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Authentic leadership, while having no formal or unequivocal definition, is a growing field in academic research.[1] The idea has also been embraced by leaders and leadership coaches, who view it as an alternative to leaders who emphasize profit and share price over people and ethics. There appears to be some consensus in the literature about the
qualities an authentic leader must have. These include self-awareness, the ability to trust one's thoughts, feelings, motives and values, self reflection, responsiveness to feedback, and the ability to resolve conflict in honest and non-manipulative ways. An authentic leader is supposedly able to further the success of an organization within the confines of
social and ethical values, even when that seems impossible. Authentic leadership is claimed to be a superior model due to the greater trust and motivation it invokes in subordinates. Much of the evidentiary basis for authentic leadership has been called into question[2] and papers have been retracted.[3][4][5] Historical background The concept of
"authenticity" can trace its history back to ancient Greece. Ancient Greek philosophers stressed authenticity as an important state through an emphasis on being in control of one's own life and the ubiquitous admonition: "Know thyself".[6][7] Authentic leadership as we know it today evolved from the history of these terms. It originated in the 1960s
as a means to describe how an organization reflects itself authentically through leadership.[1] Some believed that an entire organization could act authentically like a single person through responsibility, reactions to uncertainty, and creativity.[8] Others believed that authentic leadership is actually more about how the leaders define their own role
within an organization.[9] Recently, authentic leadership has garnered more attention among scholars and practitioners because of publications from Harvard professor and former Medtronic CEO Bill George[10][11] and other calls for research.[12] The past decade has seen a surge in publications about authentic leadership, producing new models,
definitions, and theories. The emphasis on conceptual development suggest that the concept is still in the initial stages of construct evolution, though as the scholarly research on the topic progresses, the types of publications produced appear to be shifting from mostly conceptual pieces to more and more empirically based articles. This shift may be
indicative of a nascent emergence of the construct from an introduction and elaboration evolutionary stage to one marked by evaluation and augmentation.[1] Definitions Because the concept itself is not yet fully mature in a theoretical sense, there are many different definitions of authentic leadership, each with its own nuances. However, consensus
appears to be growing that authentic leadership includes these distinct qualities: An authentic leader is always self-aware (Duignan, 2014). They trust their thoughts, feelings, motives and values (Kernis, 2003). Yet, at the same time they believe in self-inquiry and self-realization (Gardner et al., 2011). An authentic leader reflects on their decisions,
asks for feedback and opinions (both supporting and opposing), and believes to resolve the conflicts in non-manipulative (Henderson & Hoy, 1982, as cited in Gardner et al., 2011 ) and balanced (Kernis and Goldman, 2006) way; through unbiased, honest and ethically and morally uplifting practices (Duignan & Bhindi, 2009). Moreover, the prime focus
of an authentic leader is the success of the organization within the construct of social values; even if they have to struggle with challenging situations (Whitehead, 2009). There is empirical research that supports a superordinate construct of authentic leadership that includes these four components.[13] It should be noted, however, that this evidence
has been called into question[2] as a result of reporting statistically impossible results. Other papers by the same authors have been retracted for similar problems and the inability of the authors to produce evidence of their claims.[3][4][5] Authenticity and ethics This section needs expansion. You can help by adding to it. (June 2021) The defining
characteristics of Authentic Leadership have been displayed as an inverse of those defining Traditional Leadership. In contrast to leading with goals, Authentic Leadership claims to lead with purpose. Revolving its coaching methods around the core value of preceding with self-discipline. This varies from the traditional leadership approach by keeping
morals in view at all times, lacking the toleration for shortcuts and keeping personal values as a close crucial element. These distinct habits have been described as "leading with the heart" and generally keeps a softer approach with the main basis being goal making, relationship building, self discipline etc. [14] Patterns of behavior Authentic
leadership should be understood as a pattern of behaviors through which leaders exhibit the components of authentic leadership. Thus, it is insufficient for the leader to be self-aware, etc. without also conducting themself in such a way that others, particularly subordinates, view the leader as authentic. Empirical model of authentic leadership
Although the concept of authentic leadership as an actionable model is relatively new to leadership theory and practice, there has been some initial research regarding the overall effectiveness of the model as well as the inner workings of the model within teams and organizations. This research has been used to explain what precedes the appearance
of authentic leadership behaviors, what makes authentic leadership effective, and the consequences of adopting an authentic leadership style. These factors contribute to why authentic leadership works within teams and organizations. Antecedents Several leader characteristics may be important to the appearance of authentic leadership behaviors by
leaders. For instance, both leader self-knowledge and self-consistency have been shown to act as antecedents for authentic leadership (the former being a static process of understanding one's own strengths and weaknesses and the latter consistency between their values, beliefs, and actions). This relates to the key components of authentic
leadership: leaders first have to be clear about their values and convictions to be perceived as authentic by their followers and they have to demonstrate consistency between their values, beliefs, and actions.[15] Additional research suggests that leaders who act in accordance to the three components of positive psychological capital (PsyCap) (hope,

optimism, and resiliency) are more likely to become authentic leaders.[16] This is true for several reasons. First, leaders who can set and explain goals effectively create a more hopeful environment for their followers. Second, optimistic leaders have a greater ability to motivate their followers and help them more easily anticipate future events. Third,
resilient leaders are better equipped to function in changing environments in order to support their followers.[16] High and low degrees of self-monitoring in an individual has also been suggested as an antecedent of authentic leadership. Self-monitoring reflect how likely someone is to actively construct a public image that aligns with the
expectations of others.[17] It has been proposed that low self-monitoring leads to a higher degree of authentic leadership characteristics because low self-monitors and authentic leaders both act in a way that is consistent with what they believe and value. However, empirical research has not supported this theory thus far.[18] Mediators Among the
proponents of authentic leadership, there are many theories regarding why authentic leadership is an effective leadership strategy. Authentic leadership has been shown to promote team members' belief in the team's ability to succeed, known as team potency,[19] which has in turn been shown to improve team performance.[20][21] This occurs
because authentic leadership behaviors promote team virtuousness which, in turn, promotes team potency and performance.[19] Authentic leadership has also been shown to encourage team performance by promoting trust in the group or organization, because follower trust in the leader will encourage increased loyalty to the organization,
increasing performance as a result.[22] Other research has shown that the relationship between authentic leadership and both organizational citizenship behavior and empowerment is mediated by identification with supervisors. This is because a follower's interpersonal identification with their leader links leader and follower outcomes (in this case,
empowerment and OCBs).[23] It should be noted, however, that the article that these claims are based on was retracted amid concerns that the results were not reported accurately and the authors could not produce evidence to verify their claims.[24][3] Research into the mechanisms of authentic leadership is ongoing, but it is becoming clear that
authentic leaders engender an emotional and/or psychological response from their followers that leads to an increase in individual and team performance. Consequences Initial research has shown that leaders who practice authentic leadership normally lead teams that perform better than teams with leaders who do not practice authentic leadership.
[19][22][25] This is not necessarily surprising as the model itself arises from successful leaders who simply described what they did and put the label "authentic leadership" on that description. The academic model that has been developed over the years since the publishing of True North[11] has largely resulted from the work of academics to further
describe the model so that it can be researched and duplicated. Measures Both research scientists and practitioners have an interest in measuring the level of authentic leadership exhibited by individual leaders. Scientists such as industrial-organizational psychologists and management researchers measure levels of authentic leadership as a way to
study the interaction of authentic leaders with their organization. Practitioners such as management consultants and human resource professionals measure levels of authentic leadership to help assess leader behaviors within an organization. Leader Authenticity Scale (LAS) The first significant measure specifically gauging levels of authentic
leadership was the 32-item Leader Authenticity Scale (LAS). The LAS measures the leader's tendency to behave genuinely regardless of formal job titles (referred to as salience of self over role), to acknowledge accountability for mistakes, and to avoid manipulation of subordinates. The LAS was developed by education researchers who identified
leader authenticity as an important indicator of organizational climate in schools.[26] Later researchers questioned the reliability and generalizability of the LAS due to the small and non-diverse sample used in its development.[1] Authentic Leadership Questionnaire (ALQ) The Authentic Leadership Questionnaire (ALQ) is a survey completed by
followers to capture the level of authentic leadership behaviors exhibited by supervisors. A self-assessment version is also available. The measure, developed specifically with the emerging authentic leadership theory in mind, includes sixteen items grouped into four major subcategories: self-awareness, relational transparency, internalized moral
perspective, and balanced processing.[13] Most academic research since the development of the ALQ has used it to measure levels of authentic leadership.[1] However, the ALQ has been criticized for using a qualitative (and therefore subjective) approach to validation rather than a quantitative approach. Additionally, the ALQ is a commercially
copyrighted measure (only sample measures are freely available), potentially limiting its availability to scientists and practitioners.[27] Recently, the validity of the claims made in the validation paper for this article have been called into question owing to the reporting of statistically impossible results.[2] These allegations follow a list of retractions of
similar work by the authors of this article.[3][4][5] Authentic Leadership Inventory (ALI) The Authentic Leadership Inventory (ALI), developed in 2011, is a survey completed by followers to capture the level of authentic leadership behaviors exhibited by supervisors. Building on the theoretical research used to develop the ALQ, the ALI provides a more
rigorously developed and tested measure of authentic leadership. In addition, the entire 16 item inventory is freely available.[27] Authenticity Inventory (AL:3) An additional measure related to authentic leadership, the Authenticity Inventory (AL:3), is used to measure individual authenticity.[7][28] Though not a leadership measure per se, it is used by
some as a measure of the authenticity of a leader.[1] Becoming an authentic leader The basis of authentic leadership comes from the leader's personal history, including life-events (often called trigger events) that direct the flow of leadership formation.[29] How leaders interpret these personal histories and trigger events will inform their self-identity
as leaders and influence their moral development and values, two essential components in the development of authentic leaders.[30] Because authenticity in leadership is rooted in being true to one's own ideals of leadership and ethical values, authentic leadership is brought about through a lifetime of experiences and is resistant to traditional
training programs. Development of authentic leaders involves guided self-reflection, building self-awareness through the use of a life-stories approach. An authentic leader who is aware of their core beliefs is unlikely to stray from them. There is now emerging evidence that group-coaching is an effective approach to Authentic Leadership
Development.[31][32][33] It may also be facilitated by the intervention of developmental trigger events coupled with directed self-reflection.[30] Recognizing leadership contingency theory, which suggest that leaders must adapt their styles and behaviors to be effective across different situations, some leadership development theorists have pointed
out that only the most expert of leaders can incorporate the needs of varying situations and different or diverse followers into their own underlying value system so as to remain authentic while also being effective across diverse leadership contexts.[34] Relationship to other leadership theories The end of the twentieth century saw a rise of new
theories of leadership that attempt to understand how leaders not only direct and manage, but also inspire their followers in unique ways. The construct of charismatic leadership was introduced in Max Weber in the 1920s but greatly expanded upon by leadership theorists beginning in the 1970s and continuing to today.[35] Charismatic leadership
theories attempt to capture the attributes and behaviors of extraordinary leaders in extraordinary situations (including variances of either dimension) in order to understand unusual or unique responses of followers.[36] A short time later, transformational leadership theory was developed extensively. This theory differentiated "transformational"
leadership behaviors from "transactional" leadership behaviors; transformational leaders inspire extraordinary action by providing insight to followers regarding the importance of their work and its outcomes, by calling on followers to subordinate their self-interest to that of the organization, and by motivating followers through activation of higherorder needs.[35] More recent examples of what have been called neo-charismatic leadership theories include servant leadership, ethical leadership, spiritual leadership, and visionary leadership. Authentic leadership proponents and scholars suggest that authentic leadership is conceptually distinct from these other approaches to leadership. There is
empirical support for this position, as studies have shown that authentic leadership can explain variance in leadership performance over and above that explained by other leadership theories, such as transformational leadership and ethical leadership.[13] At the same time, some theorists have suggested that authentic leadership is but one (albeit
important) aspect of other forms of leadership.[37] This ambiguous understanding of what distinguishes authentic leadership theory from other leadership theories may be considered a signal that, despite growing research into authentic leadership, the theory remains at the beginning stages of construct development; more research will be required
to draw distinctions among these various leadership theories.[1] Many of these theories are also underdeveloped; thus the differentiation problem cannot be strictly attributed to authentic leadership theory development.[38] Criticism Despite the popularity of the construct, many foundational papers on this topic have recently been retracted or called
into question because of issues surrounding the reporting of data and the inability of the authors to produce their original data.[39][40] Moreover, there have been some recent high-profile criticisms of the theoretical basis of the construct,[41][42] which has been said to be built on "shaky philosophical and theoretical foundations, tautological
reasoning, weak empirical studies, nonsensical measurement tools, unsupported knowledge claims and a generally simplistic and out of date view of corporate life".[43] Future research Since authentic leadership is still in its infancy from a research point of view, it is necessary to further develop the theory behind it. Most articles written on the topic
so far have been theoretical, suggesting that the pursuit of more empirical research is an appropriate next step.[1] Moreover, there have not been any properly causally-identified empirical tests of the construct[44] given the difficulty (or more likely impossibility) of manipulating authenticity in a consequential setting.[43] See also Psychology portal
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