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Abstract 

Were we ever in doubt of how true we are to ourselves and to others? Have we ever asked 

why we do what we do? Witnessing the history of great leaders like Martin Luther King 

Jr., Walt Disney, Steve Jobs and Sam Walton – they all believed in a cause and took 

actions to realize that belief which resulted in trust and loyalty. But, how come people 

with great ideas often fail to create an image? The cause is not that the ideas are faulty 

but rather the absent sense of purpose. And the purpose is realized when we have a clear 

sense of “Why”. Having a purpose translates to being true to oneself and eventually to 

others – being authentic.  

We wholeheartedly believe that, the hierarchical management structure is no more ideal 

in the contemporary world since it limits the freedom of creativity. Due to the changing 

and competitive nature of the world, the recognition of individual effort is crucial. When 

we believe in something that people can relate to, they will follow us. The followership 

results in increased commitment and the organizational culture is the embraced behavior.  

To understand the role of authentic leadership with regard to employee emotional 

commitment and organizational culture, we conducted a qualitative descriptive study 

involving 8 participants from around the world and using 3 case studies. The findings 

revealed some interesting insights in developing authentic leadership in organizations.  

One of the results unfolded that despite the cultural and geographical magnitude, the word 

authenticity has a common understanding “being true to oneself and to others”. The 

results also highlighted that, authentic leadership plays a major role in fostering 

organizational commitment unlike the financial incentives. Moreover, depending on the 

context, the rigidity of organizational culture may change. As a final finding, the 

organizational emotional commitment shapes the organizational culture as the leader 

pictures it.  

Do your actions meet your words or is it perhaps time to change? 

 

 

 

 

 

 

 

 

“Your actions and your words should always agree with each other. Do not say one, 

then do another” 
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1. Introduction 

The introductory chapter presents a brief overview of the thesis with the starting point of 

presenting the topic and the reasoning behind contributing to this particular study. In this 

chapter, a short description of the theoretical and practical background will be provided. 

Based on the exploration of the current literature, the gaps will be identified thus 

attributing to the profound understanding of the research question being the purpose. 

Moreover, the exploration and gap finding leads to the expected theoretical and practical 

contributions.   

1.1. Narrative Case Study  

In 1986, history was written, a young enthusiastic man was passed the ball and began his 

run towards the goal. With full dedication and motivation, this young man strategized the 

game in seconds and managed to run 55 meters in 10 seconds, dribbling his way through 

4 outfield players and finally committed what is to be known as ‘The Goal of The 

Century’. It is believed to be the most excellent individual goal of all time. This young 

man happened to be Diego Maradona during the FIFA world cup. (Alabarces, et al., 2001, 

p. 550) 

In a team of soccer, there are 11 players, one of which is the team captain aka team-leader. 

The team-leader’s role is not only to represent the team but to provide leadership and act 

as a moderator between the team and the team management. The role of each member of 

the team is to contribute with motivation and commitment that responds to the leadership 

direction. In a soccer game, each member of the team acts with the functioning underlying 

principle of cooperation and communication leading to the team’s success. These 

underlying principles of commitment, cooperation, and communication both individually 

and collectively are taught as the first lesson with the intention of forming a solid 

collective team attitude by the coach. The coach sets the overall strategy and ensures the 

empowerment encouraged by the captain’s execution. 

Maradona’s individual commitment empowered his individual leadership to lead the 

game by visioning and strategizing the game. Each member of a team stands behind the 

actions of one another and contributes commitment to the overall group effort as Vince 

Lombardi once said; "Individual commitment to a group effort - is what makes a team 

work, a company work, a society work, a civilization work”. Individual commitment, 

therefore, allows ‘normal’ individuals to attain remarkable results through the action of 

cooperation and communication and foster the development of individual leadership. One 

way to develop one’s individual commitment towards responsibilities may essentially 

come from one’s interpersonal abilities to confer honesty within the team and being 

supportive to other members.  

However, before start acting in a given organizational context, defining individual’s 

social identity is a must since today’s organizations are complex (Duggal, 2018, p. 9) in 

nature and hence put individuals in a situation where it is difficult to justify one’s very 

own social identity. The salience of social identity being described as the anticipation of 

soliciting a given identity whereas other identities are being ordered by their relative 

importance (Stryker, 1980, cited in Ashforth & Johnson, 2001, p. 32). This understanding 

of identity salience may increase the level of individual commitment over time since it 

develops a sense of belongingness within team members. Particularly the consideration 
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of lower order identity being more concrete and exclusive in the social identity process 

tend to prevail upon individuals to share a common identity (Ashforth & Johnson, 2001, 

p. 35). This homogeneity of sharing job-specific identities among members tend to 

influence internal commitment, trustworthiness and perceived common goals, due to the 

common identity within the organization.  

The story of soccer and how Diego Maradona accomplished such a great achievement is 

based on the essence of leadership. In fact, leadership is a definite topic with the most 

contributions and the least understood phenomenon (Burns, 1978, p. 2) defined with 

divergent characterizations. It is observed that most of the definitions have a common 

element of Vision and Followers. On the other hand, authentic leadership is mainly 

defined as to have a sound knowledge about one’s values and beliefs thereby to act upon 

these. The concept of authentic leadership is highly connected to the authenticity of an 

individual as in this case, Diego Maradona knew his strengths and acted based on the 

situation as he truly believed in his plans. Diego Maradona’s behavior is analyzed as a 

leader’s behavior in terms of taking a stand in a taken decision. In line with Kendra 

Coleman cited in (Brabandt, 2017, p. 65); Leadership is about acting, being confident and 

brave in making decisions. Leaders positively utilize their influential power to encourage, 

motivate and empower people effectively.  

1.2. Choice of Study 

The choice of topic was inspired by both the theoretical and practical aspect of authentic 

leadership. Leadership is a commonly discussed topic among researchers as well as 

practitioners (Gordon & Yukl, 2004, p. 359), more specifically authentic leadership 

(Robbins, et al., 2017, p. 346). Authenticity is the essential element in today’s 

idiosyncrasy of leadership; believing in the said words and the performed actions 

(Robbins, et al., 2017, p. 346). Many organizations try to implement authenticity within 

their leadership practices but encounter interference. The reason for the interference is 

that many managers are appealed to the quicker and cheaper options preferably over a 

more sustainable long-term solution. Therefore, the problems occurring is not that the 

system fails, but rather the ability to maintain it (Sinek, 2009, p. 25).  

The choice of the thesis is thus based on the development of common aspiration of the 

authors while undertaking ‘leadership’ related courses; Leadership, Negotiation and 

Decision-making and Current Trends in Business Administration in particular within the 

field of Business Development and Internationalization.  The former course notably 

helped authors to gain adequate knowledge in the field of leadership where issues such 

as trust, commitment, empathy, emotional intelligence, cooperation, and team building, 

in relation to leadership were taught and discussed. Therefore, the authors were motivated 

to contribute to the authentic leadership issues being less focused on both in the 

theoretical aspect as well as in the practical aspect. The course of the current trends in 

Business Administration covered a practical approach to a greater extent that motivated 

one of the authors to compose a Term Paper in Sustainable Leadership and its necessity 

in a contemporary organization. The other author devised a Term Paper around 

sustainable logistics and how crucial it is to possess a sustainable leadership mindset to 

drive the change. The coupling point between the two term papers from the authors is 

observed in the significance of sustainable leadership enabling authenticity in which 

actually believing in everything you say and everything you do.  
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There are many organizations that are operating in a sustainable manner which is a hot 

topic these days. The problem with it is that some of them turn out unsuccessful and that 

is not because of the system that is not a good fit or does not work but rather to maintain 

the system (Sinek, 2009, p. 25). In order to maintain a system, a leader is needed who 

postulates a certain mindset – to be sustainable, one needs to think sustainable. Hence an 

organization that runs on a sustainable mindset needs a sustainable leader. Hence leading 

to the characteristics of an authentic leader; believing in everything you say and do.  

This aspiration was motivated after learning more about the obscure authentic leadership 

being a contemporary topic in organizational society. Authenticity in leadership is the 

most discussed topic in the organizational society by practitioners as well as by scholars 

(Avolio & William, 2005, p. 316).  With this study, the authors of the paper would like 

to aim for a better understanding of the topic and how that is correlated to the emotional 

commitment as well as organizational culture. Because the authors hereby believe that 

employee’s emotional commitment is a result of authentic leadership which then creates 

a thriving collective organizational culture, to keep it all together. We also believe that 

the employee’s emotional commitment comes before employee’s job satisfaction. These 

assumptions will be then analyzed and discussed further in the thesis.  

1.3. Problem Background 

The current situation in the organizational context and society is that the power of 

authority blindfolds the leader to authenticity thus less considering ethical issues. This 

can be observed from several cases originating from big companies among others 

Volkswagen and Samsung. Authenticity issues found in these cases relate to the fear 

towards the leader that positioned the organizations in these situations since many 

organizations motivate their employees to follow a set of code of ethics (COE) using fear 

as a tool (Sinek, 2009, p. 23). 

It is not long ago that the South Korean tech giant Samsung Electronics faced leadership 

vacuum since the vice chairman Jay Y. Lee was convicted and sent to prison for bribery 

charges and as a consequence, the organization had to announce a new slate of executives. 

The former Vice Chairman and CEO of Samsung Electronics Mr. Kwon urged that the 

company “needs a new leader more than ever”, including young leadership and a fresh 

start “to better respond the challenges arises from the rapidly changing IT industry” 

(Martin, 2017). Following a turbulent year full of scandals, Samsung electronics 

committed itself to restructure its board to improve its governance and decision-making. 

The aim is to free the organization from its ‘emperor style’ of management and the 

underlying domination of the founding of the Lee family (Zhong, 2017). By doing so, 

Samsung Electronics hopes to establish transparency and introduce authenticity within its 

leadership. It is evident that fear among the employees and the management acts as the 

resistance to the communication and the questionability of the leader’s decision making 

towards the actions.   

It was back on September 18th, 2015, the outrage of a fraudulent environmental protection 

scandal was on a heated discussion. It was too late to cover the puzzlement, the case 

slipped out to the media, Volkswagen and their public embarrassment were all over the 

news. The lead car designers at Volkswagen had intentionally frauded their cars to show 

less CO2 emissions in tests which not only cheated the customers but also the U.S 

Government. This case is an instance of immoral and toxic leadership that was based on 

the fear of the leader (Loftus, 2016).  
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The reason behind bringing up these examples is not to criticize organizational leadership 

practices but to show the essence of synthesizing authentic ideology within any leadership 

practices to ensure organizational transparency and thus stimulating organizational 

commitment.  

However there are many ways in adapting a leadership style within an organization 

among others; transformational, transactional, autocratic and democratic (Cherry, 2019), 

nevertheless the existence of an organization is based on a sense of “why”, merely a cause 

or belief working towards (Sinek, 2009, p. 18). Having established a belief or cause and 

working towards is a matter of authenticity. In addition to that, in most cases the leader 

perceives that he/she is the most knowledgeable within the organization hence applying 

an authoritarian leadership involving a less creative decision making. Therefore, 

according to research, it is more challenging to move from authoritarian leadership to 

democratic due to the characteristics of the leader which usually leads to a deteriorated 

and tense environment. Which eventually turns the employees against the leader, because 

mainly of its flaw of having a fuzzy “why” (Cherry, 2019).  

1.4. Theoretical Background  

There has been elaborative research on the topic of authentic leadership in many types of 

studies, specifically as exploratory, descriptive and causal studies. In an exploratory type 

of research, authentic leadership has been studied as a hypothesis through different 

perspectives in order to gather more information hence to expand the research field. 

Exemplifying a study by (Gardner, et al., 2011, p. 1) improving the clarity of the authentic 

leadership studies by examining the historical background of its interpretation as well as 

describing the evolution of it. Furthermore, the authors of the study have presented an 

analysis of publications and thus provided potential future research. Over the course of 

the years, authentic leadership developed into a more common practice in international 

organizations thus the topic was explored and explained by scholars, researchers, and 

practitioners. Further, the authentic leadership was then compared with different themes 

to determine the relationships between them as studied by Wong & Laschinger to “test a 

model linking authentic leadership of managers with nurses’ perceptions of structural 

empowerment, performance, and job satisfaction” (Wong & Laschinger, 2012, p. 4).  

This paper aimed for explaining the relationship between the themes and not whether an 

increase in one variable will affect the other variable. Sequentially, studies were also done 

in causal research design understanding the cause and effect by connecting ideas 

succeeded by the authors (Karadag & Oztekin-Bayir, 2018). The aforementioned authors 

conducted a study on the Effect of Authentic Leadership on School Culture, more 

specifically examining and analyze the effect of the authentic leadership behaviors of 

school principals on school culture. 

 

1.5. Research Gaps 

Existing research on authentic leadership is connected to mainly the theory development 

(Day, et al., 2014), attributes of authentic leadership (Gardner, et al., 2011), model of 

authentic leadership (Beddoes-Jones & Swailes, 2015) and development of authentic 

leadership (Mahoney, 2009). Similarly, there has been a study on authentic leadership 

connecting to empowerment, performance and job satisfaction conducted by a non-

experimental and predictive study executed by surveys and questionnaires (Wong & 

Laschinger, 2012). 
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However, there are a handful if not less existing literature that individually covers the 

relationship of authentic leadership, emotional commitment, and organizational culture. 

Considering that authentic leadership is the original enabler of emotional commitment 

that leads to performing results which then may translate into a collaborative and 

motivated organizational culture (Yang, 2016, p. 7). 

Consequently, this thesis aims for a deeper understanding of authentic leadership with 

connection to employee emotional commitment and strong organizational culture hence 

filling the gaps in the present-time literature studies herein studying the relationship 

between these themes. Thereby, we believe that the factors above mentioned are the most 

important factors in an organizational context, because if someone acts on the same 

principles as he/she believes then there might be shown a stronger sense of commitment 

from the employees. Which then might translate into a stronger and solid organizational 

culture. This study is considered to be cross-sectional in terms of gathering different 

literature within the area of authentic leadership and the related themes thereby to 

interconnect with authenticity of leadership.  

 

1.6. Research Purpose 

Within an organizational context, there are two terms that differentiate the governing 

mechanism based on influential power as well as formal rights. Each has different 

characteristics and traits. There are leaders who are able to persuade a group of members 

of the organization in an achievement direction of certain goals (Robbins & Judge, 2016, 

p. 214). There are managers who accomplish a different set of goals through other 

members of the organization (Robbins & Judge, 2016, p. 559). 

The leaders, in this case within an organization, can have different traits based on the Big 

Five trait framework linking relationship between personality traits and leadership 

(Robbins & Judge, 2016, p. 92). Moreover, leadership characterizes different theories 

over the course of the years mainly such as; Charismatic, Transformational, 

Transactional, Authentic, and Effective. Authentic leadership aims attention at the 

morality aspects of leadership involving ethics and trust (Robbins & Judge, 2016, p. 226). 

Leadership is considered to be ongoing research with transient development thus 

observing a gap in the current research field with regards to the nexus between authentic 

leadership, employee emotional commitment, and organizational culture. As mentioned 

before, we believe in that authentic leadership is the essence in creating a committed 

organizational culture which then will be analyzed at the end of the thesis. 

The elaboration of these will be found in the Theoretical Framework section herein, 

explaining different models and theories related to the completion of the thesis. 

 

Leadership theories have been researched over decades and most of the previous 

researches were examining the effectiveness of authentic leadership on the performance 

of the followers within an organization (Walumbwa, et al., 2010, p. 2). It has been 

observed that several topics such as organizational culture, and employee commitment 

linking to authentic leadership has not been fully covered. Leadership development is a 

transient study with ongoing developments (Keller, 2006, p. 208), by researchers leaving 

behind the old-fashioned perception of leadership development that only occurred 

through specifically designed programs implemented within organizations (Day, 2001, p. 

586). Our primary purpose of this research is to uncover how the integration of 
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authenticity in leadership can develop a strong employee commitment corresponding to 

a collaborative organizational culture.  

This study strives for a deeper understanding and explanation of the organizational factors 

such as authentic leadership and employee commitment as well as organizational culture. 

Emotional commitment is originated from the employee empowered by the leader. In 

order to create a collaborative and performing organizational culture, the leader has to 

sustain the authenticity within by acting upon his original values (Robbins, et al., 2017, 

p. 346). Besides, the point of choosing emotional commitment and organizational culture 

in relation to authentic leadership are the fundamental concept of an organization in 

general. Theoretically, organizational culture is the glue that holds the entire organization 

together (Robbins & Judge, 2016, p. 462) which in turn enables strong employee 

commitment (Robbins & Judge, 2016, p. 462). The thinking layout behind this is based 

on the linear thinking process, where we discuss firstly authentic leadership that inspires 

emotional commitment which then creates organizational culture. Thereby investigating 

the relationship between emotional commitment and authentic leadership, being a 

descriptive study, with the aim to find the most suitable organizational culture supported 

by authenticity. 

 

Figure 1; Linear Relationship 

Moreover, by emphasizing on the primary purpose of the research paper, the authors of 

this thesis have observed the gaps in the current literature in terms of the nexus between 

employee commitment and organizational culture in relation to authentic leadership. 

Thusly aiming for contributing to the practical aspect as well as theoretical by studying 

the authenticity in leadership that effects a high level of employee commitment which in 

turn translates to a collaborative organizational culture.  

1.7. Research Question 

Henceforward the scope of this paper is to be focused on “The significance of having 

authenticity in leadership for empowering employee’s emotional commitment towards 

building a solid organizational culture.” The research around authentic leadership and 

its development have demonstrated famous and frequently been connected to 

contemporary organizational issues with respect to how leaders behave hence answering 

the main research question;  

Authentic 
leadership

Employee's 
commitment

Organizational 
Culture
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What is the role of Authentic Leadership in Developing Emotional Commitment towards 

building a Collaborative Organizational Culture? 

Consequently, in order to answer the research question, several topics and theories such 

as organizational culture and emotional commitment both in connection to authentic 

leadership are necessary to study. Therefore, the research question is extended with three 

sub-questions with the intention of following a red thread throughout the study.  

 How Authentic Leadership corresponds to Emotional Commitment? 

 How is Authentic leadership connected to Organizational Culture? 

 What is the relationship between Emotional Commitment and Organizational 

Culture? 

2. Theoretical Framework 

This section elaborates on the theories used for the completion of the thesis by following 

the linear thinking process introduced earlier. This research aims to gain a better 

understanding of the relationship between authentic leadership, emotional commitment, 

and organizational culture. The authors of this paper perceive that the authenticity of a 

leader will influence the commitment level of the employees within an organization 

subsequently facilitating in building a robust organizational culture. In order to 

understand the relationship between these three aforementioned themes, firstly it is 

necessary to understand each variable starting off with leadership. In contemplation of 

understanding authentic leadership, one has to understand leadership first as it is an 

understudy of it. Afterward, explaining the theories of commitment and organizational 

culture, thereby the theories of social identity.  

2.1. Leadership  

Even though the concept of leadership has ever been under consideration, people have a 

tendency to conceptualize ‘leadership’ in different ways. Researchers working on 

uncovering the most common definitions of leadership comprehend that most of the 

definitions are based on individual traits and characteristics. However, to keep the concept 

of leadership as straightforward as possible some of the contemporary definitions of 

leadership from different scholars from 2015 to date are being introduced in this paper. 

Larry Garfield the President of Garfield Group for instance defined leadership based on 

three things; listening, inspiring and empowering. Cited as, "leadership is around three 

things: To listen, to inspire and to engage. Throughout the years, I've endeavored to 

figure out how to listen effectively, comprehend the other individual's perspective, 

gaining from them, and utilizing that premise of trust and joint effort to motivate and 

empower. It's about setting the bar high, and after that giving them the time and assets to 

do extraordinary work." (Brabandt, 2017, p. 62). Mindy Gibbins-Klein, the founder of 

REAL Thought Leaders, on the other hand, sees a leader with a vision and to persuade 

others to reinforce that vision by sharing with everyone. According to her definition, 

“leadership is having a vision, sharing that vision and motivating others to help your 

vision while making their own.” (Cited in Helmrich, 2016, p. 2). Aside from these 

definitions, Leadership is a skill achieved and defined as “the ability to influence a group 

toward the achievement of a vision or set of goals” (Robbins & Judge, 2016, p. 214). The 

core element in leadership is to have a vision and a direction to follow. These three 

definitions have two things in common; ‘shared vision’ and ‘influence’. Apparently, a 
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leader should have a clear vision that must be communicated with others in order to align 

personal objectives with organizational goals. 

The scientific concept of leadership was invented in mid-1800 by a Scottish author 

Thomas Carlyle who developed “The Great Man Theory of Leadership” popularized 

throughout the 19th century. The “Great Man Theory of Leadership” explained how 

personality characteristics and quality such as charisma, intelligence, and cleverness can 

be used decisively as an influential tool leading to successful leadership in differing 

circumstances. The background of this hypothesis was formed around the interpretation 

of “Great leaders are born and not made” by observing the behaviors of some world’s 

famous leaders namely, Mahatma Gandhi, Abraham Lincoln and Alexander the Great. In 

those times, it was believed that successful leaders were people from a higher social 

status, due to inheritance, were more advantageously able to improve and practice the 

aristocratic and authoritative figure to become a leader (Cherry, 2018). In the pursuance 

of the purpose of the research, having a greater understanding of the themes of employee 

commitment, authentic leadership and organizational culture, it is relevant to know the 

aforementioned traits of the leader’s that leads to a successful behavior that enables the 

leader as well as the employees to possess a strong commitment to the organization. This 

strong commitment to the organization may, in turn, reflect on the other members 

mirroring the behavior thus creating a collaborative organizational culture.  

Consequently, Carlyle’s leadership hypothesis was argued against by Herbert Spencer in 

1873 in his book of The Study of Sociology herein defining leaders as the product of the 

society they live in. Explicitly explained “...you must admit that the genesis of a great 

man depends on the long series of complex influences which has produced the race in 

which he appears, and the social state into which that race has slowly grown...Before he 

can remake his society, his society must make him.” (Spencer, 1873 cited in Spector, 

2016, p. 254). “The Great Man Theory of Leadership” was criticized due to the flawed 

statement of leadership being an inborn feature, as supposing people possessing the 

decisive personal characteristics and skills to be found in leadership roles (Frieze & 

Wheatley, 2011, p. 28). On the contrary, according to studies, the principles of a 

functioning leadership depends on the characteristics of the environment as well as the 

individual in coherence with the current circumstances (Crawthon, 1996, p. 3) 

Continuously as leadership was being practiced over the years, research was undergone 

with the intention of getting a clearer understanding of the topic. Throughout the years of 

studying leadership as an ongoing process of organization management, different 

leadership traits were identified; for instance, 20 different leadership studies in the late 

1960s identified 80 distinctive traits (Robbins, et al., 2017, p. 332). According to 

successful CEOs, namely, Richard Branson of Virgin Group, Sergio Marchionne of Fiat 

Chrysler and Maurice Lévy of Publicis described the main traits in a leader being 

Charisma, Enthusiasm and Courage (Robbins, et al., 2017, p. 332). Moreover, the points 

of differentiation between leaders of personality, social, physical and intellectual 

attributes continue in the research. In a recent study, it was proven that participants highly 

and consistently desired trustworthiness and intelligence across leaders, yet they 

differentially desired other traits depending on the level of leadership (Nichols & Cottrel, 

2014, p. 713).  

Evidently, there are five leadership levels that exert the changing patterns of leadership 

and followership over time. The leadership levels distinguish between five followership 

compliances and willingness towards the leader depending on the flexibility of the 
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organizational context; (1) People follow you because they have to, (2) People follow you 

because they want to, (3) People follow you because of what you have done for the 

organization, (4) People follow you because of what you have done for them, (5) People 

follow you because of who you are and what you represent (Maxwell, 2011, p. 16). 

According to Maxwell, the position lies in the core of leadership as it recognizes the 

potentiality of a leader and provides with a level of authority and power. But, this 

positional leadership is flawed and considered to be the weakest of all other levels of 

leadership since positional leaders receive the least effort from their people because of 

placing positional rights over responsibilities. The second level of leadership is built upon 

the relationship of a leader and a follower where people are being liked and treated by 

individual values thus creating a positive environment to gain people’s permission to lead. 

Permission leadership, however, becomes handy in rigid organizational contexts since 

openness is questionable. In the third level, Maxwell depicts that people follow leaders 

because what they have done for the organization. Leaders in this level focus more on 

producing credible results for organizations by getting things done. Downsides of 

production leadership is that, being productive can make people perceive that they are 

leaders when they are actually not.  

Moreover, production leadership requires continual attention from their leaders and 

expect leaders to take crucial decisions. Level four is more about the development of 

people where leaders invest their time, relationship, position, and productivity in their 

followers which in turn strengthen the individual relationship and therefore brings 

loyalty. Finally, the last level of leadership which is known as Pinnacle leadership 

provides leaders with a continued platform of leading and develops internal belief inside 

a leader not to carry away with power and position (Maxwell, 2011, pp. 16-23). 

This leadership understanding was discovered and fully developed by John Maxwell in 

2011 stating that having a certain job or title has very little to do with legitimate leadership 

rather the process is dispersed over the five positions. Being picked for a position is just 

the first of the five dimensions each viable pioneer accomplishes. Making the move from 

Position to Permission brings an individual's first genuine leadership practice into 

initiative where the leader learns to utilize relationships to influence people rather than 

just position and power of authority resulting in individuals accomplishing more than 

simply conform to orders. Leaders that rolled out significant improvements to the 

organization become more viable and acknowledged as a true leader. Additionally, true 

leaders in this phase ought to assist individuals with developing their abilities to end up 

as successor leader. Furthermore, in the event that a leader has the necessary ability and 

devotion, the apex of leadership initiative can be achieved where experience will enable 

to expand the impact past one’s quick reach and time to assist others (Maxwell, 2011, pp. 

16-23). 

Heretofore, a large portion of the organizations carried out the conventional leadership 

style comprising of a direct and authoritative approach portrayed by the leader or director 

that utilizes the intensity of power to persist consistency in the daily organizational tasks 

with almost no association of the internal stakeholders (Yates, 2017). This leadership 

style is recognized as the Chaos and Complexity Theory known to be operated throughout 

the ’90s where relationships were directional which is driven by design and power from 

the chief officers (Johnson & Burton, 1994, p. 320). At the beginning of the ’00s, 

leadership styles had a changeover to Complex Adaptive Systems where relationships 

were empowering and direction was determined by the emergence and participation of 
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the stakeholders – in other words, to have an employee-centered management strategy 

(Olmedo, 2010, p. 79). Enduring an employee-centered leadership system within an 

organization fosters the authenticity in leadership which encourages a stronger bond 

between the leaders and the members which relates to the leader-member exchange 

theory. Richard Branson mentions, that companies lose more bad customers over poor 

behavior towards employees than over poor service provided (Raymundo, 2014).  

Presently, the core value of the employee-centered management strategy is emotional 

intelligence because it is how leaders handle themselves and their relationships that make 

leadership work effectively for everyone (Goleman, et al., 2013, p. 6). The job 

performance and job satisfaction of employees in an organization are highly dependent 

on the emotional intelligence (Robbins & Judge, 2016, p. 80), as it is the ability to 

understand and manage one’s emotions as well as others’. According to Katz’s Three-

Skills Approach to effective leadership, the leadership attributes in present-day classifies 

as two conceivable skills; People skills and Conceptual Skills (Katz, 2009, p. 36). The 

latter skill set consists of the abilities related to having the capacity to see the 

comprehensive view of perceiving and grasping the numerous unpredictable issues that 

should be managed. True leaders are knowledgeable using their intellectualness to make 

smart decisions and pushes the team forward by focusing on the team as a whole (Katz, 

2009, p. 18).  

Moreover, it is in their personal interest to help the organizational members to achieve 

goals leading to success and taking responsibility is a key part of being a great leader in 

terms of not passing the blame and taking the credit (Gibori, 2017). What is more, taking 

smart and impulsive decisions is based on the creativity level of the leader and the 

adaptability proficiency that responds to uncertain situations. The capability and skill set 

levels defines the leader, by which the leader becomes the role model to the employees 

of the know-how of management and leadership (Price & Lisk, 2014, p. N/A)1 

Above all the skills that leaders should possess, relating to people skills, the most 

important one is the ability to communicate and build synergetic relationships between 

the stakeholders being the core principle of people managing skills. Communication and 

interpersonal skills lead to understanding the employees and their needs hence having the 

capability to inspire them and motivate to increase the employee productivity as well as 

the managerial productivity (Bambacas & Patrickson, 2008, p. 67). Persisting managerial 

productivity, the confidence of the leaders develops employees’ courage and commitment 

to the organizational goals (Bregman, 2018). Adversely, overconfidence results in 

transpiring aggressive and bumptious behavior which can be prevented by stable 

emotional stability abiding the ability to control the emotions as well as the overreactions 

(Bregman, 2018).  

Herein, strong emotion control is substantial when the organization faces difficult 

conditions relating to the perseverance of the leader. This is a sign of emotional stability 

that is a part of the authenticity of leadership, further explained in the next section. The 

perseverance contributes to the leader being self-confident and since they are certain 

about themselves, the stakeholders frequently start to share this self-conviction. 

Altogether, linking to the trustworthiness of the leader that makes followership nurturing 

to a more solid relationship exchange between leaders and followers. The consequence 

of this relationship exchange between leaders and followers is related to the research 

                                                      
1 Page Number unavailable 
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purpose, finding the relationship between emotional commitment, organizational culture, 

and authentic leadership.  

Due to the simplicity and relevancy reason towards the research question, the definition 

of leadership that complies with the research purpose and questions is the one defined by 

(Robbins, et al., 2017, p. 214); “the ability to influence a group toward the achievement 

of a vision or set of goals” and those goals herein refer to the commitment and the overall 

organizational goals. 

2.1.1.  Authentic Leadership  

Deep-founded research has been undergone in authentic leadership and authentic leaders 

with different characteristics and perspectives resulting in absolute diverse definitions 

transforming over the years. For instance, authentic leadership was connected to a 

hierarchical organization with the capacity for responsibilities, acknowledging guilt and 

error thereby to execute the managerial behavior in a flexible and creative manner (Rome 

& Rome, 1967, p. 185). However, the definitions of authentic leadership have remained 

very similar over the course of the years with the characteristics of self-awareness and 

reflection over others (Avolio, et al., 2004, p. 4; Avolio, et al., 2004, pp. 802-803). 

As mentioned earlier, authentic leadership is considered a behavioral trait of leadership 

characterizing ethics and trust as the main ingredient. The definition of authentic 

leadership involves being original in knowing their self-identity, having sound knowledge 

in what they believe in thereby taking those into action (Robbins, et al., 2017, p. 346). 

What is more, the current definition and characteristics of authentic leadership are 

generalized. Therefore authentic leadership involves more elements such as ethical 

relationship management, purpose awareness, values recognition as well as self-

discipline. These factors enhance the behavioral trait of authentic leadership by an 

exploration and understanding of the self-discovery, self-improvement, and reflection 

that echoes on the authentic leadership behavior dwelling on empathy, connectedness, 

respect and trust (Shirley, 2009, p. 189).  

It has to be noted that in pursuing the thesis, the definition of Authentic Leadership 

applied in connection to the research purpose is as (Robbins, et al., 2017, p. 346) put it, 

knowing oneself thereby acting on those believed values and beliefs.  

The being of authentic leadership is rooted in being original and to act morally. 

Authenticity is self-discovered from the personality of the leader relating to the Big Five 

personality model which analyzes the personality psychology (Oh, et al., 2011, p. 765). 

The framework consisting of 5 main traits encompasses the personality of an individual; 

(1) Extraversion explaining the comfort level with relationships, (2) Agreeableness refers 

to the level to which people agree with one another, (3) Conscientiousness measures the 

reliability level of an individual, (4) Emotional stability refers to how stress is being 

handled and (5) Openness to experience addresses the creativity level as well as open-

mindedness (Robbins & Judge, 2016, p. 91). 

The above-mentioned framework is relevant for the authentic leader because it reflects 

on job performance as well as organizational behavior (Barrick & Mount, 2005, p. 360). 

The model indicates that higher emotional stability involving less pessimistic thinking 

and less antipathy leads to a higher job satisfaction level. In conjunction with better 

interpersonal and communication skills that relate to being extraverted leads to higher 
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performance and appreciated leadership. Additionally, continuous learning and being 

more creative persist more openness that results in improved leadership and a better 

adaptation to change. The relevancy of the agreeableness of a leader contributes to the 

likeability thereby being more acquiescent and conforming. This, in turn, affects the 

performance and leads to less divergent organizational behavior. Lastly, the 

conscientiousness is relevant to the behavior in terms of greater effort and persistence 

with an enhanced organization and planning skills that drive for discipline. This motivates 

a higher organizational performance as well as an improved leadership promoting 

longevity (Robbins & Judge, 2016, p. 92). 

In concluding words, “the preponderance of evidence shows that individuals who are 

dependable, reliable, careful, thorough, able to plan, organized, hardworking, persistent, 

and achievement-oriented tend to have higher job performance…” (Mount, et al., 1994, 

p. 272). These characteristics of one-self can reflect over others within an organization 

that promotes building an organizational culture with the given behavior and attitudes. In 

addition, these characteristics create a leadership image that conveys a strong vision.  

The image of an individual is commonly considered to be based on different aspects, 

mainly the physical appearance, formal status, personality, behavior, body language, 

speaking style as well as any impression they make on other people (Criswell & 

Campbell, 2008, p. 7). Which will have a great influence on how the individual will be 

perceived as an individual and as a leader, but many leaders have the difficulty of 

maintaining the “executive image” due to the assumption of people knowing the leader. 

These assumptions lead to confusion points to the leader in terms of insecurity of being 

authentic and genuine (Criswell & Campbell, 2008, p. 12). The authors of the 

aforementioned book referred to a suggestion of re-evaluating the leadership image by 

emphasizing on genuinity of oneself and “It’s about surfacing and polishing behaviors 

and skills that allow your authentic self to be most effective.” (Criswell & Campbell, 

2008, p. 12). The relationship between leadership and the effective image will hereby be 

discussed in the discussion section (6), in order to provide a more detailed overview of 

the topic as well as bringing our value to the thesis. 

2.2. Organizational Commitment 

Commitment is best defined as “the state or quality of being dedicated to a cause, activity, 

etc.” per Oxford Dictionary and is classified over several levels referring to the 

complexity of a person’s attitude towards the organization (Ghosh & D R, 2014, p. 4).  

The theories of organizational commitment were very focused by scholars as well as by 

practitioners, especially to improve employee’s emotional commitment to organizations. 

Unfortunately, there has been a dispute between scholars due to confusing and 

contradictory previous research (Mercurio, 2015, p. 392). After years of developing 

theories and research, notably in 2001 the definition of the core essence of an 

organizational commitment was developed; “the sense of being bound to a course of 

action of relevance to a particular target” (Meyer & Herscovitch, 2001, p. 317), and 

organizational commitment theories were classified into 5 categories; (1) Behavioral 

commitment, (2) Transactional Commitment, (3) Obligatory Commitment, (4) 

Attitudinal Commitment and (5) Multidimensional Commitment.  

Even though the theories of commitment have been developed to a better state of the art 

with better definitions, the models face few flaws. Those in terms of, classifying people 
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within one or another commitment theory, hence, not making room for a matrix 

relationship between the theories. As far as the commitment theories go, there is only one 

combination of commitment theories; the multidimensional commitment only joining 

emotional commitment with the obligatory of work and the sensed loss of investments 

through attitudinal, obligatory and transactional commitment  

2.2.1. Behavioral commitment theory 

The primary statement of behavioral engagement theories suggests that the psychological 

state of an individual's commitment to an organization is a consequence of the individual's 

actions; hence the behavior of an individual also creates the conditions by which a 

psychological commitment is achieved (Mercurio, 2015, p. 394). 

 

On the other hand, other scholars have also contributed to the behavioral commitment 

aspect, (Salancik, 1977, cited in Staw & Salancik, 1997, pp. 1-54) stated that 

organizational commitment stems from three factors; (a) an attachment to the actions 

freely chosen by the individual, (b) a perceived obligation to carry out those actions, and 

(c) the perceived costs of continuing or failing to continue the actions. So, the behavioral 

perspective is described as a phase beginning and ending with the behavior of the 

individual.  

2.2.2. Transactional commitment theory  

Also known as instrumental, compliance or continuance commitment theory and 

theorizes that commitment comes from an individual’s investment of resources and the 

rewards given. In accordance with (Becker, 1960, p. N/A), engagement and involvement 

come from the sensed loss of investment from the individual who becomes aware of the 

abandoned or unmaintained membership in the organization society. The typical 

investments factors from the individual are time, effort and money (Meyer & Allen, 1984, 

p. 373). The transactional commitment theory explains that the risk of losing these 

investments coupled with the lack of organizational relationship may result in dis-

longevity in the commitment to the organization (Mercurio, 2015, p. 395).  

2.2.3. Obligatory commitment theory 

The obligatory commitment theory is known as the normative commitment theory which 

is related to the individual’s obligation to the organization (Mercurio, 2015, p. 395) in 

terms of a perceived debt to the superior or the whole organization (Ghosh & D R, 2014, 

p. 6). This form of commitment is the most simple and easy understandable theory being 

about the moral obligation that translates to being committed towards the organization. 

In other terms, the normative commitment theory is suitable for a potential employee at 

an organization because it makes the employee inclined to be committed (Ghosh & D R, 

2014, p. 8). 

 

2.2.4. Attitudinal commitment theory  

According to (Meyer & Herscovitch, 2001), attitudinal commitment refers to the high 

commitment focus from the individual and desiring to remain within the organization. 

The attitudinal commitment theory is also named by affective commitment. Moreover, 

the commitment focuses on the value connection between the individual and the 

organization. The perceived emotional connection to the organization in addition to 
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willingness may lead to committing additional efforts for the objectives of the 

organization (Mercurio, 2015, p. 396).  

Affective commitment theory can also be considered as emotional commitment in terms 

of identifying oneself with the organizational values and objectives thereby having a 

persistent emotional connection to the organization (Meyer & Allen, 1991, p. 74).  

2.2.5. Multidimensional Commitment Theory  

The multidimensional commitment theory consists of three commitment approaches that 

are interrelated and can be demonstrated simultaneously by individuals. The three model 

framework was developed by (Meyer & Allen, 1991, p. 67) combining Affective 

commitment (Attitudinal commitment), Normative commitment (Obligatory 

commitment) and Continuance commitment (Transactional commitment) – all explained 

above.  

 

2.2.6. Coupling between authentic leadership and commitment theory 

As mentioned before, an authentic leader is one who has complete knowledge of oneself 

in terms of the values and beliefs thus reflecting these over the other members within an 

organization (Robbins, et al., 2017, p. 346). This perhaps may lead to trust and ethicality 

of the leader’s image thereby creating a strong bond between the leaders and the 

followers. The strong bond between the leaders and followers, may lead to an authentic 

relationship which in turn nourishes a transparent social interaction based on solid shared 

values and goal-achievement (Avolio & William, 2005, p. 72). Consequently, the 

authentic leader self-identifies him/her-self with organizational values and objectives 

which then may contribute to a strong emotional connection as well as a commitment to 

the organization.  

 

The self-identification of the leader and the strong emotional commitment reflects over 

the overall behavior of the organization and the members herein. Creating the 

organizational culture is initiated by the leader who manifests a behavior they want the 

organization to follow (Whitehurst, 2016). 

This thesis is looking into the employee’s emotional commitment to the organization 

relevant to the commitment theory, hence to be used attitudinal commitment due to the 

value connection between the individual and the organization resulting in a strong 

organizational commitment. Thereby, it is necessary to mention that the other 

commitment theories will not be utilized throughout the study as they focus on the 

perceived obligation and perceived cost for eventually pursuing the organizational 

objectives.  

2.3. Organizational Culture 

Organizational culture is defined as the system of shared values and norms that forms the 

work practices and procedures carried out within an organization that functions as the 

foundation of the corporate structure of an organization also as the glue that binds a group 

of people together (Schedlitzki & Edwards, 2014, p. 163). Binding people together in a 

group is based on a common vision and ethical behavior reflecting upon authentic 

leadership and that consecutively will establish a stronger collaborative organizational 

commitment. 
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Referring to the book of (Robbins & Judge, 2016) in Essentials of organizational 

behavior, there are several advantages of developing organizational culture. The core 

function of organizational culture is to establish an identity within an organization and its 

members which can create a distinguishing factor between organizations. Organizational 

culture enables a larger and stronger commitment in alternative to self-centeredness. On 

a behavior scale, organizational culture maintains a unity within the system by 

determining certain standards justified as sense-making and control mechanisms that 

guides the behaviors of the employees. 

There has been endless contributions and research around Culture, especially around 

Organizational culture with many different perspectives and outcomes resulting in an 

ambiguous framework. However, some scholars have managed to highlight some 

important factors within (organizational) culture i.e. Edgar Schein and the model of 

organizational culture, Geert Hofstede with his 5 Dimensions on Culture and Fons 

Trompenaars and his 7 Dimensions on Culture.  

These contributions on cultural analysis have mostly been on National culture, but it is a 

fact that there are strong connections and overlap between national culture and 

organizational culture. The national culture theories composed by these scholars can be 

translated into organizational culture based on the fact that every entity in the 

environment is a scaled version of one another (Golpayegani, 2018). Therefore within the 

organizational culture chapter, two theories on organizational culture will be presented 

including Geert Hofstede’s framework of cultural analysis and the culture types presented 

by Trompenaars and Hampden-Turners. Therefore it has to be noted that the models 

utilized for the completion of the study can be interpreted in different scales and situation 

based on the interpretation and the researchers’ values within the research.  

The reason behind choosing these specific models for the completion of the theoretical 

framework is the wide acceptance and adoption in cross-sectional researches. The theory 

of Geert Hofstede has proven to provide a complete grasp on cultural analysis by looking 

at the most important factors being based on actual surveys from IBM over a long period 

of time and countries (Hofstede, 2011, p. 6). Moreover, the 5 dimensions of Geert 

Hofstede do not cover other factors such as achievement-oriented cultures and ascription 

oriented cultures being some of the factors in the original work of Fons Trompenaars' 

cultural analysis with 7 dimensions. For the reason of simplicity and relevance to the 

purpose of the paper, (authentic leadership, organizational commitment, and 

organizational culture), Geert Hofstede’s 5 cultural dimensions have been utilized. Lastly, 

the chart presenting four different types of culture by Trompenaars and Hampden-Turners 

due to its relevance to the managerial hierarchy and authentic leadership has a high level 

of significance to the thesis; whereas explaining the dimension between (1) hierarchy & 

equality and (2) hierarchy & people. However, though, explaining and classifying the 

cultures in 4 different views has a drawback. It is a generally known fact that any leader 

within a specific culture with a certain view might change the views depending on the 

situation, for instance, a leader with an egalitarian mindset who focuses on people can be 

task oriented with a focus on hierarchal levels for a short period of time. In simple words, 

the model does not take into consideration the shifting from one quadrant to another or 

the temporal positioning.  

In the completion of the theoretical framework, the theoretical model presented by Edgar 

Schein on organizational culture as an iceberg in the ocean by way of a metaphorical 

interpretation was not utilized even though it is highly relevant to the concept of 
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organizational culture. The model represents a view on organizational culture with a 

classification of three phases as to which an organizational culture can be understood; 

Artifacts, Values and Fundamental Values (Bakke & Fivesdal, 2004, cited in Jensen & 

Dinitzen, 2010). The argument behind excluding the model from the theoretical 

framework is that the model analyzes the structure and values of the organizational 

culture. Hence not focusing directly on the organizational commitment or authentic 

leadership. However, though, the model can somewhat be used in interpreting the values 

and personality of authenticity in leadership but vaguely enough as the previous section 

of (2.1.1.) in authentic leadership, the Big Five Personality Traits elaborately explained 

that. 

2.3.1. Organizational Culture According to Geert Hofstede 

Geert Hofstede compiled a theoretical framework on cultural analysis with 5 dimensions, 

presenting the most important determinant in understanding a culture. The theoretical 

framework was based on survey gathered of many employees and over a long period of 

time at IBM from 1967 to 1973. The dimensions include the contrast between 

individualism and collectivism; masculinity and femininity; the power distance; 

uncertainty avoidance and the time orientation. The 5 dimensional cultural model of Geert 

Hofstede can reflect over authentic leadership in the sense of behavioral traits of a leader 

and the organizational behavior, being the researchers’ personal values on the study. 

 

2.3.1.1. Individualism vs. Collectivism  

Organizations with individualistic orientation invest more value on autonomy and 

individual achievements. Usually, a highly ranked individualism refers to a lower 

interconnection between the members of the organization thus not having a united society 

and the members try to keep the work life and social life separated. On the contrary, an 

organization with a lower ranked individualism identifies collaboration and unity among 

the members. This enables to maintain a clear and substantial consensus among group 

members in order to defeat conflicts. Commonly, in low individualistic culture, loyalty is 

valued above all else hence respecting and defending everyone’s interest. As a result, 

caring and accounting for other’s well-being is considered (Hofstede, 2011, p. 11). The 

lower level of individuality reflects over the behavioral traits of authentic leadership in 

terms of having sound knowledge of people working in the surroundings and taking care 

of them. The more collective the environment, the more awareness will be contributed to 

the employees and the stronger the commitment.  

 

2.3.1.2. Power Distance 

The power distance dimension refers to the distribution of power within an organization 

thus clarifying the members’ position within an organization. A high score on the power 

distance implies a clear top-down managerial hierarchical power distribution 

emphasizing on respect, authority, and earnings. Organizations with such a power 

distribution are usually centralized with a deep hierarchy. On the other hand, 

organizations that score low on the power distance experience an equally distributed 

power of authority and delegation in decision making. By ordinary rule, flatter 

organizations, as well as Small and Medium Sized Enterprises, have a widely distributed 

power of authority (Hofstede, 2011, p. 9). The power distance defines the nature of 

formality between the leaders and members, thus a successful authentic leader tries not 
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to set a distance between members and leaders as it may create fear and resistance towards 

the leader. Therefore the lowest power distance characterizes being humble, real and kind. 

Moreover, if the leader has a character that is down to earth the commitment within the 

organization may increase.  

2.3.1.3. Masculinity vs. Feminism 

The dimension of the contrast between Masculinity and Femininity describes the behavior 

and assertiveness across gender. In other words, given the circumstances that an 

organization has scored a high level on masculinity, the core principle of the management 

practice is based on materialism. Moreover, status symbols are ambitiously important 

indicating the possession of power. Characteristically as the dimension says, there is a 

gender inequality where the men are dominating the culture.  

Differently, in a feminist organizational culture, the core principles are based on 

humanism and gender equality as well as paying attention to the disadvantaged. In 

addition, in feminine organizational culture, excessive priority is allocated on harmony 

and relationship with other higher ranked members within the organization leading to a 

more collaborated society (Hofstede, 2011, p. 12). An authentic leader is mostly about 

creating an attractive and effective work environment by emphasizing on the relations 

between the members following a committed organization, hence not focusing on 

leadership as a status of power and symbol. 

2.3.1.4. Uncertainty Avoidance  

The uncertainty avoidance dimension in the theoretical framework by Geert Hofstede is 

the manner of reacting to the ambiguous events in the environment. According to the 

model, uncertainty avoidance is categorized into two classes; Low and high uncertainty 

avoidance. An organization with low uncertainty avoidance has a tendency to be risk-

takers and to explore the unpredictable. The organizational philosophy is based on 

opportunism, seeing opportunities everywhere which makes the organizational 

perspective open-minded and creative. Due to the broad-minded perceptive, there is a 

smaller managerial hierarchy in the organization with less attachment to the strict rules 

and regulations. A leader with a genuine character seeks opportunities everywhere and 

by the support of the employees thereby tries to eliminate the strict rules and regulations 

at the workplace ergo allowing creativity and originality that will lead to commitment.  

On the other scale, an organization with high uncertainty avoidance, there is less 

desirability for risk-taking hence the philosophy of the organization culture is risk-averse. 

The core value of the culture prefers stability and predictable environment.  Reacting 

close-minded to the ambiguous events in the environment, the members within the 

organization favor for following the rules to make things right. In addition, the strategy 

used by the philosophy of high uncertainty avoidance is causation, dealing with things in 

a chronological order built on expertise.  

 

2.3.1.5. Time Orientation 

This dimension of the model is very closely related to the national culture of a country 

and it indicates the time orientation of people’s mindset. More specifically, the difference 

between these two ends in the continuum is in connection with quick results and 

persistence. Organizational culture is conjointly built up by the mentalities of the 
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members in a specific country. Meaning that the beliefs and values of a certain country 

culture will affect the organizational culture. The main characteristic behind a culture 

with a short term orientation prefers a quick result leading to focusing on the bottom line 

rather than going to a persistent perspective leading to focusing on constructing a strong 

position on the market being the long term orientation. Consequently, authentic leaders 

think long-term hence consistency and persistence are the keywords that drive the 

authenticity in leadership. 

2.3.2. Organizational culture according to Fons Trompenaars & Hampden-Turner 

In their book “Riding the waves of culture”, the authors have composed a model with two 

continua which creates four quadrants in a graph. Trompenaars along with Hampden-

Turner analyzed that corporate culture is merely built on hierarchy vs. equality and people 

vs. task orientation (Trompenaars & Hampdens-Turner, 1997, p. 159). The four 

quadrants; (1) The family, (2) The Incubator, (3), The Eiffel Tower and (4) The Guided 

Missile, in the model explains the way the members in an organization think and learn, 

the way change is handled and the way conflicts are faced (Trompenaars & Hampdens-

Turner, 1997, p. 158). 

 

Figure 2; (Trompenaars & Hampdens-Turner, 1997, p. 159) 

2.3.2.1. The Family 

The family-oriented culture is oriented as the power-oriented culture, where there is 

strong importance on hierarchy and employee protection. The management of the 

organization provides support to the employees in terms of relationships and 

encouragement while maintaining the strength of the hierarchy. A corporation with a 

“family” corporate culture can be exemplified by the Toyota corporation as the 

“management style can be characterized as the Family type that implies collectivistic 

society with male domination, strict rules and laws at work, and long-term orientation” 

(Sosnovskikh, 2016). 
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2.3.2.2. The Incubator  

The main characteristics of this organizational culture are having a more informal 

management hierarchy structure which emphasizes more on equality as well as people. 

The leader focuses less on the performed tasks meeting the organizational goals which 

lead the nature of the employees’ behavior to strive for self-expression as well as self -

fulfillment. Usually, in these organizations, democracy is attained at every level that 

enables the members of the organization to develop, criticize different projects allowing 

them to be heard. An example of this organization type can be illustrated by Google. The 

corporate structure at Google is identified as flat which provides the advantage of a lower 

formal communication and hierarchy. This enables the employees to use their skills and 

talents to contribute to innovative products (Smithson, 2018). Hence, it can be interpreted 

that this organizational culture promotes flexibility in terms of ideas, innovation, and 

support.  

 

2.3.2.3. The Eiffel Tower 

The Eiffel tower was characterized as a corporate culture wherein there is a clear 

managerial hierarchy structure as well as being task-oriented. The heading behind this 

culture type derives from the fact that the structure of the organization is formed as a 

pyramid, meaning that there is a narrow top and a broader bottom which defines top-

down communication. The corporate culture of Eiffel Tower can be observed in the 

Volkswagen Corporation. The happened scandal was said not to be aware of the higher 

management and can be described as a typical top-down management communication but 

missing the down-top communication. In short, if there was a better relationship between 

the people in the organization, there would have been less focus on roles and more focus 

on people (Rauwald, 2018).  

 

2.3.2.4. The Guided Missile 

In this corporate culture, there is a strong prominence in egalitarian mindset while being 

task oriented with the aim of pursuing the goal of the organization. The equality within 

the organizational culture leads to all team members having equal respect given as well 

as status. The guided missile corporate culture has been especially observed in Toyota’s 

manufacturing plant in the UK, focusing on the projects as well as allowing the front-line 

workers to input with improvements (Shook, 2010). 

2.3.3. Linking Organizational Culture with Authentic Leadership 

Organizational culture is the shared set of values, norms, guiding beliefs and 

understanding by the organizational members (Schein, 2004, p. N/A). The necessity for 

an organizational culture within a corporation enables a common understanding of the 

commitments within and serves a collaborative mechanism that supports the stability of 

the social system (Robbins, et al., 2017, p. 462). 

Authentic leadership is a contemporary practice that includes ethics and trust as the main 

characteristics of leadership (Avolio, et al., 2004, cited in Schedlitzki & Edwards, 2014). 

The key principle of an individual with authenticity attributes is to have an understanding 

of oneself in terms of identity and values thereby to act upon those (Robbins, et al., 2017, 

p. 346). 
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Organizational culture is a learned behavior oftentimes shaped by the leader focusing on 

the moral aspect of being a leader also taking into consideration ethics and trust. And 

According to (Schedlitzki & Edwards, 2014, p. 196), “membership of a culture is 

achieved through adaptation and integration of the group’s set of values and beliefs into 

the self…” Exchange of trust, acting ethically and behaving in a moral attitude are 

considered as the fashion in which people within the organization interact with one 

another. Building a culture is not by observing and adapting through people’s behavior 

but rather by the leader to model the behavior they wish that an organization will reflect 

(Whitehurst, 2016). Hence authentic leadership is about doing the right thing and not 

about doing things right, being the main difference between management and leadership. 

In concluding words, the organizational culture is identified and designed by the leaders, 

usually being charismatic founders or CEOs which then promotes this new organizational 

culture by aligning with the organizational processes, while the management’s objectives 

are to work within the culture (Schedlitzki & Edwards, 2014, p. 202).  

 

2.4. Social identity 

It is not outlandish to assume that humans exhibit emotional acknowledgment towards 

success or failure of any event occurring in their life. Considering that fact that, it is nearly 

impossible for human beings to survive alone in this world, humans recognize the urgency 

of forming a group or more either formally or informally. Formal groups are defined by 

the organizational structure where relationships are based on designated work assignment 

tasks, to achieve common organizational goals. Informal groups, on the other hand, can 

neither be determined by the formal relationships nor organizational structures (Robbins, 

et al., 2017, p. 242). These informal groups are formed naturally to answer the need for 

social contact. Social identity theory postulates that the reason why people characterize 

their own identities in relation to their social groups and that such identifications work is 

to secure and reinforce the self-identity (Tajfel, 1972; Tajfel, 1978; Tajfel & Turner, 

1979, cited in Islam, 2014, p. 1781). Social identification is the procedure by which 

individuals identify themselves with a specific group and take pride in being a member 

of that specific group and organization (Tajfel & J.C, 1986, p. 283) 

In line with this statement, prototypicality becomes increasingly influential when 

individuals are more actively attached to their group, hence strongly affecting member’s 

perception, assessment, and advocacy towards leadership. As a result, members within a 

specific group who best represent the group characteristics and show prototypical 

behaviors are likely to emerge as leaders and perceived to be more effective than others 

within the group (Hogg, 2001, p.191). In fact, when leaders are more authentic they tend 

to show a higher level of sincerity and honesty to their followers which ultimately 

contributes to follower’s social identification. In addition, being transparent and 

accountable for what actions authentic leaders take and also acknowledging their own 

drawbacks positively encourage the value and beliefs of the followers (Avolio, et al., 

2004, p. 807) and increases follower’s positive emotional attachment towards the leader 

and the organization by establishing strong emotional bondage (Ashman, 2006, p.6-7). 

 

The Social Identity concept was first presented by Tajfel in 1972 where he posited “the 

individual’s knowledge that he belongs to certain social groups together with some 

emotional and value significance to him of this group membership”. So, the fundamental 

idea of social identity theory is that any social identity such as workgroup, nationality or 

political party where one belongs or thinks he or she belongs, answers the question of 
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who that person is by outlining the characteristics of the category. The authors of this 

thesis highlight two elemental socio-cognitive processes namely (1) self-categorization 

and (2) self-enhancement in the context of social identification that are fundamental to 

discuss in regard to understanding the mediative role of social identification between 

authentic leadership and effective employee emotional commitment. 

2.4.1. Self-categorization 

Categorization is a fundamental psychological procedure which works on social and 

nonsocial factors alike, to feature and bring into center those facets of experience that are 

abstractly significant in a specific setting. Self-categorization of self as well as other 

people lower individual’s ambiguity about themselves as well as other people and about 

how they and others may or should carry on in explicit social settings (Hogg & Terry, 

2001, p. 5). Furthermore, Social-categorization of self as well as other people into in-

group and out-group highlights the apparent likeness of the objective to the applicable in-

group or out-group prototype (subjective representation of highlights that depict and 

endorse characteristics of a particular group) (Hogg & Terry, 2001, p. 5). When the ‘self’ 

is collectively defined by social-categorization, individuals tend to perceive collective 

interest as their own interest and encouraged to devote themselves towards collective 

good (Van Knippenberg, et al., 2000, p. 78). This self-categorization encourages 

individuals to promulgate from their unique identity and accept the prototypicality 

through the ‘Depersonalization’ process. This depersonalization process, as a matter of 

fact, may enable members of a group to act in a certain way that best represents the group 

and thus develop the individual as well as collective commitment towards the 

organization. Self-categorization does not just depersonalize self-perception yet goes 

further in changing self-conception and internalizing all aspects of one’s mind, 

sentiments, and practices to the in-group model (Hogg & Terry, 2001, p. 187). In fact, it 

changes what individuals think, feel, and do. To summarize, development of authentic 

leadership largely depends on a strong basis of identity where leaders possess clear 

understanding of their values, needs, abilities, and expectations, otherwise without having 

a clear vision,  it becomes difficult to develop oneself as a person and as well as a leader 

(Avolio, et al., 2004, p. 79).  

2.4.2. Self-enhancement 

Social identity and intergroup behavior as per social identity theory are guided by the 

quest for positive social identity through constructive intergroup distinctiveness, which 

therefore is motivated by the requirement for positive self-esteem (Hogg & Terry, 2001, 

p. 4). Other than self-enhancement, social identity process is also motivated by the 

obligation to diminish the idiosyncratic uncertainty of individual perception, attitude, 

feeling, and behavior. Since ‘self’ in the social identity process is determined by the group 

association, self-enhancement contemplate that, individuals tend to favor their in-group 

over the out-group. Therefore, the inspiration to accomplish and keep up a constructive 

feeling of self or self-esteem implies that individuals will, in general, make intergroup 

examinations that favor the in-group, and they will, in general, see standards and 

generalizations that accomplish this objective (Hogg & Terry, 2001, p. 17). Besides, self-

enhancement allows individuals to escalate their self-worth by comparing themselves 

with out-group.  
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2.5. Social Identity in Leadership 

Hogg & Terry (2001, p. 195) assert that, the social identity theory considers leadership 

as a group process which emerges from the self-categorization and depersonalization 

process. They also proposed three processes namely; prototypicality, social attraction and 

information processing that function conjointly to make prototypicality an extremely 

important foundation of leadership in regard to social identity salience. In the next 

section, we particularly shed lights on two of the most crucial processes of social identity 

theory; ‘prototypicality’ and ‘social-attraction’ that play significant roles in developing a 

leader’s authentic identity which in turn promotes organizational commitment by 

strengthening the leader-member relationship. 

 

2.5.1. Prototypicality 

When group membership is psychologically prominent, it is evident that individuals, as 

well as other members within a group tend to depersonalize their perception and cognition 

that gets affected in order to establish in-group concurrence (Hogg & Terry, 2001, p. 189). 

Besides, in salient groups, individuals are profoundly aware of prototypicality, as it is 

simply the premise of observation and assessment of self and other individuals within the 

group. Consequently, they notice and react to even exceptionally precise contrasts in how 

prototypical members are; there is a plainly seen inclination of prototypicality inside the 

group, with a few people apparent to be more prototypical than others (Haslam, Oakes, 

McGarty, Turner, & Onorato, 1995; Hogg, 1993, cited in Hogg & Terry, 2001, p. 189).  

Within a salient group, individuals who are seen to possess the most prototypical position 

are seen to best encapsulate the practices to which other, less prototypical, individuals are 

accommodating. There is a view of differential influence within the group that, with the 

most prototypical individual seeming to practice influence over less prototypical 

individuals. It is evident that the longer an individual holds a prototypical position the 

stronger his or her influence on the members of that particular group.  

Now, a question can be raised that what prototypicality has to do with authentic 

leadership? It can be argued from a general sense that, depersonalization of individual 

identity for the sake of the salience of one’s own group requires the prototype leader to 

act in certain ways which are being developed based on mutual trust, understanding, and 

in-group member commitment. A prototypical leader thus tries to reduce the power and 

positional distance within the leader-follower relationship in order to get support and 

acceptance from other members inside the group. Consequently, being ethical and selfless 

actions from in-group individuals more likely to encourage the leader to embrace 

authentic characteristics such as self-awareness, rational transparency, balanced-

processing, and internalized moral perspective and to transfer it to others as well while 

being the prototypical leader.   

2.5.2. Social attraction 

Dissimilar to individual attraction, which mirrors the rewardingness of somebody's 

conduct, social attraction mirrors an individual's apparent prototypicality. Group 

individuals who appear to be more prototypical are increasingly prevalent, in a sense that 

they create stronger sentiments of social attraction in others (Moreland et al., 2001, cited 

in Hogg & Terry, 2001, p. 97). Individual and social attraction are seemed to be 

correlated, in light of the fact that group prototypes as often as possible incorporate 



 

23 
 

characteristics that are engaging everybody, both inside and outside of the group. The 

person who holds on to the most prototypical position likely to influence others because 

of their social attractiveness and tend to achieve conformity on suggestions and proposals 

they make (Hogg & Terry, 2001, p. 205).  

Researchers have found that ‘liking’ increases the conformity of request. Meaning that 

when humans like someone they generally tend to agree with the person and try to comply 

with any suggestion or offering that the person makes. Thereby, in this way the most 

prototypical leader is able to practice his or her leadership by gaining quick compliance 

over matters than others.  This ‘attraction’ towards leaders can be utilized in a positive 

way. A leader who considers himself or herself not only a leader but also acknowledges 

authenticity in leadership tends to work more on developing themselves by being self-

aware and reflecting continuously on their core values, identity and emotions (Luthans & 

Larson, 2006, p. 85). According to (Kernis, 2003, p. 14) “Authenticity is not reflected in 

a compulsion to be one’s true self, but rather in the free expression of core feelings, 

motives and inclinations”. In line with this statement, being authentic by expressing freely 

of one’s values and feelings may inspire members who support and like the leader, 

thereby act accordingly to promote authentic behavior in organizational culture. 

 

2.5.3. Social Identity perspective and Authentic Leadership  

Since the emergence of authentic leadership, it has been defined in different ways based 

on its perceived importance, but the core idea of ‘know thyself” however remained the 

same. The term emphasizes the fact that one should be true to oneself and remaining true 

to one’s self. According to (Avolio, et al., 2004, p. 804), an authentic leader is someone 

who is deeply concerned not only about the way they behave and think but also aware of 

others’ values as well as moral perspectives and knowledge. Authentic leaders tend to 

develop a deeper sense of what their responsibilities are and how to act morally and in 

the best interests of others (May, et al., 2003, p. 252). This relational development process 

which shapes the development of leaders, as well as followers, happens through a leader’s 

character and dedication. In the opinion of Avolio and Gardner (Avolio & William, 2005, 

p. 330), leaders’ characteristics and example of being authentic successively motivate 

followers by ‘creating meaning and positively socially constructing reality for themselves 

and followers.’ The above-mentioned statement yet does not seem to be convincing when 

it comes to mediocre followership. It has been observed that followers having less self-

certainty tend to identify themselves more with the authentic leader and strongly endeavor 

leader’s characteristics as their own (Gardner et al., 2005, p.360). But Ford and Harding 

(2011, p. 468) argue that the characteristics possessed by mediocre followers are 

considered to be inauthentic since those characteristics are not their own and therefore do 

not allow to express one’s core self. 

(Avolio, et al., 2004, p. 807) On the other hand contend that, while dealing with followers, 

authentic leaders create a deeper sense of high moral values and demonstrate foremost 

honesty and sincerity thereby contributes to increased social identification of followers. 

In this way, an authentic leader develops a strong connection and sense of belonging with 

the followers thus contributing to employee’s increased emotional commitment towards 

the organization as well as the leader. Furthermore, it is recognized by the authentic 

leaders that their ethical behavior delivers a firm message to the followers and influence 

what they do, how they think and more importantly how they make decisions and act on 

a given context. According to the social identity perspective, an authentic leader is not 
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only concerned about their own self but also deeply aware of others’ values thereby able 

to encourage collective behavior through strong employee commitment. This, in turn, 

enables followers to act collectively towards building a robust organizational culture even 

in the absence of incentives and monetary rewards (Burns, 1978, p. N/A)  

 

2.5.4. Linking social identity to Organizational culture 
 
Identity and organizational culture are firmly related to each other in a manner that 

identity develops a mentality of determining different ways of doing things. It is evident 

that organizational culture has a strong relationship with the performance of individuals 

and organizations and explains the existence of an organization's intergroup comparison, 

competition and productivity (Schein, 1992, cited in Cheung, et al., 2010, p. 748). The 

organization is structured by groups, group norms and group categories that the theory of 

social identity can describe since individuals tend to be classified into social categories 

or groups. 

Every so often, people consider themselves as group members or more specifically obtain 

social identity rather than obtaining personal identity. When a social identity becomes 

salient for people and they start representing themselves with reference to that specific 

social identity, (1) they tend to ignore the differences among themselves through 

‘depersonalization’ process and perceive themselves and others as ‘reciprocal’ (2) start 

distinguishing between in-group and out-group members (3) share common objectives 

and act in accordance with the group norms, and finally (4) perform collectively to 

advance group interests. In fact, when individuals find a strong connection between them 

and the social group or organization, it is evident that they are more customer oriented, 

creative and perform in a higher level (Van Dick & Kerschreiter, 2016, p. 365) 

Organizational identification is the sense of belonging to the organization or a form of 

employee attachment (Cheung, et al., 2010, p. 751). In line with this statement, several 

individual studies exhibited positive relationship between identity and creativity (Hirst, 

et al., 2009, p. 967), customer orientation (Wieseke, et al., 2007, p. 270) and other factors 

which exert that social identification brings positive outcome for groups and 

organizations since individuals become more committed and productive (Van Dick & 

Kerschreiter, 2016, p. 366). According to The leader-identity-transfer model, seen below, 

leaders tend to act as a role model for the followers when they strongly identify 

themselves with the group or the organization. Once they strongly identify themselves, 

they tend to act and perform more on behalf of the organization instead of their own 

interest. Besides, they try to explore new ways to create a ‘good’ organization by 

emphasizing on an effective and communicative vision. In this way, a leader 

collaboratively with his or her followers establishes an organizational culture that enables 

a common understanding of the core values and permits its members to be more creative 

and open-minded  which in turn strengthens employee commitment (Robbins, et al., 

2017, p. 462). 
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Figure 3 (Van Dick & Kerschreiter, 2016, p. 368) 

2.6. Leader-member exchange theory 

The leader-member exchange theory abbreviated as LMX-theory was earliest described 

and developed in the works of (Dansereau, et al., 1975, p. 71) stating that the member 

exchange between leaders was influenced by two factors; dependability and support. The 

superiors perceived the members of the organization as more reliable and carrying than 

the people hired to do short-term work. On the other hand, the members of the 

organization had a higher productivity rate as well as a stronger commitment and carried 

out many more tasks than they were told to. This leader-member relationship was driven 

mainly by the support from the superior.  

The theory suggests that the leader explicitly classifies the follower as an "in" or "out" 

group defining the relations between a leader and a specified follower, and that 

relationship is perceived to be relatively established over time (Robbins, et al., 2017, p. 

339). The in-group characterizes members of the team who are most trusted by the 

supervisor, as the team members are observed, to be honest, and reliable. In this 

relationship group, the leaders dedicate more resources such as time, attention and support 

with the aim to provide promotions and improvements (Graen & Uhl-Bien, 1995, p. 227). 

In addition, the leaders select members to be found within the in-group based on some 

demographic, attitude and personality traits that have commonality and similarities to the 

leader (Robbins, et al., 2017, p. 339) and their work-ethic (Graen & Uhl-Bien, 1995, p. 

229). Differently, the out-group relationship between leaders and followers is 

characterized by a low set of trust, commitment and appreciation to the leader (Graen & 

Uhl-Bien, 1995, p. 227) which will result in lower performance, lower level of job 

satisfaction, and poor work opportunities for followers (Schedlitzki & Edwards, 2014, p. 

63). 2 

                                                      
2 https://www.mindtools.com/pages/article/leader-member-exchange.htm  

https://www.mindtools.com/pages/article/leader-member-exchange.htm
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Figure 4; (Northouse, 2016, p. 138 cited in Graen & Uhl-Bien, 1995) 

The relationship exchange between leaders and members within an organization is based 

on different factors mentioned in the work of (Graen & Uhl-Bien, 1995, pp. 227-228) 

such as the dyadic role-making being about the new team members that start to work as 

part of the team on projects and tasks. Herein, the leaders have an expectation that the 

new team members work dedicatedly and to be reliable as they become accustomed to 

their new role (Winkler, 2010, p. 51). What is more, the communication frequency 

between the leaders and followers determine in which relationship group they will lie in 

(Kacmar, et al., 2003, p. 767). In addition, the leader-member value agreement is one 

factor that amplifies the relationship and varies as the quality of the relationship changes 

(Graen & Schiemann, 1978, p. 211). Along with the communication and the role-making 

within the dyadic relationship, the amount of trust between the leader and follower 

enhances the relationship (Winkler, 2010, p. 48). Last but not least, the performance of 

the leader as well as the members in terms of a strong emotional commitment strengthens 

the leader-member exchange relationship (Winkler, 2010, p. 52).  

2.7. Linking Leader-member theory to authentic leadership 

All these factors, in turn, will influence the job satisfaction from the member’s point of 

view – in other words, the better the relationship between the leader and the members, 

the better the state of comfort.  Aforementioned, the performance of both the individual 

leader and the individual members of an organization created by a strong emotional 

commitment will, in the end, build a resolute organizational commitment (Aghdasi, et al., 

2011, p. 1973). Having an organization with a high level of job satisfaction and 

commitment leads to an attractive work environment and according to (González-Romá, 

2016, p. 16), the organization with a high index of LMX tend to have a positive job-
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climate. Consequently, the positive environment at work will lead to empowering 

behaviors such as committing to the decision-making process that positively affects the 

other members within the organization (González-Romá, 2016, p. 28). 

An empirical study administrated by (Lewis, 2011, p. 73) identified that authenticity was 

strongly linked to the efficiency of leadership, and LMX mediated the relationship 

between authenticity and effectiveness of leadership. Leaders who are considered to be 

authentic and responsible, were better able to form positive relationships with their direct 

reports and thereby considered to be effective as well as efficient.  

In conclusive words, for an organization to have a high index in LMX exchange 

relationship, it is mainly depended on the leader and their personality behavior referring 

to the previous section of authentic leadership (2.1.1.). More definitely, referring to a 

leader with a positive-mind and extrovert behavior that leads to improved leadership as 

well as a more likable character. Moreover, a character with a persistent behavior that 

involves better organizational and planning skills as well as discipline together with an 

open-mindedness leads to a supportive and authentic leadership, which may build a solid 

and enduring relationship.  

2.8. The Golden Circle 

The Golden Circle is a model that was earliest presented in leadership practices by Simon 

Sinek, an organizational consultant. The model originates from a mathematical 

relationship that deliberately inspired scholars and practitioners in different areas of study 

(Sinek, 2009, p. 41) due to the applicability. The model consists of three questions that 

set a perspective in clarity; What, How and Why. The model is relevant in many studies 

among others, analyzing the behavioral traits of a leader, the existence of an organization 

as well as a leader and assisting in changing the perspectives of an organization as well 

as of a leader. Relating to the current study of authentic leadership and its role to play in 

emotional commitment and organizational culture, the model provides a clarity of why 

people follow certain leaders as Simon Sinek wrote; why did people follow Dr. Martin 

Luther King Jr. in a movement that changed the entire nation (Sinek, 2009, p. 42).  

The golden circle elaborately explains how leaders successfully inspired people rather 

than manipulating in taking an action (Sinek, 2009, p. 42), because the goal of authenticity 

is to establish a relationship with people who believe in what the leader believes.  

“Why” reflects over the belief of the individual and the “how” reflects over the actions 

of the belief and “what” reflects over the results of the actions taken for the belief. 

Illustrating over an example of an organization; every company or organization has an 

introspection of what they do, the results, hence being very easy to describe the products 

or services. On the other hand, not every company knows how they are running a business 

or how they do what they do – being the differentiating factors. But the purpose, belief or 

cause is rarely understood by an organization or a company, simply reflecting over the 

question of why does the company exist? The purpose is not generating profit, but a cause 

which follows the commitment from the followers. (Sinek, 2009, p. 43).  
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Figure 5; (Sinek, 2009, pp. 41,43) 

Most of the organizations and companies expect some sort of behavior from people 

simply by starting with “what they do” and explaining “how they do” but they are missing 

one simple and important detail – the cause. The behavioral characteristics of the leaders 

who had a strong influence on the world were the cause and belief which created 

followership. Meaning that the interpretation of the golden circle was done in reverse 

order, starting with “why”, “how”, “what”. Simon Sinek explains the reason behind the 

success of Apple Inc. and un-success behind Gateway. As exemplified in the book of 

Simon Sinek, Gateway began selling flat-screen TVs in 2003 but failed to catch the 

market because they clearly defined themselves by the product but did not set a clear 

reason for the consumers to buy a TV from them. On the contrary, Apple Inc. sets the 

vision or belief first that motivates the buyer to purchase; "Everything we do, we believe 

in challenging the status quo. We believe in thinking differently. The way we challenge 

the status quo is by making our products beautifully designed, simple to use and user-

friendly. We just happen to make great computers. Want to buy one?" (Sinek, 2009, p. 

45).  

In concluding words, the successful behavior of an authentic leader is to present firstly 

the belief and values thereby how they go about it which results in the guidance and 

inspiration. That, in turn, decodes to a strong commitment and unity from the followers. 

On the contrary, the model has one single weakness being the formalization of the “Why” 

as it is often confused and misinterpreted with making money. In fact, generating profit 

is not a cause or a belief but a result of an action.   

2.9. Conclusion of the theoretical framework 

Throughout this chapter, the authors of this thesis have tried to answer the problem 

statement by interrelating different theories that influence authentic leadership such as 
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social identity, organizational culture, organizational commitment, Golden circle and 

LMX-theory (leader-member exchange theory). The reasons for utilizing these models 

are described after each section in the theoretical framework and the interconnection 

between them in terms of analysis and discussion can be observed in section 6. In section 

6 which is about analysis and discussion, the data gathered, both primary and secondary 

will be cross-referenced. It is hereby important to have a profound understanding of the 

theories before digging deeper into the subject. 

Summing up on the theoretical framework chapter, the following theories will be focused 

on in order to analyze the role of authentic leadership in fostering emotional commitment 

towards building a collaborative organizational culture. Following the linear thinking 

process introduced earlier; authentic leadership is a sub-category of leadership and is 

about knowing oneself in terms of values and beliefs thereby reflecting those on the 

behavior of others also considering the ethical and moral behaviors. Moreover, if the focal 

person possesses a clear sense of “why”, the prototypicality of social identity of the leader 

will set him/her off as leader of the given followers. Continuously, being authentic and 

having the support from the followers empower a dyadic relationship between the leaders 

and followers. This explained relationship so far enables the employees to have a stronger 

commitment to the organization – empowering an attitudinal commitment. Finally, the 

forming of the organizational culture is a result of the strong emotional commitment that 

has been empowered by the authentic leader as referred to figure 1. 

3. Methodological Assumptions 

In this chapter, a detailed overview of methodology will be presented with justified 

arguments of the methodological choices that correspond to the research question. There 

are different models in methodology to follow from different authors relating to the 

structure of the paper among others, the research guide consisting of 8 points by (Bryman, 

2012, p. 79) of planning a research project and formulating research questions. 

Furthermore, different authors of methodology studies perceive different terminologies 

for presenting similar concepts.  

Burrel and Morgan (1979) for instance presented in the sociological paradigm and 

organizational analysis (Burrell & Morgan, 1979, pp. 1-37), identified a model objective 

based on four main identities of sociology; (1) Objective - regulation explaining the 

rationality in human behavior as well as understanding organizational systems through 

hypothesis, (2) Subjective - regulation elaborating on the interpretation of the human 

behavior within organizations, (3) Subjective - Radical Change illustrating the ability of 

change of an individual within an organization that can unveil the human potential, (4) 

Objective - Radical Change dominate the radical changes within an organizational 

context.  

The terminologies utilized in this paper is based on the perception of Saunders due to 

more coherent and clear perspective in an orderly fashion before targeting the core point 

of the onion of data collection (Mohamad & Bakhit Al Zefeiti, 2015, p. 2). The research 

methodology follows a chronological order according to the onion model of (Saunders, 

et al., 2009, p. 108); starting off with research philosophy followed by the approach to 

theory development leading to the research design selected for undertaking this research. 

Thus referring to a systematic way of conducting research methodology (Sahay, 2016, p. 

1). 
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Figure 6; (Saunders, et al., 2009, p. 108) 

3.1. Research Philosophy 

An important part of the research methodology is the research philosophy which can be 

classified into three categories; ontology, epistemology, and axiology. These 

philosophical choices empower to choose which approach ought to be embraced by the 

authors deriving from the research question and defining the reason behind the chosen 

approach (Saunders, et al., 2009, p. 109). Following a more comprehensive and detailed 

view of research philosophy, determining the outlook of the necessity of authentic 

leadership within organizations through which methodological lens ranging from 

objectivism to subjectivism.  

These three main research philosophies will be gone through, firstly by an ontological 

perspective and the relevance to the study by analyzing the nature of the study, afterwards 

viewing the thesis topic through the epistemological point of view and justifying the 

choice of good quality data and lastly digging into axiology by examining the values of 

the research. 

3.1.1. Ontology 

Founded on the nature of reality, ontology is based on both subjectivism and objectivism. 

One demeanor of ontology, objectivism depicts that, the position that social objects hold 

on as a general rule is independent of social actors. Subjectivism, on the other hand, is 

concerned about the social phenomena which are risen up out of the perceptions and 

outcomes of those social actors concerned about their reality. According to the SAGE 

Online Dictionary of Social Research Method (Al-Saadi, 2014), ontology is an idea 

concerned about the presence of, and connection between, various parts of society, for 

example, social actors, social standards and social structures. Besides, ontological issues 

are concerned about inquiries related to the sorts of objects that exist within society. To 

put it in a simple way, ontology concerns our faith regarding the sort and nature of the 

real world and the social world (what exists).  
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The ontological perspective of authentic leadership was examined in relation to the 

research purpose and the research question with the intention of determining the nature 

of reality. The study of authentic leadership is observed to be subjective due to the fact 

that there are different realities and definitions on it. As Ralph Stogdill (1974, p. 259, 

cited in Bolden, et al., 2011, p. 2) determined in a review of leadership literature that, 

“almost as many definitions of leadership as there are persons who have attempted to 

define the concept”. Meindl et al (1985, p.78, cited in Bolden, et al., 2011) on defining 

leadership, stated that “It has become apparent that, after years of trying, we have been 

unable to generate an understanding of leadership that is both intellectually compelling 

and emotionally satisfying. The concept of leadership remains elusive and enigmatic”. 

Therefore, it can be argued that there has been a longitudinal development on the 

leadership study with progressive improvement.  

3.1.2. Epistemology 

Epistemology is about speculations of learning and how we come to know about things. 

While ontology alludes to the idea of learning and reality, epistemology concerns the very 

premise of information whether this is hard, genuine, and transmittable in a solid structure 

or whether it is softer and introspective in light of individual experience and knowledge 

(Cohen et al., 2006, cited in Dieronitou, 2014, p. 5). The term ‘epistemology’ evolved 

from the ancient Greek verb ‘epstime’ which intends to realize something great; to have 

embodied something by encountering, therefore, indicating a close relationship between 

the knower and the known (Cohen et al., 2006, cited in Dieronitou, 2014, p. 5). Thomas 

on the other hand (Thomas, 2009, p. 209:87) delineates “If ontology is the study of what 

there is or exists in the social world, epistemology is the study of our knowledge of the 

world.” However, ‘positivism and ‘interpretivism’ can be referred to as two 

epistemological positions where the former states that social research should attempt to 

follow the techniques used for science and be as objective and as neutral as possible. The 

latter, on the contrary, agrees that the world is constantly changing and so the meanings 

thus nothing can be objectifiable. This view of ‘interpretivism’ opposes the view of 

‘positivism’ by considering multiple and changing realities.  

Epistemology is about what is considered to be acceptable knowledge and since the nature 

of reality was based on socially constructed interpretation of authentic leadership, the 

knowledge gathering was based on the opinions deriving from individuals and context 

specifics. For the completion of the study around the necessity of authentic leadership in 

order to develop commitment and transparency to increase organizational performance, 

case studies and interviews were utilized to form a better comprehension of authentic 

leadership which provides a greater sensible and flexible worldview (Anderson & Kragh, 

2010) cited in (Ridder, 2017, p. 301).  

3.1.3. Axiology  

Axiology is the art of investigation into human qualities. This empowers individuals to 

distinguish subjective value frameworks that impact their recognition, choices, and 

actions (Schoof, 1999, cited in McGregor, 2011). Axiology is an individual's' preferred 

investigation of essential values. It is a science that brings order to ordinary good choices 

and value decisions – to individuals' value world (Hartman, 1967, p. N/A). In fact, 

axiology advises individuals what to focus on, what is critical to them, and it illuminates 

their preferences and biases. It quantifies how individuals think and see things as opposed 

to what they are considering (Hartman, 1967; Schoof, 1999). Contending that researchers 
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exhibit axiological expertise by having the capacity to verbalize their values as a reason 

for making decisions about what research they are conducting and how they approach it 

(Heron, et al., 1997, p. 9). All things considered, one will show one’s own values at all 

phases in the research process. The individual choice of choosing one topic over another 

is the reflection and demonstration of one’s inherent value (Saunders, et al., 2009, p. 116).  

As the subject of the study is based on socially constructed opinions, thereby gathering 

case studies to compose a more flexible and realistic worldview, the relevance of axiology 

and role of values play a major role in the finalization of the study. Relating to the 

subjectivity of the study being constructed by social interpretation, the meanings, and 

findings from the interviews, case studies, and the scientific papers are then interpreted 

to the context of authentic leadership being integral and reflexive (Saunders, et al., 2009, 

p. 111). Although it has to be mentioned that even though the research is subjectively 

interpreted, the authors of the research strive to maintain the objectivity of nature in by 

being free from the influence of the researchers’ biases. 

3.1.4. Positivism  

Positivism, a methodological philosophy in quantitative research paradigm under 

objectivism epistemology is the application of natural science to determine the study of 

social science (Crotty, 1998, p.8-9, cited in Pham, 2018, p. 3). In line with the above-

mentioned statement, the evidence is a must for the support and interpretation of any 

phenomenon in reality. This paradigm contributes by providing researchers with a firm 

understanding of the phenomenon based on empirical tests such as questionnaires, focus 

group discussions, sampling. Insights provided by positivist researchers in this regard, 

however, may have a high standard of reliability and validity (Cohen, 2007, cited in 

Pham, 2018, p. 3) and can be generalized to a large extent (Johnson & Onwuegbuzie, 

2004 cited in Pham, 2018, p. 2). Even though this paradigm is considered to be reliable 

and evidence-based, this theory consists of perceiving one true reality hence cannot be 

considered as a methodological philosophy for this thesis since the authors believe that 

‘leadership’ and “leadership theory” is not based on one true reality rather it operates in 

multiple realities depending on the ‘context’. Moreover, the inapplicability of positivism 

is based on the fact that it relies on quantitative empirical tests. 

3.1.5. Realism 

Realism research philosophy depends on the concept of autonomy of reality from the 

human mind. This philosophy depends on the hypothesis of a logical way to deal with the 

improvement of knowledge. Realism is a part of epistemology which is like positivism 

in that it accepts a logical way to deal with the improvement of knowledge. This 

presumption supports the gathering of information and the comprehension of that 

information. This importance becomes clearer when two types of realism are 

differentiated; direct realism and critical realism. Direct realism depicts that, what we see 

is what we get. More precisely, whatever we experience through our senses depicts the 

world precisely (Saunders, et al., 2009, p. 114). Critical realism, on the other hand, 

contends that people do encounter the sensations and pictures of this present reality. As 

per critical realism, sensations and pictures of this present reality can be beguiling and 

they more often do not generally depict this present reality.  

Leadership can be associated with Edgar Schein’s model of Organizational culture. The 

model illustrates the metaphor of an iceberg embodying a bigger part under the water, 
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being invisible. The top of the iceberg represents the artifacts that indicate the qualities 

of the organization which can be effectively seen, heard and felt by people. This part of 

the iceberg deals with the organizational values such as the culture, the common goals, 

activities, and routines of the organizational process. The fundamental value of the model 

describes the expectations of the organization as well as perceptions, thoughts, and 

feelings that appear within the organization. Concerning the association of leadership 

with Edgar Schein’s model, leadership characteristic consists of the “whole picture” 

expressed by all three factors. Referring to the definition of direct realism outlining “what 

we see is what we get” (Saunders, et al., 2009, p. 114), which can represent the leadership 

attributes, portraying the whole picture. Herein, the artifacts define the charisma, body 

language and the way of communication; the values can be referred to the usual behavior 

and the characteristics of the leader; the fundamental values being hidden can be referred 

to the occasional characteristics “behaviors on the best/worst days”. Additionally, the 

leadership studies oppose the perception of critical realism specifying “what we really 

see are sensations, which are representations of what is real” (Saunders, et al., 2009, p. 

115). In other words, leadership studies, more specifically, Authentic Leadership can be 

connected to realism to some extent in a sense of “what we see is what we get”. An 

example of realism would be the historic speech of Martin Luther King Jr. displaying 

authentic leadership by the pursuance of his own belief which caused an entire nation to 

change – as his belief was targeted to people who shared what he believed (Sinek, 2009, 

p. 162).  

3.1.6. Pragmatism 

Pragmatism is a philosophical term that highlights the practical outcome of an action, 

derived from acceptance from a belief (Rylender, 2012, p. 3). The embodiment of 

pragmatist ontology is action and change; people acting in a world which is in a steady 

condition of becoming. Blumer (1969) cited in Rylender, 2012, p. 20) claims that “the 

center of society lies in a continuous procedure of action - not in a placed structure of 

relations”. Without action, any structure of relations between individuals is pointless. 

Concerning the fact that pragmatism is built upon human experience, the target of 

pragmatic studies is to determine multiple factors that are associated with human action 

in a particular situation (Salkind, 2010, p. N/A). Pragmatists, therefore, accept that there 

is no certainty of their investigation since nothing is certain in this world. According to 

William James, a focal figure in pragmatic philosophy acclaimed that, “a pragmatic study 

does not suggest an abstract and fixed principal and does not pretend that there is only 

one truth in the world” rather it defines terms by the utilization of human experience. In 

fact, it is believed by the researchers undertaking a pragmatic philosophy that, the 

research itself is convenient to reform human ecological conditions (Salkind, 2010, p. 

N/A).  

A pragmatic approach in research entails using any methods that are convenient to the 

research problem and also includes a mixed method where researchers have the autonomy 

to choose any of the methods, techniques or approaches related to qualitative and 

quantitative research. In relation to authentic leadership studies, mixed methods are used 

to justify the research in terms of both qualitative and quantitative research strategies 

(Morgan, 2014, p. 1). In fact, pragmatic researchers perceive that every method has its 

limitation and different approaches to research problem might be reciprocal. Conducting 

the research on the area of examining “The significance of having authentic 

characteristics within a leader for empowering employee’s emotional commitment 

towards building a solid organizational culture through leader-member relationship”, 
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only qualitative methods are gathered to analyze the relationship between the themes as 

a descriptive study. Taking authentic leadership into account, this pragmatic approach is 

excluded due to the fact that there has been utilized one method being qualitative case 

studies and interviews. Leadership is a study that cannot be put into numbers and has 

different realities based on the context and not being generalizable, hence the use of 

qualitative studies (Bolden, et al., 2011, p. 2).  

3.1.7. Interpretivism 

Interpretivist paradigm is initially grounded on the basis that strategies used to understand 

knowledge identified with human and sociology, cannot be comparable to its utilization 

in physical sciences since human deciphers their reality and afterward acts dependent on 

such elucidation while the world does not (Hammersley, 2013, p. 26, cited in Pham, 2018, 

p. 3). Subsequently, interpretivist comply with a relativist philosophy in which a single 

event may have different interpretations instead of a fact that can be dictated by a 

procedure of measurement. According to the interpretivism perspective, researchers, in 

general, tend to increase a more profound comprehension of the event and its multifaceted 

nature in its particular setting rather than trying to establish a general base of 

understanding for the entire population (Creswell, 2007, cited in Pham, 2018, p. 3).  

Interpretivism paradigm consists of two intellectual perspectives; phenomenology and 

symbolic interactionism (Saunders, et al., 2009, p. 116). Phenomenology explains the 

way in which the world view is perceived and interpreted by people and on the other 

hand, the symbolic interpretivism defines the constant change in interpreting the 

worldview due to the fact that “we interpret the actions of others with whom we interact 

and this interpretation leads to adjustment of our own meanings and actions” (Saunders, 

et al., 2009, p. 116)  

The appropriate research philosophy to be used in this thesis is interpretivism also arguing 

that understanding the differences between humans in our role as social actors thereby 

gaining a deeper understanding of the themes connected to Authentic Leadership. 

Furthermore, as leadership is an evolving and ongoing study with changing attributes 

over time, (Keller, 2006, p. 208) hence the interpretation and apprehension on authentic 

leadership adjusts in time and among people. 

3.2. Research Objective  

Conducting the research on the necessity of authentic leadership in developing an 

organizational culture through commitment is considered a subjective topic based on the 

fact that there are different perspectives to it all depending on the viewpoint of an 

individual and “the theories and models upon which these [leadership] practices are 

based still tend to be couched in a very individualistic notion of leadership whereby it is 

conceived of as a property of the ‘leader’” (Bolden, et al., 2011). 

More specifically, the research follows a combination of interpretivism and social 

constructivist point of view where the latter is important to describe the abstract and 

personal understanding behind the social actor’s activities for a deep dimensional 

understanding (Saunders, et al., 2009, p. 111). Furthermore, it is important to understand 

the differences between the actors in a given society (Saunders, et al., 2009, p. 116) 

referring to interpretivism, herein also understanding the difference and relationship 
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between the different stakeholders in an organization mainly being employees and 

leaders.  

Considering the research philosophy and its applicability to authentic leadership and 

commitment, the authors’ view on the nature of reality is socially constructed due to the 

individualistic and subjective apprehension of leadership practices which may change 

over time as experienced throughout the years (Gardner, et al., 2011, p. 1125). 

Consequently, doing the research as a descriptive design herein analyzing and 

understanding the relationships between different themes of authentic leadership, the 

acceptable knowledge, epistemology, in the researcher’s view is considered case studies 

and interviews in terms of being pragmatic and to contribute to lessening the gap in the 

current research area. The researchers’ play a role in what is being researched by their 

subjective and individual interpretation of the gathered case studies and interviews put 

together for deriving to a meaningful solution, referred to the axiology research 

philosophy.  

As a conclusive detail to the research philosophy, a small but in-depth sample that 

investigates the behavior of certain leaders have been gathered for the finalization of the 

thesis including case studies and scientific literature classified as qualitative data.  

3.3. Research Approach 

Research questions can be constructed based on problematization viewpoint, herein 

critically rethinking the assumptions behind a certain theory that leads to groundbreaking 

perspectives and questions about a topic as Foucault (1985) cited in Sandberg & 

Alvesson, 2011) described the concept of problematization “endeavor to know how and 

to what extent it might be possible to think differently, instead of what is already known.”. 

There are three types of constructing research question through gap-spotting elaborated 

by (Sandberg & Alvesson, 2011, p. 28); (1) confusion gap-spotting defines to spot some 

sort of confusion in the current literature which contradicts the existing literature (2) 

neglect gap-spotting observing the blind-spot in the available literature through three 

lenses of spotting an overlooked area, under-researched area or areas that lack empirical 

support and (3) application gap-spotting presenting a new angle to the comprehension 

of the topic. Furthermore, constructing a research question based on a combination of the 

different gap-spotting method is considered common for many studies. (Sandberg & 

Alvesson, 2011, p. 31) 

Alternatively, exploring and exploiting the currently existing research, the authors of this 

thesis have observed that some aspects in the current literature have been excluded and 

under-researched, therefore the research ought to be extended. For this reason, an 

abductive approach to theory development has been integrated to improve the current 

theory in authentic leadership. In contrast, with the aim of improving the current research 

by filling the gaps, the theory of (Sandberg & Alvesson, 2011) supported the 

determination of the research approach, being a combination of neglect gap-spotting and 

application spotting consisting of under-researched area within current literature and to 

provide an alternate perspective to an extended and complemented comprehension 

(Sandberg & Alvesson, 2011, pp. 30-31). Therefore the usage of inductive (generating a 

theory) and deductive (testing a hypothesis) is irrelevant in this case (Saunders, et al., 

2009, p. 489). 
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3.4. Research Design  

The research design in a methodology section encompasses the way the research problem 

is addressed as efficient and logical as possible considering the collection, measuring and 

analyzing the gathered data. In line with the abductive research approach to theory 

development, improving the contemporary literature, qualitative data will be gathered and 

reflected over by connecting to the existing data resulting in an improved theory. 

Qualitative data has been selected for the theory development of the thesis due to the topic 

itself and relating the research approach by filling out the under-researched areas and to 

extend the research with more empirical evidence.  

Considering the literature review, the materials gathered to support the research question 

in terms of scientific articles and especially case studies were delineated to not older than 

being the starting point of the research on authentic leadership thus being relevant to the 

current times’ research and practice. In order to explore, exploit and explain authentic 

leadership and its development including the interrelation of other factors such as 

performance, transparency, social identity, commitment, and organizational culture it is 

necessary to have an overview of the historical evolution.  

The underlying element in the research design is to consider the study either as an 

exploratory, descriptive or causal study. An exploratory study is usually conducted to 

attain an improved grasp of a certain problematization hereby to generate a supposition 

or theory defining a specific event. Exploratory studies are usually conducted through 

focus groups and in-depth interviews which provide interesting results that can assist to 

generate a hypothesis. Moreover, the aim of a descriptive study is to explain the behavior 

of a specific phenomenon also to illustrate as well as interpret the relationship between 

two themes, usually conducted via a cross-sectional or longitudinal study which is guided 

by surveys. The last study form being an explanatory study also known as causal study 

emphasizes on explaining the variables between the fundamental factors in an issue. The 

purpose is to determine whether a change in X will cause a change in Y by conducting 

laboratory experiments or case studies in which organizational issues can be formulated 

in the research question thus finding a solution.  

The authors of the thesis are conducting a descriptive research examining and 

understanding the relationships between authentic leadership and commitment as well as 

organizational culture by gathering case studies from different industries and conducting 

interviews. Case studies were used as; ‘a strategy for doing research which involves an 

empirical investigation of a particular contemporary phenomenon within its real-life 

context using multiple sources of evidence’ (Robson, 2002, p. N/A). By gathering case 

studies and interpreting the scientific articles, a more solid comprehension and awareness 

will cover the essence of integrating authentic leadership in achieving strong emotional 

commitment in organizational culture. Interviews were conducted with the reason to 

strengthen the empirical evidence in this study by participants from the practical world. 

The reason for selecting a descriptive study is because of determining the relationship 

between the themes that are connected to authentic leadership being employee emotional 

commitment and organizational culture. For the completion of the study, both interview 

and case studies have been utilized and the multifaceted approach serves a great 

advantage for the data collection providing a broader view of the information (Moran-

Ellis, et al., 2006, p. 48). In line with the problem background and the research topic, the 

descriptive study is more effective to analyze non-quantified topics and issues (Elliot & 
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Timulak, 2005, p. 147). The descriptive study was selected based on the problem 

background of the study because authentic leadership entails various factors and hence 

cannot be studied alone. Therefore choosing the two themes and identifying the 

relationship between. 

3.5. Conclusion on methodology  

To sum up the methodology section, the authors of this paper implemented the qualitative 

strategy which is considered to be based on subjectivism. More specifically, the research 

paper looks through the lens of interpretivism and social constructivism based on the fact 

that, it is important to understand the social actors and their perception on the subject 

matter. As mentioned before, previous studies were conducted but lacked of perception 

of the current linear framework. Therefore, to improve the current literature, an abductive 

approach has been implemented.   

4. Practical method 

This chapter within the thesis paper deals with chosen methods for data collection, the 

structure of the interview and the sampling strategy. In particular, the authors of this paper 

adopted a qualitative research strategy by using both primary and secondary data such as 

case studies and conducting interviews. Both were related to the purpose of the study 

being analyzing the relationship between authentic leadership, organizational 

commitment, and organizational culture. 

4.1. Qualitative method of data collection  

The qualitative research methodology is viewed as reasonable when researchers either try 

to explore a new field of study or plan to determine and speculate noticeable issues. There 

are numerous qualitative methods present in the field of research that contribute to gain 

an in-depth and comprehensive understanding of different issues through its textual 

interpretation. Among different qualitative methods, interviews and observations are the 

most commonly practiced form of data collection. The motivation behind qualitative 

research is to portray and decipher issues or phenomena efficiently from the perspective 

of the individual or population being considered. The choice of methodology is 

coordinated by the questions being raised (Viswambhran & Priya, 2016, p. N/A). 

4.1.1. Sampling Method 

For the purpose of investigating a research issue or topic, researchers ought to choose a 

subset of the population (Collis & Hussey, 2014, p. 131) which is also known as 

‘sampling’. In other words, it can be determined as a group of relatively fewer people 

selected for research purposes from a big population. Members from this relatively 

smaller group are being called as ‘participants’. Sampling can be utilized to make an 

assumption about a population or to make speculation in connection to existing theory 

(Taherdoost, 2016, p. 20). Fundamentally, this relies upon the decision of sampling 

strategy. There are two main sampling techniques namely Probability or random 

sampling and Non-probability or non-random sampling.  

Noticeably, the sampling process in qualitative and quantitative research differ from each 

other (Lapan, et al., 2012, p. 84). In qualitative research method, researchers usually 

prefer to use non-random sampling strategies since it is not possible to use a sample frame 
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and the selection of subjects for the study based on subjective judgment to a certain extent 

(Saunders, et al., 2009, p. 295). However, the sample selected for qualitative studies 

should be carefully assigned as qualitative research questions focus less on 

generalizations and more on detailed contextual behaviors, meanings and interpretations 

of individuals. Probability sampling, on the other hand, is used by the researchers since it 

allows to generalize the results to a broader population (Lapan, et al., 2012, p. 84). This 

technique has the greatest freedom from bias but can be expensive for a given level of 

sampling error in terms of time and energy.  

There are several different sample techniques under both probability and nonprobability 

sample methods. Under probability sampling method, researchers may choose simple, 

stratified, cluster, systematic or multi-stage techniques to accomplish the research process 

whereas, in non-probability sampling, researchers may choose from quota, snowball, 

judgment or convenience sampling. Since the authors of this paper undertaking a non-

probability sampling method, a brief idea would be provided for each of the non-probable 

techniques to justify the adopted technique for this particular paper.  

The quota sampling technique is used when researchers already know in advance how 

many participants would join and who are being chosen based on predetermined 

characteristics whereas in purposive technique, researchers have a specific purpose and 

choose participants based on their special capabilities on the given subject matter to 

answer the research question (Saunders, et al., 2009, p. 235). Snowball technique, on the 

other hand, is used to reach groups of people from the studied network (Collis & Hussey, 

2014, p. 132). This technique is applicable in cases where it is difficult to access a small 

population due to its closed nature. Finally, the haphazard technique is about choosing 

participants based on their availability and immediate response. Since the technique is 

comparatively inexpensive, students tend to use this approach quite often (Ackoff, 1953, 

cited in Taherdoost, 2016, p. 22)  

4.1.2. Secondary Data 

Focusing on the research purpose, analyzing the relationship between emotional 

commitment and organizational culture in relation to authentic leadership, the research is 

conducted through qualitative studies due to the fact that leadership research is quite 

subjective. In order to have strong empirical research evidence, both primary and 

secondary resources have been utilized. The latter reflecting over 3 case studies from 

different sectors conducted both from scholars as well as practitioners in the healthcare 

industry in Canada, Southwest Airlines and some various Spanish companies from 

different sectors. The reason behind choosing these multinational organizations is that 

they have different practices based on different cultures which will provide a world-view 

on the practice of authentic leadership. In addition to that, due to the globalized world, 

the practice of authentic leadership will have to be implemented throughout the entire 

world. Moreover, the selection of companies from different industries was selected based 

on a random selection due to the fact that authentic leadership is a practice subordinated 

under leadership. As long as there is leadership in an organization, there should be 

authentic leadership. 

Different types of secondary data have been utilized throughout this study, and most of 

them are scientific articles that were found through Google Scholar or the University 

Library Database. Apart from the scientific articles, different books have been of 

assistance in terms of building the theoretical framework and the methodology section. 
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The remaining part of the secondary data are webpages that are reliable in terms of date, 

relevancy and practical/scientific approach to the subject.  

The keywords used to complete the search were; Authentic leadership, authentic leader, 

theory of authentic leadership, organizational culture, flexible organizational culture, 

organizational culture theory, organizational commitment, organizational commitment 

theory, and job satisfaction, authentic leadership case study, Social Identity, Leader-

member Exchange Theory, leadership. 

4.1.2.1. Evaluation of Secondary Data 

In business research there is a high emphasis on the quality of the sources as the 

arguments and conclusion of a study is strongly relied on the sources used. Therefore, it 

is ought to evaluate the quality of the used secondary data to ensure high-quality criteria 

for the study.  There are several criteria to go through when evaluating secondary data, 

according to (Mulhern, 2010, p. 1); (1) Accuracy is related to the results being correct 

due to the respondents’ success, (2) Relevancy relates to the importance and accordance 

to the purpose of the study which includes the data collection method, units of measure, 

levels of aggregation, time increments and data format, (3) Data documentation showing 

the data collected and data analyzed throughout the research, (4) Currency and 

Timeliness refers to the time period of the data and how fast the data can be obtained, (5) 

Cost speaks of the tangible costs of obtaining the secondary data and (6) Usage Terms 

are the rights of how to use the obtained data.  

 

In line with this thesis, the authors made sure that the results from each data set fulfilled 

the criteria mentioned above. From the case studies, the authors ensuring that the data 

obtained were accurate by checking the methodology and result section. Thereby reading 

the abstract of each case to assure the relevancy to the current study in terms of purpose, 

data collection, and time value. The data collection was of high importance to observe 

the sampling overview and the success rate of the respondents which increases the quality 

of the data. One major limitation that the authors have set for the case studies is the year 

of publication, not more than 10 years. Since the usage of the secondary data was 

connected with the completion of the thesis in an academic purpose, the right of using the 

data was not breached.  

4.1.2.2. Sampling technique 

In line with the qualitative method for data collection and analysis together with the 

interpretivism research philosophy supporting the study of the role of authentic leadership 

in employee’s emotional commitment and organizational culture, these case studies were 

selected based on a non-probability sampling method. The non-probability sampling 

method is characterized by getting different results every time thus being non-statistical 

(Saunders, et al., 2009, p. 233). Since leadership studies are ongoing research thus 

concluding different results in different situations also having a subjective interpretation 

on the improvement, the non-probability sampling is relevant due to the subjective 

interpretation and the transient development of the study. On the other hand, the non-

probability sampling has better compatibility with the qualitative research study as the 

researchers have more freedom in choosing the respondents that are relevant to the study 

with easier accessibility.  
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Moreover, within the non-probability sampling method, the purposive sampling method 

has been applied because it reflects upon the researchers’ interpretation and judgment to 

select cases that best answer the research questions and purpose. This type of sampling 

method is often used when the number of case studies are small or limited hence selecting 

cases with insightful details and knowledge. More specifically, the purposive sampling 

method has two sub-sampling methods being extreme and heterogeneous cases. The 

former characterizing unusual or special cases that defines extreme outcomes (Saunders, 

et al., 2009, p. 239). The latter characterizing different cases that highlight the key themes 

observable in cases (Saunders, et al., 2009, p. 239). Relevant to the purpose of the study 

being; the role of authentic leadership in employee’s emotional commitment and 

organizational culture, set of case studies from different sectors provides an 

understanding of the similarities of authentic leadership in different circumstances. 

Hence, selecting the healthcare industry in Canada, Southwest Airlines and various 

companies in Spain, suggested by (Patton, 2002) to maximize the variation and define the 

characteristics of the diverse sample.  

4.1.3. Primary Data 
 

4.1.3.1. Sampling Technique 

The sampling technique of non-probability is still used for the completion of the data 

collection, but in the pursuance of conducting the interview, the convenience sampling 

method also known as the haphazard method has been used. The convenience sampling 

method is widely used among researchers within business studies and is comprised of 

easily reachable people. The major disadvantage of this sampling method is that it is 

inclined to biases since cases just show up in the example since they are anything but 

difficult to get (Saunders, et al., 2009, p. 241). However, though, the samples used for the 

interviews are from different sectors and different members of the organization that were 

highly available for the interview which reduces the bias of the sampling method. On top 

that, the respondents are from different cultures and countries which makes the primary 

data more heterogenetic. The heterogeneity of data is advantageous in terms of a large 

variety of respondents. That in terms of the respondents answer to the questions through 

the values and objectives lived by at the organization. 

4.1.4. Structure of the interview 

Qualitative interview according to Oakley is “a type of framework in which the practices 

standards be not only recorded but also achieved, challenged as well as reinforced” 

(Oakley, 1998). Since there are different forms of interview exist, most of them are either 

structured, semi-structured or loosely structured or often known as unstructured 

qualitative research interview.  

A structured interview, also known as the standardized interview is a type of qualitative 

interview method where all the respondents are being asked the same questions by 

following a strict guideline to bypass unfairness during the process of collecting data 

(Saunders, et al., 2009, p. 320). The aim is to ensure accumulated answers received from 

different respondents and often to obtain a specific set of answers (Bryman, 2012, p. 107). 

Withal, this method may not be appropriate in some occasion since it does not provide 

researchers with the freedom to think beyond the guideline. Furthermore, the questions 

may not be properly understood by the respondents, therefore, leave them unanswered. 

However, using a detailed interview guide provides researchers with control over their 
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topic and has the ability to direct inexperienced researchers to conduct a structured 

interview.     

A semi-structured interview on the other hand often regarded as non-structured is a 

commonly used qualitative research method which is not necessarily used in testing a 

specific hypothesis (David & Sutton, 2004, p. 87). The semi-structured interview allows 

researchers to ask additional questions (Corbetta, 2003, p. 270) if necessary along with 

the list of key questions and issues given the fact that the direction of the interview may 

change. This method also permits respondents to think and answer freely. One of the 

advantages of using this qualitative method is that the researcher can dig deeper into the 

given situation by having a detailed discussion with respondents. Nevertheless, a semi-

structured interview might become inconvenient for new and inexperienced researchers 

since they sometimes fail to probe into a situation and thus unable to gather relevant data.   

Unstructured interview, similar to semi-structured interview in a sense that it is also 

widely used during the data collection process of qualitative research method and often 

viewed and considered as flexible as other qualitative research options. In an unstructured 

interview, using a detailed interview guideline is no longer required and most importantly 

respondents are encouraged to provide with detailed information by thinking and 

speaking openly as well as freely. In conducting an unstructured interview, researchers 

do not require any formal training or coaching. Questions are being asked in a way that 

respondents can best reflect on their thoughts and opinions. This, on the other hand, may 

create some problems regarding data collection since the interviewer does not know what 

questions are relevant to ask and sometimes they are unable to realize in which direction 

they should take the interview (Kajornboon, 2004, p. 7). 

Considering the descriptive nature of the paper, we believe that a semi-structured 

interview method would be appropriate in order to conduct the data collection process. In 

line with the abovementioned statement in the previous section, a semi-structured 

interview permits researchers to ask additional questions, hence we do not want to restrict 

ourselves within a rigid interview guideline. It may limit our opportunity to ask additional 

questions related to authentic leadership, employee commitment and organizational 

culture that may arise during the interview process. Since our target respondents are from 

top management and employee level we assume that some interview questions may 

require modification and detailed discussion depending on the respondent knowledge 

level.  

Consequently, the nature of the questions asked is in form of open-ended questions where 

we allow the respondent to freely express him/herself in order to create a sort of 

discussion and to make the impression that the respondent is important in this case. 

Because on the contrast, closed question where the respondents can only express by 

saying yes or no can be very monotonous thus the respondent may not feel any precious 

presence at the interview, nevertheless, the interpretation being very clear. On the other 

hand, a face-to-face interview creates value for the respondents thus leaving a positive 

impression for the presence which allows for a discussion rather than conducting a survey. 

Apart from the advantage of using open-ended questions, the only setbacks are the time 

used for interpretation and the interpretation of the answers itself.  

Concurrently, while using a semi-structured interview, we assure that the interview 

process goes in line with the purpose of the research paper (Sreejesh, et al., 2014, p. 48). 
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To be noted that the interview guide can be seen on appendix 1 which elaborates on the 

questions to be asked to the respondents and the pre-interviewing considerations.  

4.1.5. Sampling overview 

A total of eight interviews will be conducted over a period of around 1 month working 

days via face-to-face and Skype; the latter due to the physical distance from the 

interviewees. Starting on March 28th, 2019, interviews will be carried out until May 1st, 

2019. According to Deakin and Wakefield (2014, p. 5), Skype provides with an 

opportunity to talk to a diverse range of people who are otherwise inaccessible. In fact, it 

is being considered as a conducive way of conducting research within a limited budget. 

To fulfill the purpose of the research and answering the research question, we have 

divided the data collection procedure into two sections (towards leaders and employees) 

Table 7; Sampling Overview 
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in order to get a detailed and deeper understanding of the perceptions, views, and values 

of both the management and employee level.  

The table below shows the number of participants accompanying the interview process 

with respect to their positions and sectors within the organization. The table also includes 

the duration of each interview and the setting as well. Moreover, the table shows the years 

of which the individual has been working at the company. Finally, the location of the 

company will be indicated in the table with the aim to show the variety of culture and 

respondents.  

4.1.6. Transcribing 

Transcribing is a method commonly used for translating audio-recorded interviews into 

a written form using actual words (Saunders, et al., 2009, p. 485). Even though 

transcribing is a time-consuming process, it helps researchers to capture what exactly has 

been said by the participants and in which way they have said it. Consequently, 

transcribing allows researchers to maintain a detailed and accurate track of data collected 

in the interview process. As mentioned in the earlier section that this research paper 

follows a non-probable interview approach, we believe that the transcribing would help 

us to obtain important aspects during the data collection stage. Each interview will be 

audio-recorded and soon after be transcribed into written form. Though to be mentioned 

that the audio-files were deleted after the interview. In case if any of the respondents do 

not want to be recorded, we will take notes instead of in order to continue the interview 

process. To maintain preciseness, collected notes then be sent to the interviewee for cross-

checking (Bryman & Bell, 2003, p. 353). 

 

4.1.7. Thematic Analysis & Coding 

Thematic analysis is known to be the action of singling out the patterns or themes within 

qualitative data. It is particularly convenient for new researchers in qualitative research 

area since this method is considered to be one of the most accessible systematic 

qualitative methods and includes techniques that are prevalent to most of the qualitative 

analysis (Smith, et al., 2009, p. N/A). Braun & Clarke (2006, p. 78) on the other hand 

emphasized on learning thematic analysis as the first qualitative method since, “Thematic 

analysis provides core skills that will be useful to conduct many other kinds of analysis.” 

Furthermore, being not connected to any precise epistemological mindset, thematic 

analysis is treated to be a method in place of methodology which in turn makes it more 

flexible. This method is not just about summarizing data rather it is a method of 

systematic and meaningful interpretation. However, in consonance with (Braun & Clarke, 

2006, p. 84), there are two levels of themes; semantic and latent. In the semantic analysis, 

researchers act more objectively and focus on whatever has been said or noted during the 

interview process and do not intend to interpret different meanings. Latent analysis on 

the contrary “starts to identify or examine the underlying ideas, assumptions, and 

conceptualizations – and ideologies - that are theorized as shaping or informing the 

semantic content of the data” (Braun & Clarke, 2006, p. 84).  

In this thesis paper, the authors approached for a semantic way of thematic analysis due 

to the objective nature of data interpretation. Even though the research is subjective 

oriented, the authors are trying to keep the results objective in order to get rid of possible 

biases that could possibly occur during the data interpretation phase. Moreover, the 

semantic way of interpreting data would allow the authors to adhere to the main research 



 

44 
 

question and the purpose of the paper. In addition, sometimes the responses from the 

participants were given in a way where we had to interpret it as the latent perspective, 

therefore to avoid this bias we were asking additional question to verify to verify their 

meanings. 

In conclusion, the validity of the interviews questions were related to the research 

objectives and purpose presented earlier thus connecting a red thread throughout the 

research paper referred to the operationalization by means of designing the interview 

guide towards both the leaders and the employees.  

4.1.8. Ethical considerations 

When conducting primary data research in either social or business scope, the ethical 

principles are considered to be extensively important in order to avoid any biases such as 

privacy, confidentiality and anonymity concerns (Bryman & Bell, 2007, p. 142). 

Different authors and scholars have defined different set of ethical behaviors that are 

directed towards researchers for example (Saunders, et al., 2009, pp. 185-186) have 

discussed 7 general ethical issues that the researcher has to bear in mind is; (1) Privacy 

of participants, (2) voluntary nature and the right to withdraw from the research, (3) 

Consent and possible deception of participants, (4) maintenance of the confidentiality and 

anonymity of the participants, (5) reactions of participants in collecting data, (6) Effects 

on the usage, analysis and reporting of your data to participants and (7) the researcher’s 

behavior and objectivity. On the other hand, (Diener & Grandall, 1978) cited in (Bryman 

& Bell, 2007, p. 135) in their book have narrowed down the 7 steps into 4 steps covering 

being more simple; (1) harm to participants, (2) Lack of informed consent, (3) invasion 

of privacy and (4) possible deception. 

It is evident that scholars have managed to have similar points on considering the ethical 

issues. In line with the purpose of the study and for the reason of simplicity the authors 

of this thesis have selected the consideration of the ethical issues from the latter source. 

Since the research is about the general methods or behavior of leaders within an 

organization.  

Before beginning the data collection, in the form of an interview, the authors of the thesis 

have made sure to inform the participants about the ethical concern. In deliberate terms 

stating that the personal information, company information and highlighted sensitive 

information will not be disclosed within the data sets. Furthermore, the research study 

was briefly and elaborately explained to the participants in order to create a clear picture 

of the study to the participants and possible questions from them. The interview questions 

were then sent to the participants with a time constraint of a week in advance in order to 

prepare the participants for the interview.  

4.1.9. Truth Criteria 

The consideration of the truth criteria in a qualitative study is extremely important in 

terms of knowing the characteristics of the data of being valid and reliable (Saunders, et 

al., 2009, p. 187). According to the (Chism, et al., 2008), there are four criteria that 

characterizes the qualitative study being; credibility, transferability, dependability and 

reflexivity – being briefly described below and connected to the current research paper. 
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Credibility is the first factor that ensures whether or not the findings are believable or not. 

The authors of the research ought to comply with the participants of the research by 

assessing the validity of the results. Transferability considers the level to which the 

findings can be transferred to other settings, in other words encompassing the level of 

generalizability. The dependability criteria, on the other hand, refers to the findings that 

may vary over time. In other words, the researcher should mention the changes that may 

happen throughout the time and explain how these adjustments affects the research. The 

last quality criteria in qualitative study is the reflexivity which emphasizes on the possible 

biases that occur throughout the research and recognizes them. These biases could be in 

terms of ethical and axiological biases.  

Relating to the current research paper, the credibility criteria was ensured by several 

methods. Firstly, the interviews were transcribed by the help of the recordings as soon as 

possible to ensure that the meanings and interpretations would not be different thus not 

get affected by the researchers’ values and biases. Moreover, the validity of the results 

were interconnected to the latent thematic coding and analysis. Herein, mentioning that 

the unclear responses received were confirmed by asking additional questions. In addition 

to that, the respondents were asked to comment on if there were anything that was skipped 

or unmentioned. On that note, the respondents were also asked if the questions were 

relevant and appropriate to the study. All of which meets the credibility of the research 

paper.  

The transferability of the research paper shows the applicability of authentic leadership 

is most settings based on the common results from the 8 respondent as well as the case 

studies. As a matter of fact, the statement of generalizability is too strong in this case due 

to the fact that one of the major limitations is the time restraints. On the other hand, we 

believe that the knowledge received from the results can be applied in many sectors 

whereas the current as well as the potential leaders can be inspired from. Furthermore, 

the dependability criteria has been considered in this research paper in the sense that, 

leadership and specifically authentic leadership is a transient study which might have 

different characteristics over the next decade. Changes in leadership studies has been 

observed, as mentioned in the theoretical framework, over the course of time. 

The last criteria to be focused on is the reflexivity referring to the recognized biases by 

the researchers. It has to be mentioned that the biases from the researchers’ point of view 

were avoided as much as possible by using the thematic analysis and coding, herein 

mentioning the semantic and latent sampling analysis. By semantic, we mean that the 

findings were interpreted as it was represented by the respondent and the latent describes 

that some unclear answers were then confirmed through elaboration. Finally, stating that 

even though the research is considered to be subjective, the researchers made a pass by 

remaining as objective as possible.  

4.2. Qualitative empirical findings 

In this chapter, the empirical findings from the qualitative studies will be revealed. There 

will be a brief description of each case and each interview which then will be elaborated 

and added further in the analysis section. The structure of the empirical findings follows 

the thematic principle which provides cross-sectional description and analysis of the 

different themes over a case being relevant to the research questions. The findings will 
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first present the summary of the case studies gathered from scientific articles followed by 

the results from the interviews conducted.  

4.3. Case Studies 

4.3.1. Case Study #1 

Wong and Laschinger conducted a study aiming to understand the relationship between 

authentic leadership of managers and the members’ performance as well as the job 

satisfaction through structural empowerment which is referred to availability of 

information and resources. The study was conducted with a random sample of 280 nurses 

working in acute care teaching and community hospitals in Ontario, Canada. The authors 

have chosen a non-experimental, predictive survey strategy which has the advantage that 

the researcher is unable to influence, distort or modify the determinants. Meaning that the 

study concludes on the interpretation, observation or interactions (Thompson & Panacek, 

2007, p. 18). The disadvantage, however, is that the study can be unreliable due to the 

sample collection of not allowing for randomization and manipulation (Thompson & 

Panacek, 2007, p. 18). Relating to the study of analyzing the relationship between 

authentic leadership and key follower outcomes, it is of best interest to observe how 

communication is exchanged between leaders and followers naturally without any 

manipulation. This will help in identifying the true authenticity in leadership.  

The authors of the study firstly administered a literature review in which they go through 

previously conducted research on authentic leadership, structural empowerment and job 

satisfaction as well as performance. The literature review shed light on that the level of 

job satisfaction was highly influenced by the leadership style. Another concluding 

information from previous research is that in order to create an effective work 

environment especially in distressful organizations such as the healthcare industry, 

empowerment from the leader has proven to be a motivational and effective strategy. 

Lastly, authentic leadership is the essence in promoting a leader-follower development 

within an organization because it enables learning, proficiency and work satisfaction.  

The study undergone by the authors has reached the findings that authenticity in 

leadership is a crucial part of the nursing environment due to the disquieting and tense 

work environment. Their study suggested that authentic leadership was positively linked 

to job satisfaction and performance of the nurses which was motivated by structural 

empowerment.  

The relevancy and implication of the study done by (Wong & Laschinger, 2013) towards 

the practical worldview in leadership, suggested that in order to increase job satisfaction 

and performance of nurses, it is important for managers to emphasize transparency, 

balanced processing, self - confidence and high ethical standards. Moreover, authentic 

managers who empower and encourage the members of the organization especially the 

nurses in learning and growing tends to create a positive, supportive working 

environment. Lastly, commenting that authentic leadership and organizational 

development is not a static topic but rather small ongoing changes can be as a helpful tool 

to enhance the performance as well as satisfaction.  
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4.3.2. Case Study #2 

A study on authentic leadership and organizational culture as the main drivers of 

employees’ job satisfaction was conducted by three authors; Garazi Azanza, Juan 

Antonio Moriano and Fernando Molero in 2013. This study examines how flexibility - 

oriented organizational cultures, through their impact on authentic leadership, facilitate 

positive results at the employee level. The sampling method selected of the authors was 

a cross-sectional survey of 571 employees across 114 Spanish private companies from 

several different sectors which defined a combined analysis of the data collected.  

The distribution of data collection was thus 20 % from industry, 17.9 % from the trading 

sector, 9.5 % from IT-sector, 8.8 % from scientific & technical activity sector, 7.9 % from 

the healthcare sector and 6.2 % from the administrative department. Hence, it can be 

interpreted that the authors have chosen to pursue a non-probability sampling method 

with the technique of purposive sampling in which they have used cases that appropriately 

answers their research questions and purpose. More specifically, due to the large amount 

and variety of the sample the sampling method can be interpreted as heterogeneous as the 

writers of the article have tried to maximize the variety to ensure that the key themes are 

observable in different circumstances. On the other hand, some clarification on the 

companies and sectors ought to be refined for instance; the 20 % data collected from 

“industries” remains unclear from which industry; 8.8 % data collected from the scientific 

& technical activity sector defines what exactly; the administrative department that makes 

6.2 % of the data collected does not clarify from which sector.  

With the study, the authors aimed to examine the relationship between the themes of 

authentic leadership and organizational culture and the variable of employees’ job 

satisfaction. The findings that the authors came up to suggest that authenticity of leaders 

enabled a flexible organizational culture observed from the employees. The flexibility in 

the organizational culture was highly related to the employee’s job satisfaction thereby 

the employees noticed an authentic character within a leader described a higher level of 

job satisfaction. Ultimately, the study concluded, that because of the shared values of the 

organization and leader, an authentic leader encourages the effects of flexibility - oriented 

culture on employees. In other words, the employees’ job satisfaction can be enhanced 

by hiring or training authentic leaders in an organizational culture that promotes 

flexibility. 

Besides conducting the cross-sectional survey, an elaborative literature review has been 

composed by going through previous research on the topics of organizational culture, 

authentic leadership and job satisfaction. This literature review assisted in analyzing and 

discussing the conducted survey which in turn supported the final conclusion. 

4.3.3. Case Study #3 

A commonly mentioned case within the management field of study is Southwest Airlines 

and their development throughout the 1990s. The airline company was established in 

1967 by Rollin King and Herb Kelleher, with the intention to hit the cost leadership 

segment in the industry, starting off by linking cheap air flights between three major cities 

in Texas district; Houston, Dallas and San Antonio (Sinek, 2009, p. 76). 

The company was established during a period where there were settled competitors within 

the market and Southwest Airlines wanted to focus on the current customers by exploiting 
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the current demand and make the value-cost trade-off. The concept of a low-cost airline 

was not even the invention of Southwest Airlines, moreover, the company did not possess 

any first-mover advantage thus even copied the name of Pacific Southwest Airlines 

(Sinek, 2009, p. 77). Although it may be seen as yet another business case, the case of 

Southwest Airlines is related to authentic leadership, employee satisfaction and 

organizational commitment thus it has been analyzed through the model of the Golden 

Circle, in which the actions of the organization has been examined. The Golden Circle 

shows the communication strategy that any company uses in order to achieve a better 

positioning starting by what they do, how they do and often failing to state the company’s 

belief or the reason of why they exist. Going through the model, it makes clear how much 

more can be achieved by starting off with “why”.  

That said, the leadership of the company emphasized on the human resource management 

which then accentuated on the people. Focusing on the employees and making sure that 

they were well fitted within the organization which resulted in good customer service. As 

Herb Kelleher mentioned cited in (Sinek, 2009), “Happy employees ensure happy 

customers”. Rather than pinpointing on the business strategy and generating profit, the 

organizational capabilities were highlighted and the human resource management 

supported in conveying the competitive advantage thereby developing and maintaining 

the values within the organization by persisting on the culture. In fact, the core essence 

of the success of Southwest Airlines cannot be considered the luck or timing but the way 

they communicated and clearing the reason of why they existed.  

In relation to authentic leadership, Herb Kelleher founded the organization on the values 

that he believed in and acted on that. Emphasizing the value differentiation on additional 

3 P's of the marketing mix being people, physical evidence and process resulted in a better 

market positioning and a more thriving work environment positively influencing the job 

satisfaction and organizational commitment. In short, the authenticity of Herb Kelleher 

caused a strong corporate culture and high emotional commitment from the employee’s 

side.  

In fact, the Southwestern Airlines were the only one to earn profit throughout the 1990s 

and on top of that having one of the most successful airline stocks in the industry which 

resulted in winning the Triple Crown in the industry as the only company (Hallowell, 

1996, p. 1).  

4.4. Interviews 

4.4.1. Interview #1 

During the interview, the questions listed in the interview guide were asked in 

chronological order and concurrently some questions were asked in terms of business 

operations with the purpose of keeping the talk as a discussion and not letting the 

interviewee feel like an interrogation. 

The interview was conducted on March 28th, 2019 at the respondent’s workplace. The 

respondent has been working 7 months at the current position but have changed 

hierarchical positions 20 times within 28 years at a known postal service in Västerbottens 

district. Following the introductory questions, the next question was about the leadership 

style and his personality was obvious from the first impression showing a hostile and 

open-minded character. Moreover, he mentioned that he is the type that prefers to see the 
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bigger picture and give directions but tries to avoid details. Furthermore, having a creative 

mindset helps him in thinking-out-of-the-box. He describes himself as encouraging and 

energy-giving oriented. Being an extrovert, the interviewee mentioned how he motivates 

the employees below him; He tries to motivate the employees by having a positive 

mindset and communicating with everyone hence not ignoring someone from the lower 

hierarchy. The motivation driver is not monetary based but more of creating a positive 

work atmosphere where everyone can thrive in a good way. 

When asked about the last time he had a disagreement with a colleague and how it ended 

up? He mentioned that there are a lot of misunderstanding and disagreement between the 

leaders and the members both in the higher hierarchical position and lower hierarchical 

position. In the office environment, he tries to take the disagreement in a positive manner 

by having a rational dialogue. If still there is a disagreement, the higher positional leader 

would select a reasonable approach by choosing the most thoughtful and balanced 

solution. He mentioned that the dispute would be solved ethically, therefore maintaining 

the employee relations between one another.  

Being a creative person and thinking-outside-the-box, the interviewee answered 

positively to the question of; when was the last time he was approached with a creative 

idea from the members? And how was the issue approached? Here he mentioned that he 

had no problem with somebody else giving him ideas. His principle was that; as long as 

the idea solves problems and initiates great changes within the organization, there is no 

issue in who takes the credit. Because as far as the management department goes, the 

change will be initiated there is no problem in whose idea it was. 

Related to the third question, the interviewer asked how the interviewee did encourage 

the commitment and development of the staff in the past and in the present. To which he 

answered that the encouragement strategy he favored was to visit the different sites he 

was responsible for and try to positively communicate with the employees within. Being 

a positive and encouraging leader he preferred to be among the employees to create a 

closer bond which lowers the power distance and increases the friendliness.  

A closer look at the self-perceived values of the leader that he presents at the workplace, 

it was evident that he mentioned that he saw himself with features of charisma, 

experience, wisdom, and courage. To which he elaborated and mentioned that he tries to 

leave a positive impression on the people he meets which results in that he always remains 

notable and rememberable. Moreover, the most important variable to be a leader is the 

experience possessed in terms of knowing the consequence of taking an action. The 

wisdom relates to how to take an action, based on which principles and set of knowledge 

behind it. Lastly, a leader ought to have the courage to be able to set an idea in action and 

to be able to set a direction. The courage also reflects over the state of being rejected and 

losing support hence being able to take the blame. On the other hand, the interviewee 

appreciated the honest feedback of people him because he mentioned that people should 

be heard and that makes them important and made aware of. 

The word Authenticity has different meanings in different minds. He, therefore, 

mentioned the definition that is in his mind: “to be real” and “to be you” when asked 

about to define the word authenticity.  

Regarding the organizational culture, the question was about what kind of employee 

achievements does the company recognize? To which the interviewee mentioned that 
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there is no rewarding system at the management department hence the employees are not 

analyzed by the key performance indexes (KPIs). The main rewarding system is the 

psychological reward that makes the employee happy of accomplishing something 

important to people, delivering their mails.  

As an additional question towards the interviewee, from the questions, targeted the 

employee, the interviewee was asked what his commitment driver towards the focal 

organization was. The “Why” that drove the interviewee was the opportunity of change 

within the organizational operations. He mentioned that his job responsibility feels like 

life to him. The commitment that drives him is the challenging hierarchical roles which 

resulted in him in changing a dozen roles within decades. This enables him to see different 

perspectives of the various operations. 

Lastly, the interviewer ended up the interview with a question related to social identity as 

following the red thread throughout the thesis. Therefore the question asked was do the 

employees take pride in identifying themselves with the organization? To this, the 

interviewee answered that since there is a bad image going on in the media regarding the 

postal service company and their operations, the employees do not want to reveal 

themselves in public as the employee of the company due to the unfair treatment. This 

bad image is caused by the unrealistic demands of people and the governmental 

ownership of the organization that does not set a positive impression. 

4.4.2. Interview #2 

The interview was conducted on April 1st, 2019 by asking the questions, as seen on 

appendix 1, chronologically. This respondent was classified as an employee (business 

analyst) working in the sales and service industry above the subordinates but below the 

CEO. It has to be mentioned that the respondent was not willing to be recorded.  

Starting off the interview with an ethical introductory question of the time period through 

which the respondent has worked at the organization and that since February 2019. 

Secondly, the question was about whether or not he liked his position at work as well as 

the job he undertakes, to which he positively expressed feelings towards the job he 

undertook at the organization. Thereby the respondent added that the reason behind this 

fact is the attractive job description which motivates him due to his personal interest. 

Relating to the previous question, the third question was about whether or not there is a 

sense of being part of a common cause to which the respondent explained that there are 

a collaborative environment and a mutual goal for the employees.  

Relating to authentic leadership, the respondent was asked how he could describe the 

leadership style of the CEO. This question was addressed in a complicated manner to 

which the respondent had a hard time explaining but eventually mentioned that the 

leadership style is both flexible and relevant. The interviewers asked for a more detailed 

explanation thusly the interviewee said that the leadership style gets “hard” when it needs 

to and “soft” when it can be. Hence remarking that the leadership does not impose fear 

when relevant. In continuation of the previous question, the question towards the 

employees was, does the leader allow the employees to express their opinions about the 

operations and strategies. Seemingly, the respondent having a deep perception of the 

organization, answered that the leader has not set a boundary for the opinions thus highly 

cares about the employee’s honest opinion.  
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To the next question regarding employee disputes and how employees manage it, the 

respondent surprisingly mentioned that he has not experienced such an act within the 

organization but the employees have certain ways of handling actions and that by giving 

proposals to the upper management for them to select.  

With reference to the authentic leader theories included in the theoretical framework, the 

interviewers asked the interviewee about his perception of the word authenticity to which 

he answered that “the word itself does not make too much sense”. In addition, he thought 

of the word thereby elaborating on his definition being; having a set of parameters and 

values that one tries to conform oneself with as well as with the organization.  Moreover, 

when asked what authentic characteristics are expected from the leader, he mentioned 

integrity to which he elaborated and highlighted that one has to be honest thus having 

strong moral principles. In connection with the question, the interviewers asked about the 

factors that make him committed to the organization. To which the respondent answered 

the following; “It is the fact that they care about us or at least it appears so. The 

organization works in a sense, when someone gives an idea, they would all try to 

implement it and work on it instead of only saying yes. And if the idea does not seem 

complete enough the creator of the idea would be given the time to work on it.”  

The semi-last question was about the organization culture. The question wonders if the 

organizational culture promotes flexibility and according to the interviewee the 

organization is flexible. In the sense that the employees are working all together to help 

make tools to be quicker and relevant to the business.  

Lastly, the question asked towards the interviewee was in terms of social identity with 

the question of; would you strongly identify yourself with your organization? Why? Or 

Why Not? To this question being a reflection to the second question, the respondent 

answered that he likes what he does at the company and the strong connection to the 

organization comes from the relevant amount of acknowledgment and awareness that the 

members, as well as the leaders of the organization, give.  

4.4.3. Interview #3 

The third interview was performed on April 3rd, 2019 respondent of our interview is from 

Lebanon who is working in prestigious bank in the sector. He works as the head of 

compliance and has the second rank of defense of the company. He is working for the 

organization at this position for approximately two and a half years. The interview lasted 

for an hour over Skype and the respondent was told to be aware of ethical issues that his 

provided personal information would be confidential.  

In accordance to the purpose of the thesis the respondent was asked about his leadership 

style to which he replied, unlike the traditional leadership style in the Middle East being 

very harsh, he prefers a collaborative and different leadership approach. Meaning that he 

preferred to be people-oriented with a team perception. He also depicted that, work 

relation would have been kept professional during work and remains friendly after work. 

He also considers as a friendly person when it comes to leader-member relationship. 

Additionally, he emphasized the fact that he always treats his staff as colleagues.  

When the respondent was being asked what authenticity means to him, he replied, 

“Authenticity is about being yourself and to act the way you feel and see. Authenticity is 

about not to pretend and not to fake anything.”  
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The next question was asked regarding the way of motivating his employees to which he 

replied, he motivates his employees through authentic leadership, acting in what he 

believes in, but he mentioned that usually, the junior employees tend to abuse the 

authenticity. Therefore, he believes sometimes acting like a boss will set the line between 

employee behavior and the code of conduct. Moreover, the respondent believes that 

acting authentic will drive people to do more which in turn influences to be authentic by 

seeing the leader as a role model.  

In line with the themes of the thesis, a question regarding organization culture was being 

asked to the respondent in terms of the culture within the organization. The interviewee 

related to the national culture of the focal country which seemingly is different than other 

countries. Herein the respondent mentioned that due to the location, the people within the 

workplace and the nature of the work tend to be more set-back and relaxed which in turn 

negatively affects the organizational performance. Connecting to the organizational 

culture, he suggested that it is not necessary to push people all the time but rather making 

people aware of the situation and the purpose of the organization. As an idealistic 

perspective, the ideal worlds would be a mature workplace where the members of the 

origination know where to draw lines. 

Having gotten a deliberate overview of authenticity and leadership style, the interviewers 

moved to a more practical question by asking when the last time he had a disagreement 

with a colleague was and how he approached the situation. As a sarcastic comment to the 

interview, the interviewee mentioned that he is the leader of disagreement. As a matter of 

fact, several days ago he experienced a huge disagreement with the finance team because 

they see things differently. He has mentioned that the circumstances were intense and 

eventually on the second day, a third party from the same department joined with the 

purpose of solving the issue. In his opinion, it is always great to solve the problem as soon 

as possible, otherwise, the hanging problems will become a barrier in achieving the 

organizational goals. Due to the semi-structured interview scale, the interviewer asked 

whether or not this affects the work environment or employees. To which the respondent 

replied that the unsolved issues at work will become chaos and will hinder the 

organization to work efficiently.  

Similar to the previous question, the interview followed “When was the last time you were 

approached with a creative idea from the members and how did you tackle it?” It seemed 

to be a challenging question to the interviewee which eventually took some time to 

answer. In relation to this question, he actually shared an interesting case about two fresh 

graduates hired by him. According to the interviewee, these two new employees seem 

very energetic and surprisingly active by showing their problem-solving capabilities. 

These two employees took initiative in solving a case within a short time frame which 

dropped the jaw of upper management. The core principle of these two employees was 

based on the understanding of the purpose of the organization. This, as a result, inspired 

them to be more committed and drove the company to success.  

In relation to one of the first questions of the interview, how did the head of compliance 

encourage the commitment and development of the staff? The interviewee responded that 

rewarding by money is not sufficient. The practice of authentic leadership reflects on the 

motivation of the colleagues and managers as they will mirror it. The respondent 

mentioned that, he does not ask the employees to do more than what he does but rather 

he does more by himself and the members of the organization tend to follow it. Thereby, 

he never speaks of the monetary reward as he believes that it would bring the loyalty 
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down (loyalty is seen as the core value of the organization). The leader thanks the 

members of all the hierarchical positions in the ways possible for example by mails or in-

person. To this, the respondent says that sometimes he puts the team in a difficult position 

but the important part is that the team knows he stands behind them. In addition, he 

motivates his employees by appreciating them in front of the top management. 

When asked about the values he demonstrated as a leader, he did not want to flatter 

himself but he believes that he possesses certain characteristics such as courage, 

confidence and people/task-oriented. Moreover, due to working in an international 

financial institution, he mentioned that sometimes he can be seen as aggressive by reason 

of organizational procedures. The respondents consider himself as a hard worker and 

believe that sometimes it is advantageous to be a perfectionist as it shows a greater sense 

of dedication to the upper management. Lastly to the question the interviewee mentioned 

that it is “…all about learning from failures and it doesn’t always lead to success.” 

As a semi-final question, the respondents were asked how he feels committed towards 

the organization. To which he proudly replied that he is feeling very committed to the 

organization due to the respect and loyalty perceived by the members of the organization. 

The most valuable source in the organization is equal treatment and respect given to 

everyone. Additionally, he emphasized that “if the organization doesn’t respect me as an 

employee, I wouldn’t work there.” 

As the final question asked the interviewee, whether or not he believes that the 

characteristics of authentic leadership would motivate employees to be more committed 

towards the organization, he highlighted that it is definitely important for the success of 

the organization.  

4.4.4. Interview #4 

On April 5th, 2019 another interview was made with an employee having five years of 

experience in the banking sector in Syria. At the beginning of his career, the respondent 

worked as a Head of Teller and then he was promoted as a Credit officer for small and 

medium-sized loans.  

According to the first question of the interview, it was evident that the respondent started 

his career in that bank. The following question was about describing the leadership style 

of the leaders from his perspective. He defined that, there are two areas of leadership 

style; local branch and headquarter. The former was described to be very ethical and 

honest with certain circumstances of harsh and authoritative leadership. The latter was 

unsurely described however told that the employees were constantly made aware of 

ethical laws and rules. The most important is that in the local branch the employees were 

made aware of the purpose and cause of the company – a sense of belonging. In the local 

branch, the organization culture was seen as both flexible and authoritative – being 

advantageous for different circumstances.  

Then the respondent was asked about a recent time of having a disagreement with a 

colleague and how it ended up. To which the interviewee responded that being a credit 

officer, his relation with the manager was pretty direct and formal. That relationship 

brought his first conflict regarding his duties and his job description. However, not going 

into details, as time passed his relationship became more stable and subtle.  
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The interviewers then moved onto the next question which was about the meaning of 

“Authenticity” in respondents mind. To which the respondent replied that authenticity to 

him meant being honest and being a man of word. Continuing with the sub-question of 

that, about the expected authentic characteristics, satisfying the employees with the 

[leader’s] promises. In other words, when the leader gets hierarchical pressure from upper 

management he tends to pass it onto the employees which is seen unauthentic to the 

respondent.  

As the last question of the interview about his commitment towards the organization, the 

interviewee replied that at the beginning of his career he did not feel too attached to the 

organization but as time passed it was proven to him that the top management appreciated 

his qualification and experience hence changing his attitude towards the organization. 

Conclusively, he felt proud of working for the organization.  

As an additional question asked to the interviewee regarding whether or not he thinks that 

authentic leadership would encourage the employees to walk the extra mile. The 

respondent answered this question by emphasizing on the fact that this is not always the 

case from his experience. Since he mentioned a case about the upper management and 

the local branch management; the former was “making” the local branch manager small. 

His opinion on the fact was that wisdom was the main factor to act in an authentic way. 

He believed that having authentic characteristics would motivate the employees to copy 

the authenticity.  

For the organization culture, the interviewee linked that with the national culture in a 

sense of scale which will be analyzed further in the analysis section.  

As the last comment on the organizational culture, the respondent mentioned that both 

flexible and rigid organizational culture are advantageous for business operations. In 

relation to this question, it was told that in certain circumstances rigid organizational 

culture is more suitable for achieving organizational goals. On the other hand, the flexible 

organization culture in a given context promotes strong employee commitment.   

4.4.5. Interview #5 

The fifth interview was performed on the April the 6th, 2019 of a warehouse worker who 

worked less than 1 year at that specific company. The interview was conducted by Skype 

platform and was recorded on his consent.  

When the interviewee was asked about the leadership style of the organizational leader, 

he replied that the top management of the organization governed different leadership 

styles toward different people within the organization. In his opinion, leadership practices 

should be the same all over the organization and not different which he concluded to be 

unethical and unauthentic.  

Following the interview questions, the interviewers asked about the recent time that the 

interviewee had a disagreement with a colleague and how it ended up. Herein the 

interviewers had to clarify what they meant with the word colleague as it was easily 

connected with employees and not the upper management. To this question, the 

respondent had provided a case in a detailed manner with regards to operations 

management. The respondent had clearly mentioned the disagreement at the beginning of 

his career at the organization, due to the fact that the cause of the disagreement was solely 
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on the leader’s hands – in other words, the leaders would not let the employees to be 

heard and in addition would not hear the complains from the employees since the purpose 

of the organization was productivity and efficiency. Skipping the irrelevant details of the 

story, the entire operation was handled by an earpiece as to which the employees were 

ordered to complete tasks and providing codes through the earpiece. However, though, 

the earpiece was not of a high state of art technology thus failing to work most of the time 

which resulted in increasing the time of tasks. Due to the technical difficulty, the leader 

of the organization was blaming the employees on not performing well. This 

disagreement between the focal employee and the leader resulted in him relieving a 

written warning letter diminishing his performance index at the organization. In addition 

to this question, the interviewer asked whether the respondent listens to or cares about the 

honest opinion of the employees to which he responded that the employees’ opinions are 

undesirable.  

The author of the thesis then moved onto the next question of getting an understanding 

of the respondent’s personal opinion on the word “Authenticity in leadership”. The 

respondent mentioned that there are different definitions and circumstances for 

authenticity but mainly his interpretations lead to “be the same with everybody” 

furthermore adding “To take everybody to the same direction”. The final comment that 

the respondent added to the question was authentic leadership is also about the equality 

of treatment. Following the question of authentic leadership, the interviewers asked about 

the main expected characteristics of an authentic leader, herein the respondent replied 

with the following factors; (1) Clear-minded, (2) Organized, (3) Planned, (4) Aware, (5) 

Motivated, (6) Determined, (7) Having a contingency plan and (8) to be fair.  

Continuing the interview, the next question was about the commitment level to the 

organization to which he mentioned two factors that strongly motivated the commitment 

level. The respondent mentioned that the main commitment was about being a part of a 

bigger plan to provide food to the whole of Denmark. In other words, he was a part of the 

responsibility to make someone’s day better because he believed that even the smallest 

actions have the biggest impact. But since the respondent was not satisfied with the 

treatment at the organization due to the toxic leadership, as he called it, he was not proud 

of working there. The second variable that kept him at the organization was the monetary 

remuneration.  

In addition, he was asked whether or not the characteristics of authentic leadership can 

encourage employees to be more committed to the organization to which fully agreed and 

elaborated that authentic leadership is what drives the company to success thereby 

mentioning an idiom that “leadership flows like water, from top to bottom”.  

Ending the interview, the interviewers asked a question connected to the organizational 

culture asking which organizational culture the respondent was more satisfied with 

working. The respondent made sure that the answer was from an employee perspective 

as he has never experienced working as a leader, hence saying that the preferred 

organizational culture is flexibility due to the reason of being more committed to the 

organization thereby having a more and stronger moral obligation towards the 

organization. He also added that working in a flexible organizational culture promotes a 

higher productivity rate due to openness. At the end, the interviewee mentioned that both 

flexible and rigid organizational culture is beneficial to the operations of the organization 

because in his opinion rigid corporate culture meant to be organized and planned thus 

following a schedule. Thusly having an organized plan to follow and flexible working 
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arrangements or organizational culture provides a positive outcome to the employees and 

their commitment level.  

4.4.6. Interview #6 

On 10th of April 2019, the sixth interview was performed of a lead engineer at a large 

Danish-based company. The lead engineer had an uncounted experience in management 

and leadership, though working currently more than 9 years at the current organization. 

To be specific, the interview was conducted on Skype and lasted for around 46 minutes 

and that is due to his elaborated response to each question of the interview. 

The interview continued with the second question of “What authenticity means for the 

respondent?” To which the respondent mentioned originality as a key word and “nothing 

but factual and accurate behavior”. Further in the analysis section (the next chapter) the 

results of the respondent will be analyzed and interpreted through the models and an 

interpretivist interpretation.  

Following the interview questions, the respondent was asked to describe his leadership 

style within the organization. To which he elaborated that, the best way to pursue 

leadership within an organization is by one model; and that model strictly mentions "do 

not dump faults on people and enjoy your position". First of all, one needs to prove that 

one wants the position, one wants to be in the leader position and the knowledge and 

information that one possesses are right fitted with the position. Moreover, the respondent 

elaborated that after all these factual proof, one has to be prepared to take care of the 

senior and junior employees also by training them properly.  

Due to the semi-structured interview questions, another question was added as the 

following; “does the interviewee treat both the senior and junior employees equally 

within the organization?” To this question, the respondent answered that on a daily basis 

the employees within the organization are equally treated but there is always a merit. The 

respondent elaborated more by stating that the senior employees always have an edge 

because they carry with themselves not only the expertise but also the experience. To be 

noted, when there is a special situation, the respondent acting as a leader within the 

organization does not cut out on the junior employee when calling in for a meeting but 

rather calling them all for the meeting and making sure that everyone is posted.  

Because, in fact, it is the senior employees that come with facts and the junior employees 

learn how the biggest organizational corporate decisions are made. Considering that the 

financial and operational success are a result of the decisions made within the 

organization. He believes that if someone within the organization does not have the 

appropriate knowledge or facts to provide then it is better to stay quiet and not to assume.  

Using originality as the essence of the leadership style within the organization, the 

respondent motivates employees by encouraging them a lot and by appreciating every 

single and small achievements. The latter is not mainly achieved by sending the 

employees an email but rather by calling them on the phone and if there is an opportunity 

to include the top management or the line of top directors, the respondent will include 

them to encourage the achievements of the members of the organization. 

An alternative way that the respondent is encouraging the employees within the 

organization is by providing a healthy positive review based on their performance on an 
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annual basis. The respondent mentioned that each company has their own performance 

assessment tool for their employees. And if the respondent observes that the employees 

had a great performance, he would provide a healthy and positive review. In addition, the 

respondent highlighted that financial remuneration automatically comes if the seniors are 

happy with the work. Any achievement is recognized within the organization and that 

will go all the way up to the line of directors who then will decide on financial bonuses 

and rewards. Furthermore, the respondent mentioned that employees will get a certificate 

based on their performance if asked for. On that note, the interviewee mentioned that 

occasionally they have an annual award ceremony in which different members of the 

organization can be nominated and receive a prize for their dedication and commitment 

to the organization. 

Continuing with the interview questions, the respondent was asked “when was the last 

time he had a disagreement with a colleague and how did it end up?” Here the respondent 

answer that disagreements quite often happen and being in that position as he is, he needs 

to monitor all the subordinates to observe how things are going and in necessary times to 

step in. Usually the respondent lets the employees work very independently to give them 

some sort of freedom and indulgence thereby telling them to keep him updated on the key 

milestones.  

When disagreements happen between him and other organizational members, the 

respondent being the lead engineer who operate many Engineers below him will call in 

for a short meeting to have a dialogue with that specific employee to highlight that at the 

end of the day they are all working for the same goal and target thus having one 

commitment. And in this conversation, the respondent asks for the employee's argument 

of "why he/she wants to pursue in this manner" also adding his own arguments, thereby 

conversing which argument brings the fastest and the best way to the result. 

Having heard the interviewee’s opinion and practical contribution to the fifth question of 

the interview, another question was added "are third party used for solving the issues?" 

To which the respondent highlighted that when there is a dispute or disagreement, it is 

better not to use a third-party. The respondent hereby explained his argument by the 

means of a metaphor; an organization is exactly like a family but in the corporate world 

one does not call the organization as a family but rather a team. In elaborative terms, if 

one falls – everyone falls, but if one wins – everybody wins. This is how he tries to 

encourage the employees within the organization, by stating that "we are team, we are a 

family". 

In addition to the response given, the interviewee provided a very delicate and keen 

information which helps in encouraging the employees – “Train your employee very 

well". He explained that when a new employee is entering the organization, he or she is 

entering with academics who does not have much clue about how the software or 

hardware at the organization works. On a psychological state, the new employee is 

stressed and wants to deliver as much as possible. Therefore, provide the new employee 

a full training of how the process is undergone within the organization and on that note 

make regular assessment which is not for scoring the employee but merely for motivating 

and encouraging the employee for understanding how well he or she is performing. In his 

words, when hiring a new employee it is very important not to provide a basic training 

for a month because the amount of skills and competences will not fit with the rest. Even 

though the employee is in your department, he or she still needs training that concerns 

the process of other departments. In concluding words to this question, the interviewee 
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mentioned that the longest training process in the first year of the employees turned out 

to successfully prepare the employees. 

In case of disagreements with the senior employees within the organization, in other 

words, the leaders who have a higher position than the interviewee the respondent 

answered that he always respects the senior employees. But if he believes that the actions 

of the leaders are absolutely wrong, he will find the mistakes through the facts and will 

not hesitate by saying that the undergone action is not pointed towards a successful 

ending. On a side note to this, he mentioned that every manager or leader of an 

organization has their own way of handling things because they are from a different 

background. In order to keep the face and the image of the leader, the art of 

communication is very important – the choice of words. Highlighting that one ought not 

to tell leader that, "This is wrong" but rather point out that "I believe that this action is the 

right way". By handling things with the art of communication and by not diminishing the 

image of others, people will start respecting you more. And at some point when you make 

your own independent decisions, the employees mostly will agree with you, because your 

decisions have caused a great deal for the organization and for the whole project. 

The next question in the line was a situation opposite to the previous question, "when was 

the last time you were approached with a creative idea from the members and what did 

you do?" The respondent hereby mentioned that working in the research and development 

department of the organization results in many creative ideas but also in many failures. If 

wrong decisions are made or some failures in the development, the encouragement is to 

look at the positive side of it and not at the negative side. Looking at the negative side 

will make the employees quit and give up on new ideas. On the other hand, one has to be 

prepared that there might be failures and if there are, to learn from it. As mentioned before 

in other questions, the respondent highly appreciates creative ideas from the members of 

the organization because at the end of the day they are all working for one target and for 

one goal. 

Subsequently, another question was added to the interview, regarding organizational 

culture. Having understood his leadership style and his encouragement tools, the 

interviewers wanted to grasp an understanding of what kind of organizational culture he 

prefers. The interviewee replied that he prefers a linear management and he absolutely 

disagrees that an organization should have a pyramid style organizational culture where 

there is one boss at the top and more tasks are devoted to the employees below him/her. 

The pyramid culture restrict many good people and many good ideas, because someone 

else gets rewarded for ideas that someone else generated. The reason for selecting a linear 

management system is the position given and one has to make sure that that position does 

make him/her the boss. This linear management enables equal treatment and informal 

communication but being in that position one has to take important decision. 

As a leader within the organization having many subordinates, the respondent encouraged 

the commitment and development of his staff by setting tasks at the beginning of the year 

that needs to be accomplished. These tasks that needs to be accomplished are open and 

transparent to all the members of the organization, the respondent hereby creates a "task 

bucket" and attends weekly meetings with the subordinates thus going through the tasks 

to be checked. On a side note, he also considers to give the new employee some amount 

of tasks which will help him/her in the future corporate training. He also believes that too 

much tasks should not be given to the new employee because of the overwhelming state, 

therefore he will give the new employee 10% or 20% more tasks, so called "tampering 
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him/her for the tough time". It is absolutely well known that maybe the new employee 

will have some short fallings in the tasks and then the new employee will be given 

independently communication to complete those tasks. As mentioned before the 

employees will be annually reviewed based on their performance, but in this case the 

leader (being the respondent) will give the right and liberty to the new employee to review 

themselves in an honest way. This action will bring more encouragement and motivation 

to the new employee. Another thing that the leader of the organization does with the 

review of the employees is that, they will call in meetings during half the year the check 

up what they are missing out on and how they are performing also ensuring that there are 

no problems in the private life for an improved performance.  

As a semifinal question to the interview, the respondent was asked "what kind of values 

he demonstrates as a leader". Even though the interviewers mentioned some of the factors 

such as courage, wisdom, low-power distance and being people-oriented, the respondent 

mentioned that he does not hesitate saying yes or no. He believes in being transparent and 

working together with people. As the lead engineer in the company, he believes in leading 

the way and pointing out the things to do and not to do. His preferred working style is to 

let the employees pick him as an example – in other words to lead by example. He 

believes that leading by example encourages other employees to walk the extra mile.  

In addition, the interviewee added that acting with originality and leading by example 

supports your state of being there as a supervisor by proving that you know the objectives 

that have to be achieved, how the objectives have to be reached and why should these 

objectives be reached. As a supplementary question to this interview question, the 

interviewers asked whether or not the respondent views himself as an authentic leader. 

To which the interviewee positively responded that he considers himself as an authentic 

leader not only because of the engineers and employees trained but also in terms of the 

actions taken towards building a workplace where everyone is encouraged. 

Finalizing the interview, the last question asked the respondent was “what makes him 

committed to the organization?” The respondent strongly highlighted the importance of 

trust that was found in the organization. He described the entire history from when he 

was hired in the organization till today and what achievement he had achieved not only 

for himself but for the organization as a whole. "Doing what I love" he replied. "Knowing 

that I am delivering something to the world". 

4.4.7. Interview #7 

On April 20th 2019, an individual from the business world has participated in the 

interview. The individual was currently working more than 10 years in one of the biggest 

companies in the world but located in Denmark. The interview lasted around 40 minutes 

over Skype.  

Due to the semi-structured interview schedule, the interview started off with the question 

about "what makes the individual feel committed to the organization". To which the 

individual added that it is the support from the management and being valued. 

Furthermore, the respondent added that it is knowing making a difference in the world.  

Following the structure of the interview questions, the respondent was asked what 

authenticity meant to that specific individual. She answered that it is about being real and 

original. Elaborately, it is knowing the fact of working with people. On that note, people 

are emotional and are different. On an elaborated note, the respondent mentioned that 
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authentic leadership is all about being mobile and winning the trust. In order to explain it 

in a better way, how great leaders of the world mobilize their ideas into movements.  

Continuing with the interview questions, the respondent was asked to describe her 

leadership style within the organization. Having a leader position within the organization 

comes with many responsibilities. Most importantly, the respondent does not want to 

show herself as a boss but rather as a supportive an encouraging leader. As a leader, it is 

about having the responsibility to show the direction and to know having the right people 

to do the right jobs.  

Relating to the previous question, the next question was about how the participant was 

motivating the employees. To which she answered that the motivation of employees 

depends on the employees. By that she meant that there are different motivation methods 

for different people. It comes down to knowing people. Motivating the employees is done 

by helping the employees to bring out their potential. As a result, the participant 

mentioned that this will provide a sense of belonging to the organization.  

Keeping the interview more as a discussion, the questions on the interview guide were 

re-organized during the interview. Hence relating to the previous question, the 

interviewers asked the respondent how the commitment of the employees were 

encouraged. The respondent identified that there are different people within the 

organization and each had their own handling method. Mentioning that there are people 

who are self-motivated who do not need much of motivation encouragement. But on the 

other hand, there are people who need validations and opinion of their doings. Hereby, 

the respondent mentioned that she would provide positive reviews and give them a call 

in order to boost their motivation and encouragement. In concluding words, the 

respondent mentioned that it is about delegation and giving confidence to the employees 

to achieve what has to be achieved.  

Being a leader, the respondent had more than a hundred people as a subordinate. Hereby, 

it was interesting for the interviewers to know how disagreements were handled. The 

respondent mentioned that disagreements often happen and it is a natural thing. 

Highlighting that without disagreements there will not be a smooth workflow and by that 

she meant that there are different people put look at the same thing in different ways. 

Acting in a supportive manner, the respondent mention that disagreements have to be 

handled in a sensible way including dialogues and discussions. As a matter of fact, the 

respondent did not like to have the best idea as she did not want to be seen as a superior. 

Because working within an organization is like working in a team. Everyone is working 

on the same cause and on the same commitment.  

As opposing to the previous question, it was interesting to know how the respondent 

would react to creative ideas from the members of the organization. The respondent 

mentioned that she cares a lot about the opinion of people and it is all about to be 

themselves which will result in a contribution to the entire organization. In relation to the 

organizational culture, respondent was asked how the organization recognizes the 

employee achievements. The respondent positively responded that the organization she 

works in emphatically supports the employee achievements. This will allow the 

employees to be more visible and standing out of the crowd. 

Working in Denmark being a part of the Scandinavian environment, the respondent was 

asked what organizational culture they would prefer to work in. To which the respondent 
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answered an open organizational culture is ideal. Elaborately, the respondent mentioned 

that it is all about being people-oriented. Hierarchical systems within an organization does 

not work, rather being flexible and transparent. It is about communicating and involving 

with everyone within the organization towards that common goal.  

On that note, the interviewers were interested to see how leaders see themselves, therefore 

the respondent was asked what kind of values the respondent demonstrates as a leader. 

Even though the factors on the interview guide was mentioned, the respondent saw herself 

as committed, authentic, visible and informal. Though adding that it is all about walking 

the talk and having integrity. Most of all within the organization, the respondent valued 

the execution and questioning the status quo. She believed that being committed, the 

members of the organization will mirror the behavior resulting in a committed 

organization. 

As the final question to the interview, the interviewers wanted to confirm whether or not 

authentic leadership can motivate employees to be more committed. The respondent 

undoubtedly confirmed and added that within the organization they are all team players 

and it is about being equally treated. The only difference between employees is; 

performance and non-performance. Elaborating on this answer, the respondent mentioned 

that there are employees who perform and there are employees who do not perform. 

Those who do not perform are not much seen as a team player. 

4.4.8. Interview #8 

On May 1st 2019, there was an interview conducted of an employee within the renewable 

industry. The respondent had been working at a Swedish Based Small and Medium Sized 

Company for around a year as an intern in the marketing and sales department. The 

interview lasted approximately 35 minutes over Skype.  

The interviewee was asked to describe the leadership style of the leader, to which he 

mentioned the key words such as inefficient and intuitive. The leader having an educated 

background in Engineering was the CEO of the organization but according to the 

interviewee the CEO did not have the accurate and appropriate knowledge to run the 

organization in view of business. Therefore, the leader of the organization was mostly 

taking decisions very intuitively rather than rationally. Even though the leader was of 

Swedish decent and working in a Swedish work environment, he had an informal way of 

communication and a rather low power distance. Despite that fact, the leader was more 

task-oriented than people-oriented but often showed friendly and sociable behavior. That 

being said, the respondent highlighted that the leader of the company allowed the 

employees for independent work until a certain level.  

The interview having a semi-structured arrangement, the respondent was asked what 

authenticity means to him and which authentic characteristics he expects from the leaders. 

The interviewee mentioned that the word “authenticity” to him means being genuine. In 

elaborate terms, believing in certain values and acting on those. Here, the respondent 

added, he believed that the CEO was authentic in terms of the aforementioned description, 

but he did not possess the necessary knowledge. Therefore the respondent highlighted the 

expected characteristics of an authentic leader; (1) being genuine, (2) being ethical, (3) 

being sympathetic and empathetic and (4) having the appropriate knowledge of the field.  
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Continuing the interview questions, it was interesting for the interviewers to know how 

disagreements were dealt with. Because the respondent was an intern and had less formal 

rights to take independent decisions, the supervisor was often approached. However, the 

respondent has experienced some disagreements within the organization by some other 

employees which resulted in the CEO organizing a meeting with the second high ranked 

employee. The CEO genuinely tried to solve the problem by factual reasoning and in a 

friendly manner. But according to the respondent there was an incident where the CEO 

had made an incorrect decision in pursuing a business deal thus being very stubborn about 

his decision. This decision would have resulted in a loss of a very large amount of money, 

therefore the Sales manager took actions behind his back. In the respondent’s point of 

view, this particular act of the leader was neither necessarily seen as an authentic behavior 

nor as reasonable. 

The interview had worked at the organization for around a year and did not go back to 

the organization for further work, because he has encountered some rather unfriendly 

behavior from other members and the ineffectual operation skills of the CEO. During that 

time, the interviewee perceived some certain level of commitment due to the project 

undergone and the fact of delivering something to the organizational as a whole.  

5. Analysis & Discussion 

This section of the thesis covers the analytical interpretation of the empirical findings 

such as the case studies and the interviews. Following the sequence of the empirical 

findings section, first, the case studies will be analyzed following the interviews. The 

analysis of the empirical findings will relate to the theories used in the theoretical 

framework, moreover, bringing into the light the validity of the research questions thus 

uncovering the interrelationships. The order by which the interview analysis will be done 

is going through every question as to the order represented in the appendix (Interview 

Guide); starting with the information gathered about the leaders and going through each 

question followed by an analysis of information gathered from the employees.  

The analytical interpretation of the empirical data gathered will be processed as 

objectively as possible, even though the subject of the research is subjective – this is 

referred to as the discussion section. 

 

6.1 Case #1  

Although authentic leadership has been proposed as the fundamental pillar of building a 

sound work environment by reason of its significant attention towards leader-member 

relationships, few studies have been directed to examine the impact of authentic 

leadership on nurses’ empowerment and their job performance. Identifying the gap, 

Wong et al. (2013) conducted a study on experimenting a model of authentic leadership 

of managers and its connection to nurses’ perceptions of performance, job satisfaction 

and empowerment. In fact, this study is one of the first studies that shows the effect of 

authentic leadership on structural empowerment and that, structural empowerment 

mediates the relationship between nurse manager authentic leadership and nurses’ job 

satisfaction and job performance. 

To accomplish the research, in 2008, a non-experimental predictive survey had been used 

for data collection including a random sample of 600 registered nurses involving in acute 
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care hospitals in Canada. The final sample of the data collection comprised of 280 nurses 

being surveyed which represent a 48% response rate of the total sample.  The major 

finding of the study was that authentic leadership has an unquestionable positive effect 

on nurses’ empowerment which as a result positively effects their job satisfaction and job 

performance. 

In the theoretical framework of the study Wong et al. (2013) discussed about four key 

components of authentic leadership; ‘relational transparency’, ‘internalized moral 

perspective’, ‘self-awareness’ and ‘balanced processing’ (which are also the main 

characteristics mentioned in the theoretical framework of Authentic Leadership) that help 

to develop trust within leader-member relationship and at the same time promote a 

healthy work environment. Evidently, balanced processing is used by an authentic leader 

to hear employee opinions both negative and positive in advance of making any important 

decision whereas authentic leaders use ‘relational transparency’ to promote openness and 

truthfulness which inspire employees to express themselves and allow them to challenge 

the status quo. This discussion, as we believe, is firmly related to the Big Five personality 

model of authentic leadership delineated by the authors of this thesis in the theoretical 

framework. In particular we believe that, the ‘balanced processing’ of the leader promotes 

employee empowerment through shared opinion which, in turn, supports the 

‘agreeableness’ component of the framework due to the social attractiveness of the leader. 

‘Relational transparency’ on the other hand, through our interpretation of the theories and 

opinion, can be linked to ‘openness’ personality trait contributing to improved leadership 

by allowing employee creativity and innovation.  

Furthermore, by demonstrating moral and ethical behavior, authentic leaders set 

standards for others and eventually become role models. In line with the Leader-Identity-

Transfer model, as we previously discussed in the theoretical framework, the moral and 

ethical behavior not only assist the leaders to strongly identify themselves with their 

organizations but also enable them to act for the betterment of the organization rather than 

their own interests. Having said that, by showing authentic characteristics, an authentic 

leader develops a common understanding and strong connection between leaders and 

members thus encouraging employees to act according to the set standards. What is more, 

this is in line with the definition of Authentic Leadership presented before in the 

theoretical framework acting on the moral and ethical standards.  

On top of that, authentic leaders carry themselves with a significant level of ‘self-

awareness’ by knowing their strengths and weaknesses and how they alter others’ 

behavior towards achieving the organizational vision. This description goes hand in hand 

with the authentic leadership definition as we used in this thesis and is also in line with 

the Golden Circle Theory – in terms of the leader having a profound knowledge of his/her 

values and beliefs. (Avolio, et al., 2004, p. N/A) Advocates that, these four key 

components of authentic leaders enable them to promote and develop a firm relationship 

between leaders and members which in turn positively affect employee’s job performance 

through higher productivity and thus bring employee job satisfaction – we can hereby 

analyze that this easily refers to the LMX-theory (Leader-member relationship). 

One of the three themes used to test the model of authentic leadership in the study is 

‘structural empowerment’. According to Kanter (1977, 1993), “structural empowerment 

is the presence of social structures in the workplace that enable employees to accomplish 

their work in meaningful ways”. Here we can objectively interpret that, structural 

empowerment refers to access to information, resources, opportunity, and support – 
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which is a result of the commitment level because the more the employee is empowered 

at the organization, the more commitment he/she shows. By our perception, when 

employees have access to all these components they feel and become empowered to 

perform their task. Therefore, the authors of this paper emphasize the fact that the 

presence of structural empowerment is only possible when organizations adopt a culture 

that allows unbiased leader-member exchange (LMX) relationship through top 

management support.  

However, structural empowerment may, in our judgment, become handy for some of the 

employees within the organization who do not belong to the ‘in-group’ and rather fall 

under ‘out-group’. Since the relationship between a leader and ‘in-group’ members are 

built upon trust and reliability over time, members of that particular group gain more 

access to resources and information to accomplish their task whereas out-group members 

are usually being neglected and perceived to be pushed out from the organization. This is 

where an authentic leader stands out from the crowd of so-called ‘leaders’ by providing 

unbiased and equal support to each and every employee within the organization hence 

strengthening their sense of belonging and increasing employees’ level of commitment 

towards them and the organization at the same time. 

We can link this to flexible organizational culture in the previous section, structural 

empowerment may be assumed as an inseparable part of a flexibility-oriented 

organizational culture since it is comprised of components that permit employee 

empowerment within a given organizational culture. As aforementioned, the cultural 

dimension presented by Fons Trompenaars & Hampden-Turner, more specifically the 

“Incubator” cultural dimension allows the informal managerial hierarchy resulting in 

innovation. This informal relationship within the organization adds to the feminine 

behavior that promotes an egalitarian mindset. Contemporary research studies have 

shown that, through a positive effect on empowerment, the leader’s empowering 

behaviors significantly positively affected the work engagement and lowered the burnout 

of employees (Greco, et al., 2007, p. 43). The findings of these contemporary studies 

suggest that Structural empowerment was linked to behaviors of leadership similar to the 

behavior of authentic leaders introduced in authentic leadership theory by (Avolio, et al., 

2004, p. 1). 

When it comes to job satisfaction, another theme of the study, different studies affirmed 

a compelling relationship between job satisfaction, communication and leader relations. 

Cummings et al. (2010, p. 375) revealed in Systematic review of leadership and nurse 

outcomes that, the job satisfaction of nurse was highly related to the relational leadership 

styles (e.g., transformational, supportive or resonant style). Moreover, it has been 

observed from a sample study of 700 nurses from seven Canadian acute care hospitals 

that, nurses’ job satisfaction had momentously been influenced by the transformational 

leadership of nurse managers (Doran, et al., 2004, p. 2) Similarly, conducting a study in 

non-healthcare settings (Walumbwa, et al., 2008, p. 93)found affirmative relationship 

between authentic relationship and job satisfaction (r = 0.19; P <0.05). The research of 

(Laschinger, et al., 2011, p. 879) on nurse managers and acute care nurses demonstrates 

the positive influence of leader-member exchange qualities on job satisfaction through 

structural empowerment. Regarding employees’ job performance, some studies presented 

with results of the higher influence of empowered leadership styles on employees’ work 

effectiveness through structural empowerment.  
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The literature used by Wong et al. (2013) in their study demonstrates a firm connection 

between leadership styles and nurses’ job satisfaction. Notably, the recognition of 

structural empowerment facilitates authentic leaders for employee development through 

the acknowledgment of skills, autonomy, and competence. When thinking in a linear way, 

we can easily state that, the empowering and supporting behavior of leaders eventually 

encourages employees to become more productive and effective which, in turn, escalate 

employees’ job satisfaction. Therefore, based on the authentic leadership theory and 

literature review used in the study, Wong et al. (2013) hypothesized that Structural 

empowerment mediates the effects of authentic leadership on job satisfaction and 

performance.  

To fulfill the aim of the research, as mentioned earlier, a non-experimental predictive 

survey had been used by the authors. The data collection phase started in late 2008 and 

lasted for four months. As part of data collection, Wong et al. (2013) used ‘The Authentic 

Leadership Questionnaire (ALQ) that was divided into four subscales including four 

authentic components; balanced processing, relational transparency, self-awareness, and 

internalized moral perspective. The ALQ was used to understand ‘nurses’ perception of 

manager authentic leadership’. During the survey, nurses were being asked to evaluate 

their immediate manager with whom they spend the majority of their work time. To 

measure structural empowerment ‘The Conditions of Work Effectiveness Questionnaire 

2’ was used that includes 19 items measuring 6 components of structural empowerment. 

The items then were evaluated on a 5-point Likert scale ranging from 1 to 5. To measure 

job satisfaction, a 6-item Global Job Satisfaction Survey was used by the authors that 

evaluated employees’ affective reaction to their job without focusing on any specific 

feature. Gathered responses then were put on a 5-point Likert-type scale. For job 

performance, an 8-item General Performance scale developed by Roe et al. (2000) was 

being used to evaluate an employee’s self-appraisal on his/her performance compared to 

others involved in the same role and task.  

The results of the study conducted by Wong et al. (2013) indicate that the effect of 

authentic leadership on structural empowerment positively influence employees’ job 

satisfaction and job performance. It was evident from the study results that, authentic 

leadership directly and positively effects structural empowerment (β = 0·46, P < 0·01) 

which then have a profound direct effect on employees’ job satisfaction ((β = 0·41, P < 

0·01) and job performance (β = 0·17, P < 0·01). On top of that, a significant direct and 

indirect effect of authentic leadership through structural empowerment has been found on 

employees’ job satisfaction. The positive effect of authentic leadership on structural 

empowerment accentuate the need for authentic leaders in constructing an empowering 

work environment.  

The findings also indicate a positive relationship between authentic leadership and all 

structural empowerment components and that, among all the components, support (r = 

0.44) was highly connected to authentic leadership. One of the interesting findings of the 

study is that a high connection has been observed between authentic leadership and 

formal power portraying that the more a leader is perceived to be authentic the more 

formal power is experienced by the nurses in their roles. In fact, the strong perception of 

employees on authentic leadership occurs through the social identity process in which an 

authentic leader demonstrates a deeper sense and moral values thus contributing to 

employee’s emotional commitment towards the leader as well as the organization. 

Additionally, in relation to social attraction, the authors of this thesis suggest that, an 

authentic leader is thus likely to be perceived as a prototypical leader emerging from the 
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group by constructing strong sentiments of social attraction in others. Having said that, 

the social attraction that includes everybody, regardless of inside and outside groups tend 

to empower employees to carry out their roles. 

Albeit having a low score among all authentic leadership component, ‘Self-awareness’ 

was observed to be highly related (r = 0.45) with structural empowerment  indicating that 

leaders who know their strengths and weaknesses and have the realization of how they 

influence others are believed to be more concerned about empowering nurses to facilitate 

their work in a purposeful way.  

So, through the analysis above, we can come to an interpretation that, it is radical to 

consider structural empowerment as an obligatory factor of a flexibility-oriented 

organizational culture stimulating leaders’ authenticity in building and developing an 

organizational culture in which employees are being treated equally and supported for 

innovation and creativity, hence, resulting in strong employee commitment.    

6.2 Case #2 

In 2013, Garazi Azanza along with her two colleagues conducted a study inspecting the 

influence of flexibility-oriented organization culture on employee’s job satisfaction 

through its impact on authentic leadership. To support the purpose of the study, the 

authors proposed four hypotheses; 

H1: Flexibility-oriented cultures will be positively related to authentic relationship. 

H2: Flexibility-oriented cultures will be positively related to job satisfaction. 

H3: Authentic leadership will be positively related to employees’ satisfaction. 

H4: Authentic leadership will mediate the relationship between flexibility-oriented 

organizational culture and employees’ job satisfaction. 

In their study, the authors have found out that authentic leadership plays a partially 

mediating role in the relationship between flexibility-oriented organization culture and 

employee’s job satisfaction. The results from the study also indicate a positive 

interconnection between flexibility-oriented organization culture, authentic leadership 

and employee’s job satisfaction and that, authentic leadership is positively related to 

employee satisfaction. The results were derived from a cross-sectional survey of 571 

employees involved in 114 Spanish private organizations by using multiple regression 

analysis.  

As a matter of fact, the fierce competition among organizations in a global environment 

requires organizations to adapt to the changes as quickly as possible. For the sake of 

survival, so-called highly successful organizations nowadays are not only concerned 

about organizational profit maximization but also desperate to develop an employee-

centric organization culture. It has been evident from academic literature that people show 

more interest in working in organizations that value employees, promote a creative work 

environment and most importantly support, develop and prepare employees to thrive for 

innovation. Implementing a flexibility-oriented organizational culture, however, might 

not be as easy as it seems, especially in organizations where a traditional, rigid and 

hierarchy based organizational culture is being adopted. In this regard, Azanza et al (2013, 
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p. 46) comprehend that, authentic leadership which is considered to be a positive form of 

leadership and have significant positive impact on follower outcome (e.g., Moriano, 

Molero, & Lévy-Mangin, 2011; Peterson, Walumbwa, Avolio, & Hannah, 2012; Wong 

& Laschinger, 2012)  may become pertinent by providing organizations with guidelines 

to advance innovation and employee development. In simple terms, authentic leadership 

has a positive impact on followers’ outcome which then is supported by the choice of 

organizational culture by the authentic leader itself. Relating to the Incubator 

organizational culture mentioned in section 2.3.2.  

Authentic leadership having a positive impact on the follower’s outcome relates, in our 

explanation, to the relationship management between the leaders and followers, more 

specifically correlating to the LMX theory. We can grasp that the dyadic relationship 

between those two actors are a centric matter. As mentioned before a high index in LMX 

exchange refers to an extroverted behavior towards the employees from the leaders. This 

extroverted behavior in the LMX theory will, in turn, lead to an engaging and empowering 

relationship which has a significant effect on the overall organizational commitment as 

we perceive. The overall organizational commitment is impacted by the individual 

commitment, in accordance of our apprehension throughout the theoretical framework, 

and that due to the open and trustworthy relationship dynamics within the organization. 

In addition, the individual commitment is complemented by the social identity theory, 

more specifically the Depersonalization theory within Self-categorization. The 

depersonalization enables the members of an organization to act in a collective manner 

focusing on the collective goals and ambitions, setting aside the personal goals and 

individual achievement. Moreover, the high level of the overall organizational 

commitment translates to the organizational culture as a standard and principle that the 

authentic leader wishes to set as a behavioral standard.  

Furthermore, it can be interpreted that organizational culture is a result of the LMX-

theory. As mentioned before that the authentic leader at the organization objectifies the 

kind of behavior that best enhances and improves the working environment. Herein, the 

flexible organizational culture, to our knowledge can promote a high index in the LMX 

theory, based on the fact that it supports innovation and democracy at every level. This 

democracy and innovation support corresponds to the organizational culture explained by 

Geert Hofstede; being a result of an informal communication strategy associated with a 

low power distance within the hierarchy as subjectively interpreted by the authors of the 

paper. On the other hand, the democracy at every level at the organization reflects over 

the feministic dimension of organization culture due to the hierarchal equality as the 

authors perceive. Moreover, the support for innovation is enabled by the low uncertainty 

avoidance that depicts the leader’s attributes to explore opportunities. This informal 

communication system and the equality within the organization motivates the choice of 

acting collectively in achieving the organizational goals. Lastly, the low uncertainty 

avoidance leading to exploring the business opportunities serves a long term orientation 

for the organization and the members acting within. What is meant here is, the low 

uncertainty avoidance can be interpreted, as mentioned before, as doing the right things 

rather than doing right. In conclusive terms, the flexible organizational culture analyzed 

elaborately by Geert Hofstede's Cultural dimensions also refers to the cultural dimensions 

explained by Trompenaars and Hampden, more specifically the “incubator” culture 

promoting flexibility and innovation. 

To discuss and to draw interconnection between organizational culture and authentic 

leadership, (Azanza, et al., 2013, p. 46) used the competitive value model of (Quinn & 
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Rohrbaugh, 1983, p. 363) consisting of two dimensions with contrasting poles; internal 

vs external orientation and control vs flexibility. In the former dimension, internal 

orientation focuses on the organization itself, its processes and its people whereas external 

orientation, in contrast, focuses on the organization-market relationship. The flexibility 

in the latter dimension promotes decentralization of the culture as opposed to holding the 

control as a focal issue. Notably, these two dimensions together develop four organization 

culture orientations; support, innovation, rules and goal orientation (Van Muijen, 1999, 

p. 555). In line with the cultural theory mentioned previously in the theoretical 

framework, more specifically the organizational culture presented by Trompenaars and 

Hampden-Turner, these above mentioned 4 cultural orientations can be linked to the 4 

cultural orientation by Trompenaars and Hampden-Turner as seen in figure 1.  

As we believe that these two models can be interlinked by merging the concept as their 

ideas are very similar. Even though the orientations were not clearly described, they can 

be interpreted by their titles. It has to be mentioned though that the authors of the thesis 

will not forcefully interconnect the two theories as they have dome dissimilarity as well. 

Noting that four of the dimensions explained by (Van Muijen, 1999) has a commonality 

to the dimensions explained by Trompenaars and Hampden-Turner. In addition, the 

cultural dimensions explained by Trompenaars and Hampden-turner reflects upon four 

dimensions; Fulfillment, Project, Roles, and People. The interconnection between these 

two frameworks can be interpreted as follows; the support dimension of the theory 

developed by (Van Muijen, 1999) can easily be linked to the “people-oriented dimension” 

of Trompenaars & Hampden-Turner – the reason hereby is that in order for an 

organization to be flexible and committed, support has to be dedicated to the people. Next, 

the innovation dimension of the theory by (Van Muijen, 1999) is connected to the 

“fulfillment-oriented dimension” by Trompenaars and Hampden-Turner due to the 

promoted flexibility found in the theory and exemplified by the workplace of Google. 

Moreover, the rules dimension by (Van Muijen, 1999) might be connected to the “Role-

oriented dimension” because the hierarchal roles within an organization set more rigid 

rules and standard to live up to. Lastly, the “Goal-oriented” dimension, interpretable, can 

be related to the “Project-oriented” dimension because this dimension is about being task-

oriented and achieving the organizational goals.  

According to the findings of the literature review of the study, it has been observed that, 

an authentic leader emerging from a flexibility-oriented organization culture 

demonstrates “hope, trust, positive emotions, optimism, relational transparency, and a 

moral and ethical orientation towards the future” (Avolio, et al., 2004, p. 804).  

We illustrate that, the honest and transparent relationship among authentic leaders and 

employees develops as a result of the interconnecting relationship between flexibility-

oriented organization culture and authentic leadership. This authentic relationship may 

encourage employees to accept the internal authentic characteristics of a leader as their 

own. Therefore, we emphasize on the fact that, the transferable characteristics of leaders 

trigger employees to become more creative and innovative and make them feel strongly 

committed towards the leader and the organization as well.  

Even though there are favorable studies in relation to organizational culture, lack of 

empirical evidence makes it quite difficult to establish a solid connection between 

employee’s job satisfaction and flexible organizational culture. Nevertheless, Lund 

(2003) found out a positive connection between flexibility and internally directed culture 

whereas on the other hand identified a negative connection between control and 



 

69 
 

externally-directed culture. In addition, it has also been observed that job satisfaction 

often comes from a supportive, innovative and bureaucratic organizational culture. In 

connection to this statement, (Wu, et al., 2001, p. 14) advocated that, when people feel 

that they are being respected and supported for creativity, they tend to become more 

satisfied with their jobs – Cross-referencing with the responses gathered from the 

interviews targeted the leaders. The authors of this study suggest that a flexible 

organizational culture that includes support and innovation, contributes to employee job 

satisfaction through authentic leadership since it is evident from the scientific literature 

that job satisfaction is extensively related to authentic leadership. To support this 

statement, (Gialloando, et al., 2010) conducted research including 170 graduate nurses 

demonstrating that, nurses feel more involved and satisfied when they work alongside 

with leaders and therefore perceive the leaders as authentic.  

As mentioned earlier that flexibility-oriented organizational culture fosters the 

development of authentic leadership, therefore we believe, it provides an authentic leader 

with the understanding of shared values of the culture in a given context. Furthermore, 

we interpret that, the development of an authentic self of a leader facilitates to transmit 

and device a new vision through encouraging employee involvement. An authentic leader 

thus aims to ease the achievement of cultural values through the positive influence on 

employee’s job satisfaction (Azanza, et al., 2013, p. 47). By doing this, authentic 

leadership mediates the relationship between flexibility-oriented organization culture and 

employees’ job satisfaction.  

While performing the regression analysis, (Azanza, et al., 2013, p. 48) found out that, 

flexibility-oriented organization culture is firmly related to authentic leadership and 

employee’s perceptions of the leaders. To measure the flexibility-oriented culture, four 

items from the supportive scale among others; “How much is freedom practiced at work”, 

nine items from the innovation scale among others; “How much is an opportunity is 

explored at work” and a six-point Likert scale was being used. The correlations among 

variables showed a compelling relationship between flexibility-oriented culture and 

authentic relationship (r =.59, p < .01). Additionally, it was reported by Hierarchical 

multiple regression that, 37% of the variance in authentic leadership was demonstrated 

by flexible culture (R2 = .37, F = 56.20, p < .01) thus supporting the first hypothesis of 

study: “Flexibility-oriented culture is positively related to authentic leadership”. Further 

results show that, authentic leadership and flexibility-oriented organizational culture 

positively contribute to employees’ job satisfaction where 32% variance in job 

satisfaction was depicted by flexibility-oriented culture (R2 = .32, F = 45.87, p < .01) 

whereas flexibility-oriented organizational culture and authentic leadership together 

comprise 39% of the variance in job satisfaction (R2 = .39, F =53.11, p < .01). Besides, 

both of them were important predictors of job satisfaction which support both the 

hypotheses. Finally, it has been observed from the results that although authentic 

leadership weakened the outcomes of flexibility-oriented culture, it still partially mediates 

the relationship thus moderately supports the fourth hypothesis. However, the 

aforementioned statement is clearly does not support the expected outcome of the 

research question. Moreover, the responses gathered from the interviews it is observable 

that the statement above contradicts. 

In our subjective interpretation, now having a deep grasp on the subject of authentic 

leadership, we hereby believe that the findings of the study recommend; the development 

of authentic leadership fosters a flexibility oriented organizational culture that permits a 

cooperative and supportive work environment. That is a result from the strong employee 
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commitment through employee’s job satisfaction. On that note, the hypothesis and 

findings from the second case have a strong connection to the thesis-hypothesis in terms 

of examining the relationship between authentic leadership and employee commitment 

through organizational culture. It can hereby be interpreted that the job satisfaction of 

employees is the core essence of employees’ commitment.  

6.3 Case #3 

The article written by Roger Hallowell in 1996 is a case analysis of Southwest Airlines, 

one of the biggest airline company in the U.S, linking employee needs satisfaction and 

organizational capabilities to competitive advantage. The case analysis presented by both 

Simon Sinek and Roger Hallowell look into how Southwest Airlines became one of the 

most famous case studies for management. The authors has used a framework of three 

factors for illustrating the success of Southwest Airlines in which he explains that the 

generated value of Southwest Airlines in the result from the value created through 

employee needs satisfaction which then is converted to the customers and shareholder 

value through the organizational capabilities and operational management and that in turn 

resulted in the major airline company to position itself in a scale of cost advantage and 

superior service.  

The article touches upon the management point of view on the success of Southwest 

Airlines, more specifically how the value is been created and delivered to the customers. 

Even though that is the definition of a Value Chain Management (Golub, et al., 2000), 

the focus of the value was entirely based on people – the internal and the external 

stakeholders. As Herb Kelleher said; "Happy Employees make happy Customers" (Sinek, 

2009, p. 92). The leadership of Southwest Airlines took another turn rather than focusing 

on the profit as the objective, they focused on the organizational capabilities and 

employee commitment (Hallowell, 1996, p. 528). This was explained as a vicious cycle 

because the value creation first focused on employee satisfaction which increased and 

boosted the productivity of the organization and that in turn set of positive impression on 

the customer satisfaction which results in financial success of Southwest Airlines. We 

interpret this as the attitudinal commitment theory and the incubator corporate culture 

explained in the theoretical framework if employees have a stronger sense of emotional 

commitment they incline to increase productivity.  

Therefore, we can state that the result of this is the depersonalization factor in the sense 

that the members of the organization perform collectively and achieve the organizational 

goals rather than concentrating on how they can accomplish their personal goals. 

Furthermore, the collective organizational behavior is much related to the cultural 

dimensions presented by Geert Hofstede, namely collective organizational culture. 

Thinking in a logical thread, we can analyze that when the organization acts in a collective 

manner, the power distance within the hierarchical management is seen to be low due to 

the informality. This attributes to the femininity behavior and ideology within the 

organization, where every member is treated equally also where empowerment and 

inspiration is the key. What is more, the increased productivity, the low power distance, 

the feminine behavior within the organization leads to a lower uncertainty avoidance as 

the organization are now more inspired towards exploring new opportunities and 

innovation which adds value on the long run. The collective and flexible organizational 

culture in our opinion can attribute to the “incubator” organizational dimension presented 

by Fons Trompenaars & Hampden-Turner, characterizing a corporate culture that 

promotes innovation and a people-oriented mindset.  
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The author of this case study has followed a qualitative strategy to finalize the purpose of 

the paper being; linking employee needs satisfaction and organizational capabilities to 

competitive advantage hence using Southwest Airlines as an illustrative case study. For 

this, the author has used different literature to combine the answers by cross-referencing 

the findings. Even though the case is about competitive advantage, the case is highly 

relevant in terms of the topics; human resource management, employee commitment, 

organizational capabilities and organizational culture all of which linking to the success 

of an organization. What is more, this case study is different than the other two case 

studies, as those two are scientific articles in which the authors had measured and 

analyzed different data. However, this particular case study is an analysis of Southwest 

Airlines in which the authors had analyzed the company through different aspects, 

especially through employee satisfaction and organizational capabilities. 

In fact, what brought Southwest Airlines to its success point was the leader, Herb 

Kelleher, who emphasized on the employee-centered approach rather than a profit-

centered approach. As it was mentioned in the case study, the employees who were not 

fully complying with the organizational values were asked to leave. In our assessment, 

this is in relation to the Golden Circle where Simon Sinek, emphasized the importance of 

understanding the cause and belief of an organization in order to have a stronger 

commitment and dedication to the organization. Simply said that if someone does not 

believe in the values of the organization they do not belong in the organization. That being  

said, as the leader of the organization believed that happy employees will bring happy 

customers, the employees surely showed strong compliance and a strong sense of 

belongingness. And if employees are treated well, they have no reason to treat other 

people bad. Withal, if the leader of the organization believes in a certain ideology and 

acts upon those values, the concept of authentic leadership is proven in this case.  

In the subjective conclusive words, the author of the case study has reached the 

conclusion that the actions and objectives of human resource management have a positive 

impact on the success rate of an organization. On the other hand, this case was also 

introduced and presented in the book of (Sinek, 2009) which is considered a book based 

on experience and subjectivity. In regard to the case, the author did not mention much 

about human resource management and organizational capabilities but mentioned a lot 

about the "why" - the sense of connection to the purpose. He emphasized on hiring people 

who believe in what you believe, and this would create a stronger commitment to the 

organizational capabilities and overall commitment. And if an entire organization is built 

by employees who have a common set of beliefs and values, the organizational culture 

will live up to its definition; a system of shared values and norms carried out within an 

organization. 

6.4 Interviews; Towards Leaders 

‘The first question’ regarding how long a specific participant has been staying at a 

certain company shows the experience level and familiarity towards the organization. The 

range of that was between less than a year and more than 20 years. The higher the number, 

the higher the dedication and commitment to the organization. On the other hand, we 

assume that the number of years of experience a specific participant had at an organization 

provides a new perspective on leadership and leadership relationship. Hence, the latter 

(20+ years) is a strong sign of work experience as well as the commitment and dedication 

towards the organization. There were however, two cases from the entire interviews 

including employees and leaders indicated a work experience at the organization less than 
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a year; (1) respondent 2 who was a business analyst at a sales and consulting firm had 

just started his career at that organization and (2) respondent 5 who had the working title 

as a warehouse employee had in fact been fired from his job at that specific organization 

being a victim of harsh and disrespectful treatment. Relevant to this question, it is evident 

that participant 1 had more than 20 years of experience working for a specific 

organization and the other participant worked approximately 2 and a half years at an 

organization. Participant 1 had changed more than 20 hierarchal roles over 20 years and 

that organization. This case, in our opinion, shows a high level of commitment and 

dedication to that focal organization and as the respondent revealed in the last question 

of what makes him committed towards the organization; he simply answered that he loves 

what he does. The reason for not mentioning the rest of the participants’ work experience 

at are that they fall in the range of 2 – 20 years. 

The above-mentioned reason for the commitment level at the organization is attributed to 

the Golden Circle represented by Simon Sinek, as we presume. Simon Sinek mentioned 

in his book a brief story about commitment in a metaphorical way. The story was about 

asking a construction worker concerning his/her job; if people work because they have to 

and are paid well does not mean that they like their job but if people work for a common 

cause and are paid well means that they like what they do because they believe in the 

cause. This is linked to the respondent working 20 + years at the organization in different 

positions.  

‘The second question’ being about the definition of authenticity in leadership, from a 

leader's point of view was an interesting question due to the similar definitions or 

perceptions gathered from the participants. However, though, there were definitions that 

were close to the definitions presented in the literature. The responses gathered generally 

found were in the category of "being the real you thus being the same with everybody 

else". Even though the respondents had different levels of experience and were from three 

different countries/cultures, it is interesting that the responses were very similar. Due to 

the large cultural and environmental distance between the three respondents, we analyze 

that culture has no or low effect on authenticity in leadership.  As it has been observed 

from the different definitions gathered in the theoretical framework about authentic 

leadership from different authors and different years also from different geographical 

positions.  

When asked the leaders about how they would describe their leadership style (the third 

question), the response gathered was similar yet different. One of the respondents 

(Respondent 1) responded that he wholeheartedly encourages the employees by giving 

them energy and tries every time to think outside the box. The latter factor mentioned by 

the respondent is in our assessment connected to the uncertainty avoidance and the low 

power distance represented by Geert Hofstede. Thinking outside the box is an indication 

towards innovation and opportunity exploration which in turn is a result of an informal 

communication channel. That, in turn, is an indication that the leader within the 

organization aims for an “incubator” cultural dimension herein having a focus on the 

people and pursuing an egalitarian mindset.  

According to the authors’ perception, this is very much is related to the transformational 

leadership, in his point of view, being about inspirational motivation, consideration of 

everyone, influential idol and intellectual epiphany. According to him, thinking outside 

the box would promote creativity and openness within the organization. In line with the 

theories mentioned in the theoretical framework, promoting openness and creativity 
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within the organization is a symbolization of the incubator cultural dimension presented 

by Fons Trompenaars and Hampden-Turner.  

On the other hand, respondent 3 replied that through authenticity he tries to lead the 

organization. The respondent mentioned that he sometimes has to act like a boss and that 

because of the international business that is run by tight regulations. As mentioned in the 

theoretical framework, that the drawback of the analysis of the cultural dimensions of 

Fons Trompenaars and Hampden-Turner was classifying the cultures in 4 different views, 

but in reality it is a generally known fact that the leader within the organization might 

change the views during certain periods to address the most important goals – hence the 

shift in hierarchal view from egalitarian as well as a shift from task-oriented to people 

oriented. Moreover, he mentioned that, at work he tries to remain a professional 

relationship but after work, he tries to have a friendly relationship with everyone. With 

this close and tight relationship building with everyone at the organization by the leader, 

the LMX theory from the theoretical framework was chosen to be highlighted here by the 

authors with relations to the dyadic relationship.  

By way of interpretation, the close and tight relationship building after work will create 

a better sense of commitment between the leaders and followers leading to a stronger 

emotional commitment in the work environment. This, in turn, refers to a collective 

organizational culture where the members of the organization aim to accomplish the 

overall organizational goals rather than focusing on the individual goals. And associating 

this with the social identity theory, being in a collective organizational environment, the 

employees feel a sense of identity towards the organization which also supports the 

overall organizational commitment. Because as the individual can sense a sort of identity 

towards the organization due to, among others, the convenient work environment, an 

attitudinal commitment level will be established hereby a strong emotional 

commitment/connection will endure. The members of the organization will walk the extra 

mile because they understand the cause and they can easily connect themselves with the 

organization.  

Moreover, the sixth respondent who was working in Denmark but having a different 

ethnical background had the objective of taking care of people both below and above him. 

The authors of the thesis can relate this action to the Incubator Corporate Culture 

presented by Trompenaars and Hampden-Turner having a focus on people-oriented 

mindset rather than having a task-oriented mindset with an objective of an egalitarian 

positioning. Relating to a later point of the interview where the interviewee mentioned 

that he wholeheartedly aims for having a great leader-member relationship by 

encouraging every member in a collaborative manner. Hence, relating to the 

organizational culture, the respondent preferred a linear management hierarchy over the 

traditional pyramid style since that eliminates the power distance and improves the 

relations between the upper and frontline managers.  

Following the question about how the leaders motivate the employees within the 

organization (the fourth question), the respondents had a similar orientation. The 

respondent who was the regional distribution manager at a big Logistic Company 

mentioned that communicating with each individual and creating a work atmosphere 

where everyone thrives is the key. Communicating with everyone is a part of the LMX 

theory where the leader purposefully aims to create a sense of collective organizational 

culture where the members of the organization focus on the overall organizational goals 

and work in a sense of collectivity. In our perception, this is very similar to the 
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transformational leadership. But the other respondent, however, motivates employees by 

the concept of authenticity. Herein, mentioning that he never asks the employees to walk 

the extra mile but when the employees see that the leader dedicates a large amount of 

effort and time to the organization and the tasks, they would automatically contribute 

more. We can highly relate this to the theory of attitudinal commitment as it describes the 

value connection between the individual and the organization, herein the willingness of 

the individual that leads to the additional efforts hence resulting in a stronger commitment 

level. Moreover, we presume that the theory of commitment is much related to the social 

identity theory in terms of the individual identifies oneself with the collective 

organization. Here, it can be analyzed that no matter where authentic leadership is 

supported as well as practiced looks apart from the cultural beholden perceptions.  

Thereby, having an organization where everyone understands and follows the common 

cause which makes them to add more efforts. Additionally, the leader of the organization 

aims to create a convenient organizational atmosphere, which we believe will create a 

very collective organizational culture presented by Geert Hofstede. Aforementioned, the 

sixth respondent motives the employees by acknowledging all the achievements and 

providing positive reviews. As an alternative of motivating employees, respondent 7 

mentioned that there are different motivating methods for different people within the 

organization hence being a tailored strategy – therefore not mentioning motivation theory 

in the theoretical framework since it is not “One size fits all” theory.  

It is very interesting to observe and understand the disagreements that they have/had at 

an organization thereby how they go about it being ‘the fifth question’. The response 

gathered from this question was more or less identical between the three leaders from 

three different cultures/countries. All three leaders disliked having disagreement or 

confrontations at work since it made the leader-member relationship uncomfortable. In 

both cases (respondent 1 & 3), the disagreement was profound at high tension and 

therefore a third party was needed to solve the issue. They both agreed on that when 

disagreements happen at work, it has to be solved as quickly as possible otherwise it 

creates an undesirable tension between the members of the organization. The reason that 

these leaders from the interview had to utilize a third party to solve the issues was that 

they were not positioned as the main leader but positioned as the second hierarchal leader. 

The leaders within an organization dislike disputes, therefore, wanting to solve them as 

quickly as possible by any ethical way. Solving the issues within the organization is 

related to the theory of leader-member exchange relationship, whereas aiming for an 

amphibious relationship because at the end of the day they have to work side by side for 

to achieve the same organizational goals.  

But the sixth respondent preferred not to include any third party, because the tension will 

exist even if the issue is resolved. Hence trying to maintain the corporate culture like a 

family culture. The sixth respondent had an objective to solve the disputes between the 

members of the organization by utilizing facts and reality. This response is very closely 

related to the reply received from the seventh respondent, however though the 7th 

respondent furtherly mentioned that having disagreements is a case of nature and gives 

people the freedom of independent work. Therefore, encouraging by dialogue and 

discussion to focus on the common goals and objectives. Hence, we believe that, leaders 

are trying to dissolve any conflict as fast as possible by an ethical and authentic way so 

that it does not affect the future leader-member relationships.  
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In relation to the previous question, it is important to observe how the leaders would react 

to a positive idea coming from the employees being ‘the sixth question’. The leaders are 

from three different countries and cultures, the response gathered were very similar. They 

all loved new ideas and contributions from employees which made them happy in terms 

of providing positive energy within the work environment. An organization, in our 

opinion, that explores opportunities is a result of having an egalitarian mindset with 

characteristics of innovation and creativity. This, in turn, attributes to the uncertainty 

avoidance cultural dimension presented by Geert Hofstede.  It also refers deeply to the 

cultural dimension presented by Fons Trompenaars & Hampden-Turner of the 

“Incubator” cultural dimension, where the leaders of an organization are having an 

egalitarian viewpoint over the organization with a focus on people hence not miss-

applying the “ego” by stealing the creation and not rewarding the employees. As 

mentioned before, respondent 3 highlighted a case where he had to hire two employees 

that turned out to be fresh graduates from universities. He deliberately explained that it 

was difficult to convince the upper management of hiring these to fresh graduates because 

of their experience level. However, though, these two fresh graduates have surprisingly 

shown their ability to solve problems and to take initiatives. He noted that the reason for 

this surprising happening lead the fresh graduates to find a high sense of commitment and 

dedication to the organization and also had in mind the belief or cause of the organization. 

Thusly, we can say that the incubator cultural dimension is the most ideal in terms of the 

contemporary organizational culture allowing a large number of freedom activities. 

In our judgment, this is very much related to two theories from the theoretical framework, 

the commitment Theory, and the Golden Circle. The third respondent mentioned in the 

previous question that he tries to create a work atmosphere where at work the relations 

remain professional and occasionally casual but after work, they try to remain, friends, 

because at the end of the day they're all working in the same organization. We interpret 

that creating a work atmosphere where employees thrive well will boost the commitment 

level of the employees to a sense of attitudinal commitment. Which is about, a high 

commitment focus from the individual thereby wishing to remain within the organization. 

The commitment focus is built by the emotional commitment where one identifies oneself 

with the organization's objectives and values. On the other hand, we can throw light on 

that understanding the cause or why the companies existed increases employee 

commitment because they know they can add more to the cause. We believe that the 

attitudinal commitment also is strengthened by the allowed independent work (as 

mentioned by the 6th and 7th interviewees) of the employees where making decisions are 

based on facts and competency. To add to that, in case that the superior may not have the 

appropriate knowledge in the subject area, the employee can provide with necessary 

solutions. On top of that, the sixth respondent believes that providing long term training 

will help the new employees finding the “Why” being the purpose. In fact, the respondent 

uses the art of communication to dispose disagreements with seniors by presenting factual 

reasons.  

Complementary to the fourth question, in a more analytical way, it was asked how the 

commitment of the employees was encouraged by the leader hence being ‘the seventh 

question’. Here the responses were different; respondent 1 mentioned that in order for 

him to encourage the commitment and development of the staff, he tried to communicate 

with everyone who are below him thereby visiting the different operational sites that he 

was responsible for and this resulted in creating a closer relationship between him ask the 

second position hierarchical leader and the employees. This is linked, according to the 

author of the thesis, to both the organizational culture and LMX Theory (Leader-member 
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exchange theory). As mentioned before in the theoretical framework, the LMX Theory 

arbitrated the relationship between authentic leadership and effectiveness in leadership. 

In other words, the authentic leader tries to encourage commitment and dedication to the 

employees thus to ensure a high job performance within the organization. We observe 

that the respondent, being a leader, pursued to build any relationship between him and 

the employees with the aim of creating and smooth or workflow an attractive work 

environment that leads to commitment on an individual basis as well as on an 

organizational basis. The third respondent encourages the commitment of the employees 

by the help of authenticity and transparency – but not too much. Because, we assume the 

employees will follow the great behaviors done by the leader and embody it in their 

behavior. The comment of “not too much” refers to some employees may mis exploit the 

authentic behavior of the leader.  

On the other hand, the sixth respondent encourages the commitment level of the 

employees by aiming them for one goal and target as well as providing a positive review. 

By providing positive reviews and building a solid leader-member relationship, an 

attitudinal commitment behavior will be established by the employees. In fact, all four 

respondents agreed on that financial remuneration is not an effective tool for encouraging 

commitment because money is a short-term “manipulative” mechanism. The seventh 

respondent depicted that by delegation and giving confidence to the employees, the 

organizational goals will be achieved efficiently. Therefore, it is worthy of believing that, 

financial reward is not an effective tool in understanding the cause and the purpose of the 

organization.  

In terms of the organizational culture as an added question, since the organizations that 

the leaders (respondent 1 and 6) worked in was located in Scandinavia the organizational 

culture is evidently less focused on the hierarchical position but more focused on people. 

Due to this description, this is highly linked to one of the theories in organizational culture 

mentioned in the theoretical framework – namely the incubator culture presented by Fons 

Trompenaars & Hampden Turner. The reason for mentioning the incubator is that the 

Logistics business and the engineering industry are mainly about having a high 

performance in the operations. Therefore, the respondent mentioned that he tends to 

emphasize on the people within the organization meanwhile having an egalitarian mindset 

and this would result in higher organizational performance. Because, we believe that 

when people are satisfied within an organization they tend to walk the extra mile. The 

reasoning was further backed up by the 7th respondent emphasizing on the fact that, a 

flexible and non-hierarchical organizational system would allow equal treatment and 

having a people-oriented mindset. 

And as Herb Kelleher said, referring to Case Study 3, happy employees ensure happy 

customers. This in our opinion, can indicate that the better one treats the employees the 

better outcome there will be from them. And therefore, in this case, related to 

organizational culture, there will be no relation to the guided-missile. Because, as a matter 

of fact, the leader emphasizes on the people of the organization and not on the task mainly. 

In addition, the power distance dimension of Geert Hofstede is also highlighted here, 

because organizational cultures in the Scandinavian areas are categorized as having a low 

power distance due to its informality level. Moreover, this is also connected to the Golden 

Circle Theory because the respondent mentioned that he regularly makes the employee 

aware of the "why" – the cause and belief on the foundation of the organization. In other 

words, the leader constantly makes aware of why they are a part of the team. We strongly 

believe that being aware of the common cause, knowing the “why”, will increase the 
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organizational performance because the employees will commit to that if they believe in 

it.  

More specifically, respondent 6 described the ideal organizational culture that resembles 

encouragement and dedication by means of authenticity – linear management hierarchy. 

The linear management hierarchy, in fact, allows employees to come up with innovative 

ideas through a flatter communication style. Here we associated with the Incubator 

Cultural dimension herein getting accredited for their innovative efforts and contribution 

towards attitudinal commitment. In addition, including the junior employees in the 

meetings allows them to learn from the seniors resulting in more collaborative 

communication as well as dedication. By the same token, the LMX theory is elaborated 

on since this act of leadership creates a stronger and dedicated relationship between the 

members of the organization referring to the added question of equal treatment of 

employees. The dyadic relationship between the leaders and in-group members of the 

organization is highlighted here. As, the respondent aimed to treat the employees equally 

thereby to train them very well. We strongly admit that a solid relationship between 

leaders and followers creates a committed organizational culture. 

On the other hand, the other respondents (Respondent 3 & 6) mentioned that they tried to 

encourage the commitment and development of their employees by the true source of 

authentic leadership. On a side note, they mentioned that they are hard-working and 

believe in the company values thereby reckon that the employees would mirror the actions 

as they would sense a kind of seriousness within the environment. Moreover, the 

respondents mention that the employees are constantly being aware of the cause and 

belief of the organization - the "why". 

And according to the Golden Circle Theory, a sense of why would create a stronger 

commitment level as well as dedication level, as mentioned in the previous case in our 

belief. Already stated before that the respondents tend to have a friendly relationship with 

everyone after work and this would affect positively the LMX-theory. Additionally, the 

third respondent mentioned that having a friendly relationship with the employees after 

work would automatically create a friendly relationship and atmosphere at work. 

Eventually being from another culture (Lebanon), the organization the leader works for, 

has an emphasis on hierarchical position but unlike most leaders in that country having a 

task-oriented mind, the respondent tends to have a people-oriented mind. According to 

the cultural theories, this culture is usually called "the family" as we predicted.  

As the last part of the previous paragraph, focusing on people and the relationship hereby 

would have a positive impact on organizational performance and commitment. Regarding 

the encouragement of the commitment, the respondents suggested not to use monetary 

remuneration as a motivating tool because one will hire for leverage rather than loyalty. 

As a result the financial remuneration automatically comes from the top management 

observing an excellent workmanship. In line with the Golden Circle Theory, it is not about 

what you offer but more about why you offer what you offer. We interpret that loyalty is 

the core value of an organization hence the entire organizational performance and 

commitment lie on loyalty. Therefore, attitude and behavior are much more important 

than skill thusly skills can always be taught but behavior cannot. As a matter of fact, the 

behavior as mentioned before is modelled by the leader. Relating to the interview from 

the sixth respondent, providing independent workforce and providing positive reviews 

forms the committed and collaborative organizational culture.  
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In the perception of leaders, the authors of this thesis wanted to have an understanding of 

how the leaders see themselves because usually there are points of contention between 

how leaders see themselves and how the employees see the leaders. The results gathered 

were very similar, respondent 1 characterized himself as a charismatic person with 

characteristics such as courage, wisdom and experience thereby believed that these 

characteristics are the most important for an authentic leader. Comparing his definitions 

to section (2.1.1.) in the theoretical framework, it is evident for us that there are 

similarities between the literature definition and the definitions given from him. In 

elaborative terms, charisma is important because it sets some kind of image to the leader 

and courage makes up a big part of the character on the grounds that having a strong 

personality being able to take the blame rather than blaming. The character of the leader 

is the essence in this section because it relates to the Big Five Personality traits as 

explained in the theoretical framework – being about emotional stability, openness, 

agreeableness, extraversion, and conscientiousness. These characteristics make the 

character of the leader acceptable and are the basic elements of the authentic leader. In a 

logical sense, when the leader of an organization gets an idea about the identity that he 

can connect himself or herself with, the concept of authentic leadership becomes clearer.  

In our linear way of thinking, when there is a high level of authentic leadership, there is 

a stronger sense of commitment and collectivity which has an aftereffect on the 

organizational culture.  

Moreover, the stronger sense of commitment is a result of knowing the common cause 

and working for it, the “why”. It came to our knowledge, that experience was seen as 

another important factor in the characteristics since the right decisions were the result and 

cause of bad decisions. Lastly, wisdom was mentioned due to knowing what to do and 

what not to do thereby knowing what is good and what is bad. In the section of the 

theoretical framework, this is known as ethical and knowledgeable considerations. 

The third respondent believes he sees himself as a confident and courageous person with 

interchangeable people and task orientation being ‘the eighth question’. The reason for 

the interchangeable orientation between people and task is due to the international 

business operation being heavily guarded with regulations, therefore sometimes the 

leader ought to focus on the task. As written before, the leader aimed to have a people-

oriented approach with the aim to strengthen the leader-member exchange relationship 

which in turn will increase the organizational commitment and performance. Confidence 

was highlighted in the characteristics of the authentic leader interview on believing in 

something and going for it without hesitation. Nevertheless, the sixth respondent believed 

that authenticity describes him due to being factual and original hence despite the fact of 

having trained many engineers and employees.  

On the other hand, the seventh respondent added that she identifies herself with the values 

of integrity and commitment. We can easily interpret that showing commitment makes 

the other members of the organization, especially the subordinates, mirror the behavior 

and over time this behavior will be translated to an attitudinal commitment. After all, we 

can identify that characteristics such as confidence, commitment and integrity are the 

major key words in the description of authentic leadership.  

Seemingly the leaders being from different countries and cultures add a profound interest 

in caring about people's honest feedback. They believe that allowing people to be heard 

increases the emotional commitment towards the organization and strengthens the leader-

follower relationship. When the authentic leaders are acting on moral and ethical values, 
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this statement above is highly connected to authentic leadership in our depiction. In 

addition, it is deeply connected to the LMX theory and the commitment theory, because 

the appealing communication/relationship between leaders and the members create a 

stronger sense of commitment in the employees’ mindset which then translates into 

attitudinal commitment.  

Regarding the organizational culture, respondent 1 was asked about how the organization 

deals with employee achievements being ‘the ninth question’. In this case, the 

organization does not officially recognize employee achievements, however though, the 

leader being the respondent verbally and written thanked the employees as much as he 

could. Additionally, he specified that working in the logistic business can be very tense 

and hard to overcome all the challenges being the time delay and the missing packages. 

Therefore, the achievements towards employees were more in terms of psychological 

achievements – to know that one did a good job and to know that people got their 

packages/letters. As mentioned previously in the theoretical framework, more specifically 

in the depersonalization of self-categorization, that an organization performing based on 

the collective ideology, there is less focus on the individual reward as everybody is on 

the common objectives.  

Hence, we can relate this to the collective organizational culture introduced by Geert 

Hofstede.  That being said, it is not about what an individual has achieved but what an 

organization in total has achieved. For recognizing the achievements, the third respondent 

wholeheartedly appreciates the efforts and achievements of the employees either in-

person or by any other means of communication. In other words, act of loyalty and 

support is the core value. The achievement recognition of the sixth respondent was more 

or less similar with the difference of holding an annual award ceremony with the aim of 

boosting the employees’ commitment and dedication to the entity as a family.  

Because the interview was semi-structured, the respondents were asked about what makes 

them feel committed to the organization they are working at. The mutual answer gathered 

was the amount of respect and interest in the job. The amount of respect and the interest 

towards the job are a part of the attitudinal commitment level, as it describes the strong 

emotional commitment towards the organization based on the common values. They were 

both well thrived at the organization and both were well-respected. But respondent 1 and 

7 added one more variable to the response, that being the opportunity and challenge to 

change something within the organization which will allow them to move within the 

hierarchy position. The high job satisfaction from both leaders is, in our opinion, highly 

connected to the attitudinal commitment level and the Golden Circle. All leaders sensed 

a feel of commitment of doing something they love. Knowing that they are delivering 

something to the world. Here is why; the leaders had a profound understanding of the 

core values and beliefs of the organization.  

Surprisingly, the leaders shared the same understanding of the core values and beliefs 

which in turn resulted in a high commitment level and all that describes the authenticity 

characteristics within the leader. Having a high commitment level and being authentic 

resulted in a strong bond between the members of the organization to provide a sense of 

commitment and dedication. The level of commitment was also seen when asked about 

if they would proudly identify themselves with the organization because they were all 

proud when it came to label themselves working for that specific organization – hence 

the strong social identification. 
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As the conclusive question to the interviews towards the leaders, the respondents were 

asked whether or not they can confirm that authentic leadership would motivate 

employees to be more committed towards the organization – to which they all agreed and 

highlighted that authentic leadership, in any case, is recommended and suggested for a 

successful organization. Moreover, the seventh respondent added that Authentic 

leadership is definitely a tool to increase the employee emotional commitment, thereby 

there are only two ways in defining the employees; either as performance actors or as 

non-performance actors. In that sense, we can come to the fact that, if the employees are 

found in the non-performance section, they are less likely to have a strong commitment. 

All that supporting the hypothesis of this thesis. 

6.5 Interviews; Towards Employees 

The questions towards the employees were few but still conducted as a semi-structured 

manner where optional questions arose during the interview. In fact, the conduction of 

interviews towards employees provided the authors of this paper with the opportunity to 

investigate the purpose of the research from both sides rather than just relying on the 

leader’s point of view. ‘The first question’ of the interview was about the time period of 

working within that organization. As mentioned before, there were two cases indicating 

that the work experience was below 1 year, relevant to this question targeted the 

employees of an organization; one of the participants was fired from his job due to bad 

treatment and the other participant just started his career at an organization.  

Regarding ‘the second question’; the participants have been from four different 

hierarchical positions of an organization, from three different countries with bosses from 

three different countries. The results gathered were different. In the banking industry, the 

leadership was experienced to be honest and ethical but in some circumstances, it was 

quite opposite due to dealing with international business opportunities and operations 

along with regulations. As we analyze that, even though a flexible organization culture 

with structural empowerment that promotes less power distance to increase employee 

commitment may not be appropriate in such contexts where regulations are strictly 

followed to direct and guide employee behavior. In the sales and service industry, the 

leadership was seen as very flexible and relevant, as the respondent put it; "it was hard 

when it needed and soft when it could be".  

Connecting to the model by Fons Trompenaars and Hampden-Turner, shifting between 

different cultural dimensions is clearly visible and is positive to adapt in different 

situations. The common factors between these two industries are the flexibility in 

business operations and the title of the employee within the organization. On the contrary, 

the respondent who worked as a warehouse employee did not have any freedom of any 

sort; opinions, time and flexibility. And it is because of that, the leadership style in the 

warehousing industry was seen very autocratic hence there were no courage 

characteristics in the leader. In our sense, the autocratic leader would blame others instead 

of looking into what actually happened. This was the reason that the employee was fired 

due to mistakes found in the operations. Therefore, we can interpreted that, the absence 

of authentic characteristics in a leader may lead to employee dissatisfaction. It is indeed 

evident from the conducted interviews that the lack of authenticity in a leader tends to 

decrease the value connection between the employee and the organization thus affecting 

employee’s attitudinal commitment discussed in the theoretical framework.  
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As we delineated several times, an authentic leader is one who is not only aware of their 

own values but also prioritizes the values of others in the process hence positively 

contributes to employee’s increased sense of belongingness. In relation to authentic 

leadership, when an authentic leader strongly recognizes himself with the organization 

and portraits a clear picture of what he or she represents, therefore, becoming an 

influential figure for the employees resulting in stronger social identification and more 

collective culture.  

Adding to the poor side of leadership, the eighth respondent highlighted that the CEO 

was acting on an intuitive basis as he did not have the sufficient knowledge. From a 

business point of view, we can say that in business decisions are taken in balance both 

intuitively and rationally – hence not always in one certain behavior. Therefore, we can 

establish that having the appropriate and sufficient knowledge plays a major part in 

authentic leadership.  

This follows the next question of when was the last time that the employee had a 

disagreement with a colleague and how they handled it as ‘the third question’. It is 

obvious that in the warehousing business efficiency is a keyword and efficiency can be 

handled in two ways; by autocratic leadership or by authentic leadership. There is a huge 

difference between the handling autocratic leadership and authentic leadership, whereas 

the former would use any form of psychological and communicative force to achieve the 

organizational goals. The latter would use encouragement and inspiration with no sign of 

manipulation to make the workplace as thriving as possible in order to achieve the 

organizational goals. 

In fact, when a leader is perceived to be authentic, it facilitates the process of 

‘depersonalization’ through trust and dependability. On top of that, in line with the social 

identity theory, we strongly believe that when employees strongly identify themselves 

with a leader, they tend to copy the characteristics of the leader to act accordingly with 

the set standard without being manipulated. However, in this case, the respondent hereby 

went through autocratic leadership in a country located in Scandinavia - typically known 

as having the exact opposite characteristics. The respondent mentioned that there were 

problems with the operation management tools, and everyone suffered because the leader 

thought that he was right.  

Even though the participant faces up the leader of the organization by approaching in a 

friendly manner and tried to come to a common understanding, he received a written 

warning. Weeks later more than a dozen employees were fired based on the reason of 

"inefficiency". In this regard, we are absolutely sure that the theories mentioned in the 

theoretical framework regarding authentic leadership and commitment including 

organization culture cannot be applied in this case due to its complete opposite sense. 

However, though, this case can be used as an example of how leadership ought not to be. 

On the other hand, another respondent (2 and 8) stated that they have never encountered 

disagreements within the organization and clearly highlighted that if there were about to 

have a disagreement, they would approach it with a dialogue. This clearly indicates, in 

our comprehension, a leader-member exchange (LMX) relationship through mutual 

understanding. As a matter of fact, the dyadic relationship between leader and employee 

signifies an employee-centric culture or more specifically the incubator culture where 

employees are free to express their thoughts and opinions among others. The third 

respondent stated that when promoted to a higher rank within the banking industry, there 
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were different perspectives between the employee and the leader but by the time the 

difference vanished away. That in terms of, the leader observing the point of view of the 

employee and accepting that being reasonable. This is typically the characteristics of an 

authentic leader that he cares about the employee's opinion as we have understood from 

them and this is from all the leaders' interview responses.  

As mentioned before, there is a huge gap between what the leaders think and what the 

employees think, therefore the employees were asked to provide their own definition on 

the word of authenticity which represents ‘the fourth question’. The answer from the 

four respondents being the employees within an organization was similar. The employees 

have defined authenticity as being honest and being the same with everybody. In addition 

to these characteristics, one respondent stated that it is the set of parameters and values 

that one conforms himself with as well as the organization. Comparing these definitions 

and characteristics of authentic leadership with the ones presented in the theoretical 

framework, we came across that the perceptions of authentic leadership are not far away 

from the academic definitions. Once again, we consider that authentic leadership is about 

knowing thyself and acting of those beliefs and values reflecting over the entire 

organization. 

As a sub-question to the previous question, the employees were asked to define what kind 

of authentic characteristics they expect from their leader. The responses gathered here 

were very similar; being honest, determined, organized, planned, integrity and motivated. 

In addition to that, they have added: "to satisfy his promises to the employees". The 

factors of honesty, determination, organization, planning, and motivation are clearly 

explained in the previous sections. When the interviewers heard about the word integrity, 

they asked for an elaborative explanation thus the respondent mentioned the quality of 

being honest and having moral principles. These characteristics are in line with the 

definitions provided in the theoretical framework regarding authentic leadership, hence 

we can definitely say that there are no misconception or misinterpretation on the 

definitions of authentic leadership. 

‘The final question’ asked to the employees within the organization was what makes 

them feel committed to the organization. The responses gathered for this question was 

more or less similar, it was about doing what you love and about respect. It has to be 

mentioned that money was not one of the factors because it was seen as a manipulated 

factor in the sense that it does add to the loyalty. Respondent 5 felt the commitment in 

being part of something big (making someone's day) which is highly connected to the 

purpose and objective of being a part of the team. Respondent 8 felt the commitment due 

to delivering some big projects to the organization. On the other hand, respondent 2, felt 

the commitment in the interest of the job (doing what he likes) and the amount of respect 

given by the other members of the organization – which was also the reason from 

respondent 4.  

The findings here above, we relate to the theory of the Golden Circle as the employees 

were committed to the organizations due to understanding the purpose and believing in 

those, which resulted in a sense of commitment, more specifically attitudinal 

commitment. Our findings in context of the ‘commitment’ question suggest that a feeling 

of strong social connection towards the team or the organization, in a broader sense, 

encourage and strengthen employee willingness to thrive for a common goal through 

collective effort rather than the persuasion of personal goals. Strong sense of 

belongingness which largely occurs through ‘depersonalization’ process and the 
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parenting of ‘structural empowerment’ in an organizational culture evidently leads to 

effective (attitudinal) employee commitment.  

After all the analysis and discussion on the different theories and data gathered, we clearly 

answered the research question together with the sub-questions. As mentioned before in 

the introductory chapter, more specifically in the research question, the main research 

question of “What is the role of authentic leadership in developing emotional commitment 

towards a collaborative organizational culture?” will be answered by responding firstly 

to three basic underlying questions – those being;  

- How authentic leadership corresponds to emotional commitment? 

- How is authentic leadership connected to organizational culture? 

- What is the relationship between emotional commitment and organizational 

culture?  

Throughout the analysis and discussion phase, different topics have been interconnected 

with the gathered data hence analyzing the relationship between the themes. Briefly, we 

can say that authentic leadership is the essence in any organization as it promotes a 

convenient work environment where everyone thrives. In other words, when there is 

authentic leadership within an organization, the relationship between leaders and 

followers will improve to a better state of art hence resulting in a collective performance 

where everyone understands the common cause and belief. Having a common 

understanding of the “why”, increases the commitment level within the organization 

attributing a stronger sense of emotional commitment. We believe that this in turn, will 

structure a collective organizational culture where the members focus on the overall 

organizational goals and objectives rather than on the individual goals.  

6. Conclusion  

Briefly concluding by connecting the lines throughout the theoretical framework, we 

believe that without a vision or cause to believe and how to get about it, the leaders can 

hardly have followership. In fact, the social identity perspective of leaders, as well as 

followers discussed in the theoretical framework chapter, portrays the relationship 

between authentic leadership and social identity by allowing leaders to be deeply aware 

of the values of others as well as concerned about their own selves. This ultimately 

promotes a strong collective organizational culture through a strong commitment of 

employees and a resilient bond between the leaders and the members.  

In elaborative terms, in order to have a collaborative organizational culture with a high 

level of commitment, authentic leadership is the essence. In furtherance of the explanation 

of authentic leadership, having an introspection and translating that into extrospection, an 

authentic leader attempts to have a minimal power distance allowing for less hierarchy 

and regulations. The lower level of power distance will lead to a more empowering 

relationship building and a more unified organization ultimately leading to a highly 

committed organization. Due to the authenticity character, the leader tends to believe in 

a long-term time frame thus seeking opportunities for improvements supporting the 

members of the organization. Hence doing the right things rather than doing things right. 

Moreover, reflecting on the theory presented by Trompenaars and Hampden-Turner, an 

authentic leader is one who has the mindset of egalitarianism and a people-oriented view 

– the incubator. As seen by the example of Google’s workplace, when there is a view that 

people are equal and the leader invests more attention in the people, the overall 
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organizational commitment will increase inducing a solid and collaborative 

organizational culture.  

Summing up, answering the research question and the sub-questions, it is evident that, 

authentic leadership is ubiquitous across different cultures and different organizations.  In 

fact, from the gathered primary data, it is obvious that the inclusion of authentic 

characteristics in leadership results in an increased individual employee emotional 

commitment which in turn, leads to overall organizational commitment. Consecutively, 

the overall organizational commitment forms an organizational culture where employees 

are thrived also having a clear understanding of the cause and belief - “Why”. As 

mentioned before that this thesis focuses on the linear relationship between authentic 

leadership, employee emotional commitment, and organizational culture, a positive 

relationship on the hypothesis is proven.  

Henceforth, the main research question of “What is the role of Authentic Leadership in 

developing Emotional commitment through Collaborative Organizational culture”, has 

been answered in the Analysis and Discussion part. The first conclusive statement is that 

Authentic Leadership is the essence in developing emotional commitment. In a logical 

way of thinking, the authentic leader encourages and empowers employees in grasping 

the “Why” of the organization – why the organization exists in the first place.  Secondly, 

once employees have possessed a common understanding of the belief and have a 

stronger commitment towards the organization, the organizational culture – hereby as the 

third conclusive statement, will be formed in a collaborative manner where everyone is 

working together for a common cause. The organizational culture herby is a learned 

behavior shaped by the leader, on the assumption that having authentic characteristics 

and commitment towards the organization will inspire the other members at the 

organization to be more committed and collaborative. The leader endowing the necessary 

skills and characteristics will thereby model the wished behavior within that organization 

by his authentic characteristics and his personal image. This, in turn, will enable the social 

identification wherein the individuals will identify themselves with the collaborative and 

committed corporate culture.  

Lastly, the sub-questions of the research assisted in answering the main question by 

following a red thread. The sub-questions divided the topic into several parts with the aim 

of gaining better comprehension of the topic as mentioned above. We ultimately conclude 

that, the themes used in the research question are in a linear relationship as Authentic 

Leadership impacts the commitment level which then results in a stronger collaborative 

organizational culture. Thusly the conceptual framework of the linear relationship has 

been established.  

Knowing his strengths and having a plan which he truly believed in, empowered his 

individual emotional commitment which led to a team having his back in achieving 

something extraordinary. And that was Diego Maradona in 1986. 

7. Study contributions 

The purpose of this research was to examine the role of authentic leadership in developing 

emotional commitment towards a collective organizational culture. This research could 

have ended by proving otherwise. However, as the thesis authors have predicted, the 

conclusion of the thesis has proven that authentic leadership is the main principle in an 

organization to create a workplace in which everyone thrives. Like a domino effect, 
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authentic leadership has a positive impact on the commitment level of the organizational 

members. Because the authentic leader creates an enthusiastic work environment and 

organizational culture which is the result of a high commitment level. Thereby the 

commitment level is dependent on the individual as well as the understanding of the 

“Why”.  

7.1. Theoretical contribution  

The aim of this thesis is to contribute both to the theoretical and practical aspects, as 

mentioned before the authors of the thesis were motivated and interested in gaining a 

better understanding of this topic. This also resulted in finding several gaps within the 

current theoretical literature. The authors of this paper identified a linear relationship 

existing between authentic leadership, employees’ emotional commitment and 

organizational culture. However, few, if not, no research has previously been conducted 

to demonstrate the existing linear connection between these three themes. Even though 

the theories such as commitment theory, social identity theory or organizational theory 

have been used independently to establish its connection to authentic leadership, they do 

not take into consideration the significant effect of other factors regarding authentic 

leadership. Therefore, using different theories (some of them were never used before) in 

relation to finding out the relationship among the themes theoretically contributes to 

existing leadership literature by filling up the gap. On top of that, the authors of this paper 

put an effort to combine different theories together to exhibit a firm connection between 

abovementioned themes hence facilitating a collective understanding of the subject 

matter.  

7.2. Practical & Societal contributions 

This thesis paper practically contributes to the current society by establishing the fact that, 

the essence of authentic characteristics in leadership is obligatory regardless of any 

leadership styles in order to achieve a common goal through collective effort. The practice 

of authentic leadership in any organizational context facilitates the process of achieving 

organizational goals which is a result of employee empowerment. In this thesis paper, the 

authors have provided a firm definition of authentic leadership and depicted essential 

authentic characteristics of a leader believing that this would assist in the self-

development process of a leader to become more authentic. Furthermore, the 

establishment of structural empowerment in an organization culture would facilitate the 

process of employee development through creativity and innovation. However, the 

findings of this paper also contribute practically by showing different perspectives of both 

sides (leader and employee) on authentic leadership, employee commitment and 

organizational culture which, in turn, will provide leaders with an understanding of 

employee needs and expectations.  

On the other hand, due to the management/leadership issues experienced in the practical 

management world, the authors hereby intended to provide inspiration and a new 

perspective to the current leaders. This inspiration is of how to handle the organizational 

environment in order to create an employee-centered organizational culture with an 

emphasis on support, empowerment, respect, and understanding. All of this will have a 

positive implication on the society since the current leaders as well as the potential leaders 

would improve their behavior towards the members of the organization thereby the 

standards of leadership will have a new bar. Referring to Herb Kelleher’s quote once 

again; “Happy Employees ensure happy customers”.  
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8. Limitations and Future Research 

The authors of this paper have faced some limitations during composing the study on 

authentic leadership in relation to commitment and organizational culture within an 

organization. The first limitation is the use of a qualitative research strategy, more 

specifically the amount of case studies (3). The main reason behind the use of case studies 

was to gather stronger empirical evidence on the contemporary event on authenticity and 

authentic leadership. Moreover, observing the current literature and figuring out the gaps 

within, the authors were motivated to contribute to the study with a new perspective. 

Though, delineating the literature search by using cases that fulfill the secondary data 

criteria of Relevancy. This could be a potential limitation for the research since it ignores 

the ‘so-called’ outdated definitions and arguments on authentic leadership. Thereby 

focusing on contemporary society and its association to authentic leadership. In addition 

to that, the conduction of in total eight interviews, focusing the amount of questions more 

towards leaders than employees due to time condition, may be considered as a limitation 

of this study because of not having enough employee perspectives. Having more 

interviews would have possibly contributed more to an in-depth understanding of the 

subject matter. Therefore, realizing the significance of equal perception of both leaders 

and employees, the authors of this paper suggest further research including more balanced 

interviews in the process to strengthen the validity of the paper. Another limitation could 

be that, belonging from different countries that have different types of organizational 

cultures with a specific set of strategies and values and highly influenced by national 

cultures, the interviewees have had divergent views at least to some extent on the same 

subject topic which made the study more challenging towards fulfilling the study purpose 

due to the time limitations. Hence, a suggestion for future research would be to include 

more participants from diverse organizational cultures to have a profound understanding 

of the subject topic.  

The utilization of English as a common language to conduct interviews can be seen as 

another limitation since the participants did not speak English as their first language. That 

being said, some interview questions may not have been answered in such a way that the 

participants would have wanted to express. Apart from that, even though this paper 

emphasized on the fact that authentic leadership is obligatory regardless of any leadership 

style, the authors chose not to go through any particular leadership style and examining 

its connection to authenticity due to a time restriction. Thereby, this paper creates an 

opportunity for future research to examine and establish a connection between authentic 

characteristics and different leadership styles in order to achieve employee commitment 

that finally leads to a robust organizational culture.  

However, due to the limitation in the literature review, not many articles on each topic 

were available which might influence the outcome of the paper. Given the circumstance 

of conducting the research as in the abductive approach to theory development, the 

authors have selected to focus on the necessity of authentic leadership with reference to 

the emotional commitment and collaborative organizational culture. As mentioned earlier 

in the theoretical background and gaps within the introduction, the current research on 

authentic leadership includes the historical evolution and background on authentic 

leadership, several theory improvements and interrelating authentic leadership with 

employee’s emotional commitment and organizational culture. 
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It has to be noted that, there were some theories stumbled upon from the case analysis 

and articles, for instance; Structural Empowerment, In- & Out-Group Biasness in Social 

Identity Theory and the Transformational Leadership that were neither explained further 

nor elaborated in the thesis. First of all, the reason for not utilizing structural 

empowerment in the thesis work is simply because the authors of the thesis has interpreted 

it as the result of the commitment level. Hence, as a future research suggestion, it is 

recommended that the theory of structural empowerment ought to be researched in 

connection to authentic leadership and organizational culture.  

Secondly, the use of in-group and out-group biasness was not elaborated in the thesis due 

to its non-relevancy with authentic leadership theory since an authentic leader’s concern 

is to involve every individual member within the process through equal treatment. Hence, 

a suggestion for further research would be to prove that the transparency and equal 

treatment by an authentic leader would dissolve the in-group and out-group biasness 

among members of the same organization.  

Lastly, the theory of transformational leadership has not been utilized in the thesis work 

due to the fact that transformational leadership, by definition is a leadership style where 

the leader works closely with teams in order to undergo changes through inspiration and 

commitment. The authors of the thesis have used their subjective interpretation as means 

of axiology to deduce that transformational leadership is very similar to authentic 

leadership where the characteristics intercross.
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Appendix 1 – Interview Guide 

Before conducting the interview, we fulfil some obligations to the respondents to make 

sure that the research conducted represents no bias and no flaws hence having a higher 

validity. 

We clearly identify who we are and that the research is conducted on behalf of Umeå 

University. Moreover, we briefly explain the purpose of the research thereby connecting 

it to the aim of the thesis. In the furtherance of the interview, we also mention why these 

respondents were selected and how they add value to the completion of the study. 

Conducting the interview, we distinctly highlight the importance of the confidentiality 

and that no personal information will not be disclosed to the thesis, as seen in section 

(4.1.8). Finally, we mention that the participation of the respondents within the research 

is completely voluntary and for this reason the respondent can pull out from the research 

at any given time.  

These questions were formulated and asked with relevancy to the research purpose being 

analyzing the relationship between Authentic Leadership, Employees’ emotional 

commitment and organizational culture in order to complete a stronger empirical 

evidence. To mention that these questions will be asked in the chronological order as seen 

below. 

As mentioned before, the interview is conducted in two sections targeting two segments 

with the aim of getting a bigger picture of the understanding of authentic leadership from 

both the leaders’ as well as employees’ perspective. The sample overview is referred to 

in section (4.1.5.), where the respondents have been put into a table categorizing them 

into these factors which then were extracted and explained; 

- Participant 

- Position in the company 

- Sector/Industry 

- Interview Duration 

- Interview Setting 

- Years worked at company 

- Location of company 

 

Towards Leaders: 

1. How long have you been working for this organization? 

2. What do you understand by the word authenticity? 

3. How would you describe your leadership style?  

4. In what ways do you motivate your employees? 

5. When was the last time you had a disagreement with a colleague? How it ended 

up? 

6. When was the last time you were approached with a creative idea from the 

members? What did you do? 
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7. How have you encouraged the commitment and development of your staff in the 

past? 

8. What are the values you demonstrate as a leader?  

a. Courage, Wisdom, Authenticity, low power distance and people oriented  

b. Caring about people’s honest feedback? 

9. What kind of employee achievements does the company recognize? And how 

are the responsibilities delegated? 

Towards Employees: 

1. How long you have been working with this org? 

2. How would you describe the leadership style of the leader? 

3. When was the last time you had a disagreement with a colleague? How it ended 

up? 

4. What do you understand by the word authenticity? What authentic 

characteristics you expect from your leader?  

5. What makes you feel committed towards your org? 

Designing the interview guide towards leaders 

Research question Research objective 

1. How long have you been working 

for this organization? 

a. To identify the respondent’s 

experience level and the 

familiarity within the 

organization 

b. To understand the type of the 

commitment to the organization 

2. What do you understand by the 

word authenticity? 

a. To compare different the 

perceived level of knowledge of 

the topic 

3. How would you describe your 

leadership style?  

a. To identify the types of 

leadership are being practiced in 

organizations from leaders’ 

perspective 

4. In what ways do you motivate 

your employees? 

a. To relate to the cultural 

dimensions by Fons 

Trompenaars – how people 

orientation and egalitarian 

dimensions improves the 

motivation 

b. To relate to the Golden Circle by 

means of being motivated by 

knowing the cause 
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c. To relate to the dyadic 

relationship between leaders and 

members 

5. When was the last time you had a 

disagreement with a colleague? 

How it ended up? 

a. To relate to the LMX-theory in 

terms of recognizing the 

effective leader-member 

relationship 

6. When was the last time you were 

approached with a creative idea 

from the members? What did you 

do? 

a. To relate to the LMX-theory in 

terms of recognizing the 

effective leader-member 

relationship 

7. How have you encouraged the 

commitment and development of 

your staff in the past? 

a. To understand the commitment 

tools by the leader and relate to 

the existing theories 

8. What are the values you 

demonstrate as a leader?  

a. Courage, Wisdom, 

Authenticity, low power 

distance and people 

oriented  

b. Caring about people’s 

honest feedback? 

a. To assess the expected 

perception of the leader’s 

characteristics by leaders 

b. To identify what typical 

characteristics leaders 

demonstrate in order to act 

authentic 

c. To understand to what extent the 

organizational culture is flexible 

9. What kind of employee 

achievements does the company 

recognize? And how are the 

responsibilities delegated? 

a. To assess the cultural dimensions 

within the organization  

b. To analyze how these cultural 

dimensions affect the motivation 

and relationship between leaders 

and members  

 

Designing the interview guide towards employees 

Research Question Research Objective 

1. How long you have been working 

with this org? 

a. To identify the respondent’s 

experience level and the 

familiarity within the organization 

b. To understand the type of the 

commitment to the organization 

c. To recognize the level of loyalty 

of the employees 
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2. How would you describe the 

leadership style of the leader? 

a. To identify the types of leadership 

are being practiced in 

organizations 

3. When was the last time you had a 

disagreement with a colleague? 

How it ended up? 

a. To relate to the LMX-theory in 

terms of recognizing the effective 

leader-member relationship 

4. What do you understand by the 

word authenticity? What 

authentic characteristics you 

expect from your leader? 

a. To compare different the 

perceived level of knowledge of 

the topic 

b. To assess the expected perception 

of the leader’s characteristics 

5. What makes you feel committed 

towards your org? 

a. To understand the cause of 

commitment and the loyalty of 

the respondents 

b. To relate to the Commitment 

theories as well as the Golden 

Circle 

c. To identify to what extent the 

employees maintain social 

identity over personal identity 
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Appendix 2 – Letter of Consent  
 
Dear, 

We are two students from Umeå University, Konstantin Golpayegani and Asif Wazed 

Mahmood, studying Master’s in Business Development and Internationalization. We are 

currently writing our thesis on “Authentic Leadership with relation to employees’ 

emotional commitment and organizational culture.” The aim is to investigate to what 

extent different organizational leaders perceive that it is necessary to integrate authentic 

behavior and characteristics and leadership styles that are being practiced in different 

organizational context. Additionally to find out how the inclusion of authentic 

characteristics in leadership and encourage employee emotional commitment to build a 

collaborative organizational culture. The purpose mainly is understanding of authentic 

leadership is positively related to leader-follower relationship and thus contribute to 

increase emotional commitment. Finally to figure out if increased emotional commitment 

contributes to promote a robust organizational culture. 

That being said, we are conducting an interview, preferably face-to-face or through 

Skype, asking the following questions (see interview guide). To your attention, your 

personal information will not be included in our thesis work as we know the importance 

of the privacy issue. On that note, you have the complete right to withdraw from the 

interview at any moment you want.  

Your voluntary participation to the study will contribute an improved perspective on 

authentic leadership both on a theoretical and practical sense. In that meaning, the results 

may reform the way practicing authentic leadership in the contemporary organizations.  

We look forward to hearing from you! 

Best regards, 

Konstantin & Asif 

 

Konstantin Golpayegani 

K.Golpayegani@gmail.com 

 

Asif Wazed Mahmood 

Asifwazed@gmail.com 


