefore, I assume that followers of authentic leaders will be committed to
their organization, developing a sense of belongingness within their company. In
relation to this the following hypothesis is proposed:
Hypothesis 4: Authentic leadership is positively related to followers’ affective

commitment.
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3.5. Summary of theoretical framework
The present framework, as described in Figure 3, is used to support the
previous ideas and is based on authentic leadership, extra role behaviours (OCB), and

work-related outcomes literature.

ORG. OUTCOMES

IN-ROLE
PERFORMANCE
WORK PERFORMANCE
(HI)

AUTHENTIC LEADERSHIP | —

EXTRA-ROLE
OCB (H2)

JOB ATTITUDES
JOB SATISFACTION (H3)
AFFECTIVE
COMMITMENT (H4)

Figure 2. Hypothesized relationships.
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CHAPTER 4: METHODS

In this chapter the procedure of this study is presented. The first section
contains information about the demographics of the sample, followed by a
presentation of the instruments used to measure the study’s variables. The chapter
concludes with the presentation of the control variables and translation made in this

research paper.

4.1. Sample

Data were collected from seven schools located in the area of Athens. The
questionnaires were handed out to elementary and high school teachers. Participants
were asked to voluntarily complete the questionnaire and it was clarified to them that
their personal responses would be kept confidential.

Average age of the respondents was 44.34 years (SD 7.82), with mean work
experience 18.26 years (SD 7.93). Seventy-two point nine percent of the respondents
were male and of all the participants, seventy-six percent were married. With respect
to education, 73.6 % had at least a university degree, 21.7 % a post-graduate degree,
and only 1.6 % a doctoral degree; the remaining 3.1% had more that one bachelor
degree. The average size of the organization in human power was 60.75 people (SD

96.40). Finally, 79.8% of the priciples were male.

4.2. Measures

4.2.1. Authentic Leadership. Authentic leadership (a= .92) was measured using the

Greek version of the 16-item ALQ (Avolio, Gardner, & Walumbwa, 2007).
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Responses were made on a 5-point scale from 0 (not at all) to 4 (frequently, if not
always). Sample items for the four dimensions of authentic leadership are: “my leader
accurately describes how others view his/her capabilities”, “my leader analyzes

2 e

relevant data before coming to a decision”, “my leader makes decision based on her/
his core values”, “my leader encourages everyone to speak their mind”.

4.2.2. Work performance. A 15-item measure was used including the dimensions of
task performance (Welbourne, Johnson, & Erez, 1998), innovation (Welbourne,
Johnson, & Erez, 1998), personal initiative (Freese, Kring, Soose, & Zempel, 1996)
and self-directions (Stewart, Carson, & Cardy, 1996). Sample item were “Taking
initiative and doing whatever is necessary” (self-direction), “Submitting suggestions
to improve work™ (personal initiative), “Coming up with new ideas” (innovation) and
“The quality of work needs improvement” (task performance). All items were rated
on 5-point response scale ranging from 1 (strongly disagree) to 5 (strongly agree).
Alpha reliability was .82.

4.2.3. Organizational Citizenship Behaviour. OCB (a= .86) was measured with a
Greek translation of Organs’ 19-item OCB scale (1988). Responses were made on a
5-point scale from 1 (strongly disagree) to 5 (strongly agree). Sample items for the
five dimensions are: “Help others who have heavy work loads”, “Always do more
than I am required to do”, “I am able to tolerate occasional inconveniences when they
arise”, “I consider the effects of my actions on co workers”, “I attend and participate
in meetings regarding the company”. Sentences were converted to singular to reflect
individual level OCB.

4.2.4. Job satisfaction. Job satisfaction was measured using a 5-item Brayfield Rothe

scale (Brayfield & Rothe, 1951). Responses were made on a 5-point scale from 1

(strongly disagree) to 5 (strongly agree). The five items are “Most days I am
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enthusiastic about my work”, “I feel fairly satisfied with my present job”, “I find real
enjoyment in my work”, “Each day at work seems it will never end”, and “I consider
my job rather unpleasant”. The Job satisfaction scale had an alpha reliability
coefficient of .70.

4.2.5. Affective organizational commitment. Affective commitment was measured
using the 6-item scale of Meyer and Allen (1990), (1=strongly disagree to 5=strongly
agree). Sample items were “I do not feel a strong sense of “belonging” to my
organization”-reverse coded-, “This organization has a great deal of personal meaning

for me”. Affective commitment exhibited an internal consistency (a=.80)

4.2.6. Controls

To exclude the possibility of alternative explanation, age was used as a control
variable. Age, is commonly used as a control variable, in leadership research (e.g.
Berson, Shamir, Avolio, & Popper, 2001; Riordan, Griffith, & Weatherly, 2003;

Walumbwa, Wu, & Orwa, 2008).

4.2.7. Translation

The study was conducted in Greece. Therefore to exclude the possibility of errors or
misunderstandings the scales of OCB, job satisfaction, work performance and
affective commitment were translated into the Greek language. Back translation was
used to ensure content accuracy (Brislin, 1970). All scales were translated from

English to Greek and back translated to English.
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CHAPTER 5: RESULTS

Further analysis showed no deviation from normality for all the independent
and dependent variables. Bivariate correlations were used originally to provide
evidence for the relationship between independent (i.e. authentic leadership) and
dependent variables (i.e. work performance, OCB, job satisfaction, and affective
commitment). Hierarchical regression analysis was afterwards utilized to test for the

main effects.

5.1. Correlation analyses

Correlation analyses showed significant relationships (p < .01) between (see
Table 1) AL and OCB (1= .29), job satisfaction (r=.23), and affective commitment (r=
.35). On the other hand, there was no correlation between authentic leadership and

work performance.

Table 1

Descriptive Statistics and Correlations for AL and OCB, Job Satisfaction, Work Performance and
Affective Commitment

Mean SD 1 2 3 4 5 6
1. Age 4434 17.82
2. Authentic Leadership 290 0.63 0.21* (.92)
3.0CB 427 039 0.01 0.29** (.86)
4. Job satisfaction 394 0.53 0.08 0.23** 0.44** (.70)
5. Work performance 3.86 0.41 0.00 0.03 0.58*%* 0.38*%* (.82)

6. Affective commitment 3.94 0.68 0.19* 0.35** 0.47** 0.50** 0.27** (.80)

Note: n =129, alpha reliabilities given in the diagonal
*p <0.05 level (2-tailed).
** p < 0.01 level (2-tailed).
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Before proceeding with hierarchical regression analyses, I examined whether
there were significant differences between the schools from which I collected the data.
ANOVA tests found no significant differences, with the exception of age. One way
analyses of variance revealed that there were differences with regards to authentic
leadership (F=2.69, p <.001), OCB (F= 1.72, p <.05), job satisfaction (F=2.42, p <
.001), work performance (F= 2.40, p <.001), and affective commitment (F= 1.83, p <

.05). Therefore, age was used as a control variable.

5.2. Regression Analyses
Hierarchical regression analyses were used to test the hypotheses. In all

regressions age was entered as control variable in the first step.

Table 2
Regression Analyses for the Effects of Authentic Leadership on OCB

Dependent Variable
OCB

Predictors B R? AR?
Step 1:
Control .00
Step 2:
Authentic
Leadership 20%* .08* 07*

Note: n=129; control variable is age
*p <.01, **p <.001
Regression analyses in Table 2 revealed that authentic leadership was
significantly related (B= .29, p < .001) to OCB thus confirming Hypothesis 2.
Similarly, authentic leadership showed to predict job satisfaction (f= .22, p < .05)

explaining 4% (AR?= .039, F=3.59, p <.030) of its variance (Table 3).
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Table 3

Regression Analyses on the Effects of Authentic Leadership on Job Satisfaction

Dependent Variable
Job satisfaction

Predictors B R? AR?
Step 1:
Control .00
Step 2:
Authentic
Leadership 22% .05% .04*
Note: n=129; control variable is age
*p <.05

As regards in-role performance, regressions (= .03, p = ns, AR>= -.015, F=
51, p <.950) did not indicate significant relationships with authentic leadership and

therefore Hypothesis 1 was rejected (Table 4).

Table 4
Regression Analyses for the Effects of Authentic Leadership on Work

Performance

Dependent Variable

Work Performance
Predictors B R? AR?
Step 1:
Control .00
Step 2:
Authentic
Leadership .03 .00 -.01
Note: n=129; control variable is age
p =ns
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Finally, authentic leadership was significantly related to affective commitment
(B= .33, p <.001), explaining 13% (AR?= .127, F= 10.27, p < .000) of its variance,

supporting Hypothesis 4 (Table 5).

Table 5
Regression Analyses on the Effects of Authentic Leadership on Affective

Commitment
Dependent Variable
Affective Commitment
Predictors B R? AR?
Step 1:
Control .03*
Step 2:
Authentic
Leadership 33%* 4% 3%

Note: n=129; control variable is age
*p <.05, **p <.001
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CHAPTER 6: DISCUSSION

This thesis examined how authentic leadership affects individuals’ in-role
behavior (i.e. work performance), extra-role behaviors (i.e. citizenship behavior) and
work attitudes (i.e. job satisfaction, affective commitment) supporting Hypotheses 2,
3 and 4. Overall, the findings of this study showed that being an authentic leader in a
school context plays a significant role. The relationship between authentic leadership
and work-related outcomes with the exception of work performance (= .03), were
found to be significant. In particular, the strongest relationship was found between
authentic leadership and affective commitment (= .33), followed by OCB (= .30)
and job satisfaction (= .22), verifying existing research (Walumbwa et al., 2008).

As Avolio and colleagues argued (2004), indeed authentic leadership affects
teachers work attitudes both directly and indirectly. In terms of direct effects, it is
through their positive modeling of leadership (i.e. self-awareness, balanced
processing, relational transparency and internalized moral perspective) that authentic
leaders impact followers organizational outcomes. Moreover, it is through the
enhancement of positive psychological capacities, such as trust, hope, optimism,
resilience, that authentic leaders cause, which in turn translates for OCB, job
satisfaction, and affective commitment. Authentic leaders also affect teachers
indirectly through the processes of personal and social identification (Avolio et al.,
2004). The followers’ belief about their authentic leader becomes self defined;
followers come to identify the moral and honest status of their leader and perceive
themselves as moral, honest and of high integrity persons. Additionally, through

social identification, followers perceive group membership as an important part of

45



their identity, promoting feelings of belongingness and thus achieving affective
commitment.

On the other hand, in-role performance, as stated previously, indicated
insignificant association with authentic leadership. Apparently, work performance as
perceived by the teachers in a school setting was not predicted by authentic
leadership. Given that work performance was a multi-dimensional construct in this
thesis, consisting both task and initiative aspects of performance, such as innovation,
personal initiative and self-direction, one possible explanation would be that because
teachers are compelled to work under certain specifications from the Ministry of
Education (i.e. teacher’s handbook, lack of improvise) cannot perceive work
performance as a result of authentic leadership. Although there is evidence that
authentic leadership is positively related to supervisor-rated performance (Walumbwa
et al., 2008), it is possible that the finding of insignificant relationship among
authentic leadership and followers’ work performance might be attributed to the
context of this study, which is school settings; perhaps if the study incorporated in the
research procedure the supervisors’ point of view in regards to their followers
performance, then the results could be different. But since there is ambiguity
concerning this finding, further investigation on the relationship between authentic
leadership and followers’ work performance in school settings would be of great
value.

Respondents from the present study were elicited from six schools;
nevertheless the 129 respondents cannot be characterized as representative of the
school population in Athens or Greece, thus limiting the generalizability of the
findings to other school settings. Additionally, the sampling procedure was

voluntarily induced causing an unknown portion of the population to be excluded (e.g.
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those who did not volunteer, teachers from private schools) which in terms of
limitations, characterizes the sample as convenient. Further, the participants of this
research were exclusively teachers; this could be an implication as far as the findings
are concerned. More specifically, there was no supervisor-rating, which if coupled
with the teachers reports would lead to more concrete results. Finally, a more
ethnically diverse sample would be useful to explore whether the relationship between
authentic leadership, work performance, organizational citizenship behaviour, job
satisfaction, and affective commitment could be supported in different cultural
groups.

Future research could examine the moderating role of organizational climate
or support in the process of authentic leadership. The influence of contexts cannot be
overlooked as a more thorough investigation of contextual factors is needed, in order
to moderate the authentic leader’s effects (Kark & Shamir, 2002). Moreover, research
could also look at closer the relationship of authentic leadership and the OCB
dimensions of altruism, sportsmanship, conscientiousness, courtesy and civic virtue.
Finally, one could also examine how motivation interacts with authentic leadership to
explain organizational attitudes and outcomes.

The findings of this study are instrumental for the development and
effectiveness of organizations, as they can be incorporated in various organizational
settings, including the one of education. In particular, when applied in this domain,
the results can establish positive relationships between teachers and principles,
teachers and students, resulting in a broader contribution to education. Organizations
in order to address today’s challenges in turbulent times need to embrace the concept
of authentic leadership, which if developed in turn leads to the capitalization of an

enduring competitive advantage (Youssef & Luthans, 2005). The notion that authentic
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leaders may have the ability to influence and enhance follower citizenship behaviours,
commitment and satisfaction is very promising given that these organizational
outcomes have a positive relationship with performance. Therefore, training should
focus on the development of authentic leadership, through which organizations are

able to impact follower motivation and performance.
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APPENDIX B
Questionnaire used in this study

A. AHMOIPA®IKA ZTOIXEIA

OYNO: Avdpac L] luvaika L]

HAIKIA: ETON

OIK/KH KATASTASH: | Avapog/n | [ ‘Eyyapog/n [ ] | AaCeuypévogn [ [ [ AMo []....
EKMAIAEYZH: AEL/TEI | [] MetanTuxiako | [ ] | AidakTopikd [ ] AMo| [ ]
MPOYMHPEZIA >THN e

EKMAIAEYSH:

MEFE@OZ >XOAIKHE

MONAAAS: ATOMA

O AMEZ0Z

MPOIZTAMENOZ MOY | Avdpag ] luvaika ]

EINAL:

B. O1 napakdtw NPOTACEIC apopouv aTov Tpono OI0IKNOoNG TOU MPOICTAPEVOU/-NG 0ac, ONWG €0EIC ToV
avTiAayBaveoTe. Me Tnv BonBesia TNG NapakdTw KAiJakag 6a KpiveTe TNV OUXVOTNTA MOU avTINPoowneUEl
kGBe npoTaaon Tov TPOno d10ikNONG TOu/TNG NPOICTAUEVOU/-NC 0ac.

MoTéE Mia oTIG TOOEG MepIKEG POPEG Suxva Mavra

0 1 2 3 4

O/H apeocog(-n) npoioTrapevog(-n) Hou:

. Aégl akpIBWC O,TI EVVOEI.

. Napadéxeral Ta opAiuaTa 6Tav cuppaivouy.

. evBapplvel OhouG va Aéve Egkabapa Tn yVwun Toug.

. Mou Aéel Tnv okAnpr) aAneeia.

. ek@palel Ta ouVaIoBnPATa Tou/TNG CUP@WVA UE O,TI VOIWOEI.

. EKPPACel avTIANWEIG Mou €ival GUVENEIG [E TIG NPAEEIG Tou/TNG.

Nj|ofuo|D|WIIN |-

. Naipvel anopaoceig Pe BAon TIG EOWTEPIKEG TOU/TNG aEIEC.

CIlOC|C|OC|C|OC|O|O
o
N[(N[IN[N[N[N[N|N
WWw w wi wlwlHlw|w

8. pou InTa va naipvw BE0EIC Nou va unooTnpifouV TIG E0WTEPIKEG HOU agEG.

S I

9.naipvel dUOKOAEC anoPAcelg e Bacn uwnAd NpoTUNa SEOVTOAOYIKNG
OUMNEPIPOPAG,.

10.eminTei anoyeic nou va anoteholV NPOKANON Yia TIG BaBUTEPEG E0WTEPIKEC
Tou/Tng BEoeIC.

o
[
N
w

o
[y
N
w
£y

11. avalUel Ta oxeTika dedopéva npoToU KaTaAngel os yia anogpaon. 0 1 2 3 4

12. akoUel NPOOeKTIKA JIAPOPETIKEC ANOWYEIG NPOTOU KATAANEEI 0 CUUNEPAOHATA. 0 4

13. sqllnTai NANPOMOPIEG YIa TA ANOTEAEOUATA YIA TN BEATIWON TWV OXECEWV |E 0 1 2 3 a

TOUG AAAOUG,.

14. nepiypagel P akpiBeia Tov Tpono nou ol Aol BAENOUV TIC IKAVOTNTEC TOU/TNG. 0 1 2 3 ] 4

éS YVwpiel NOTE €ival Kaipdg va avabewpnoel TIG BETEIC TOU/TNG NAVW OE ONUAVTIKA 0 1 2 3 a
Euara.

16. deiyvel OTI avTIAaUPBAVETAI TOV TPOMO MOU CUYKEKPIUEVEG EVEPYEIEG EXOUV
EMNINTWOEIG OE AANOUG,.

I. NapakaA® d1aBACTE NPOTEKTIKA KABE Wia and TIC akOAOUBEC NPoTACEIC avapopikd Pe Tnv JIKN oac epyacia Kal
onueIwoTe OinAa To BaBud CUPEWVIAC 0ag e AUTEG. XpnOIKOMOIEIOTE TNV akOAouOn KAIJaka yia va anavTrosTe:
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1 2 3 4 5

Alapove AIaPOVE OUTE AIAPWV®-0UTE ZUHPOVED ZUHPOVE ZUHPOV®

anoAuTa anoAuta

1. Epyadopal yia va B€0w Os EQApUOYN VEEG IDEEC,

2. AuTO TO OXOA€io €xel NOAU PeyAAn NPoowNIK onuaacia yia peva.

3. AvakaAUnTw BEATIWUEVOUC TPOMOUG YIa Va Kavw npayuara.

4. Enavaoxedialw Ta epyaciakd kabnkovTa yia KaAUTEPN anoTEAECUATIKOTNTA Kal
anodoTIKOTNTA.

5. Aev aigBavopal cuvaiodnuaTika cUVOESEUEVOG E aUuTO TO OXOAEio.

6. AnuIoupy® KaAUTEPEC dIadIKaaiEG Kal POUTIVEG.

7. Aev vioBw TOOO €vTova TNV aiobnon OTI avikw € auTO TO OXOAEio.

8. Oa rpouv NoAU XapoUWEVOG va NePAcH TNV UNOAOINN KAPIEPA HOU OE AuTO TO OXOAEi0.

9. ANGlw KAaTl oTnV dOUAEIG HOU WATE va TN BEATIOOW.

10. AvTiTiBepal o KaBiepwpEVEG NONITIKEC Kal dladikaoieg, av Bwpw OTI auTd Ynopei va
0dnynoel o€ eNiTeuEn Twv EUPUTEPWV OPYAVWOIAKWY OTOXWV.

11. Bpiokw npayuarikr) anoAaucn otnyv SoUAEId [ou.

12. YnoBaMw npoTdacelg yia Tnv BeATiwon Tng epyaaiac,.

13. AioBavopal apkeTd IKavomnoinuéVog e TNV napolod Jou douAeld.

14. EQeUpioKw VEEG IDEEC,

15. MNaipvw npwToPBOUAIEC Kal kavw O,TI €ival anapdaitnTo.

16. KaBe nuépa aTn Souleld QaiveTal oav va pnv TEAEIWVE NOTE.

17. Oewpw TNV SOUAEIG HOU KAMNWE dUCAPEDTN.

18. Ti¢ NepIOCOTEPEG PEPEG €ipal EvOOUTIWING HE TNV OOUAEId [ou.

19. MNpayuatika aicdavopal oav Ta npoBAfKaATa autol Tou OxoAsiou va gival kai dIKd Hou.

20. AIaTUNOVW VEEG NPWTOTUNECG IDEEC YIa TNV QVTIMETWNION TNG €pyaciac.

21. Mpoaoeyyi{w Tov NPOIOTAKEVO HOU KE NPOTACEIG YIA BEATIKAN OTAV AVTIKETOMIZOVTAl
npoBAnuaTa oTnv epyaaia.

22. Avalnto Tnv aitia Twv NpoBANUAT®Y nou avTIReT®Ni(w oTn SouAeId.

23. Aev aio8avopal oav «UENOG TNG OIKOYEVEIAG» OTO OXOAEIO |ou.

24. BonBdaw al\oug nou €xouv Bapl @OpTO £pyaaiac.

25. BonBdaw ahouc nou anougialav.

26. BonBdw oTo va yivouv ah\ol epyaldevol napaywylikoi.

27. BonBdw oT0 va KataTonigToUv 0 VEo! £pyalOUEVOl, AKOUN KI av OeV £ival UNOXPEWTIKO.

o L L PO S S O S S el I S O el S S O (S IS (S O O O S P

NINININININ|N [INININININININININININ[NINININININ[N|[N|N

WiWiWiW ww|  w i WwWw ww w w wiw wiw|lwiww w w w wi ww|w

£ E TR S I - S S~ S S O -

u ittt Lnjnnj| o1 fnjBnjnjlniLnjflninjiLnjLnjun| 1 fnjBnjLriogn | »1n Ll

28. Moipalopal Npoowrnika ayadda pe Toug GAAoUC (pOToV gival anapaitnTo yida va Toug Bonbnow
UE TNV £pYAcia Touc.

=

N

W

S

(¢}

29. Z£Bopal Ta dIKAIMUATA KAl Ta NPOVOUId TWV AAwV.

[y

N

W

S

(¢}

30. SupBouleUopal Tov NPOICTAKEVO 1} AAAa GToa Mou Pnopei va ennpeacTolv anod TIG NPAgeIg
I anoQAgceIC Lou.

31. Evnuep@V® TOV NPOICTAUEVO NPIV NPOoR® O GNUAVTIKEC EVEPYEIEC,

32. Mapanovoupal guxva yla acnuavra npdyuara.

33. NavTa Bpiokw weyddia pe autd/d nou KAvel To oxoAeio.

34. Ekppalw duoapéokelad o kaBe alAayn nou gionyeitail n dielBuvan.

35. SkE@TOUAl HOVO via Ta dIKA Pou epyaaiakd npoBARUATa Kal OX1 TwV AAA®V.

O S O S =

N [N (N[N [N IN

W [W (W [W (W (W

B

L6 2100 S, IS B, IS |

36. Aev divw) KAUKIG ONUAacia o€ avakoIVOOEIC, Ta INVUPATA 1) TO EKTUNWHEVO UAIKO Mou
NapEXoUV NANPOPOPIEC Yia To OXOAEio.

S
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37. Eipal navra gtnv wpa pou.

38. H npoggAeuar pou oTnv douleld gival ndvw ano 1o PETO Opo.

39. Mpozsidonoiw eykaipwe éTav 8 Ynopw va ndw otn SouAeid.

40. AlaTnpw £va kaBapo epyaaciako nepIBAAov.

41. Eiual guvexme evnUEPOC YIa TIC £EENIEEIC OTO OXOAEiO.

O T S O
N [N [N [N [N [N
W (W W w(w(w
B
(&, I,

42. MNapioTapal Kal CGUPKETEX® OE CUVAVTIOEIC/OUOKEWEIC NMOoU apopouV To OXOAEio.

A. TapakaA® O1aBACTE NPOCEKTIKA KABE pia and TIC akOAOUBEC NpoTACEIC avapopika YE TNV €pyacdia oag Kal
onueiwoTe dinka To BaBud CUPPWVIAC 0ag PE AUTEC. XpnoIKonoIgioTe TNV akoAoudn KAipaka yia va anavtioeTe:

N
1 2 3 4 5
Xpeiaderai Eivai MéTpia Eivai ApioTn
BeATiwon
J

1. H ouvoAikry anodoon o€ £pyaaciec Nou OUOXETICovTal e TNV DOUAEIA ou 1(2)3(4|5
2. H noodTnTa TnC epyaaiac 12345
3. H moioTnTa Tng epyaaiag 1(2)3(4|5
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