ABSTRACT

NATT OCH DAG, KRISTINA ELISABET.Towards a Cros€ultural Understanding of
Authentic Leadership: Applying Authentic Leadership Theory to Leaders from Denmark,
Sweden, and the United Statésnder the direction of Dr. Julia Storbevgalker.)
A mgority of leadership theoridsave been generated in the United Statesare viewed as
being culturdly-specific to the westeraudience Den Hartog & Koopman, 2001; Scandura
& Dorfman, 2004). Whileontributions from other parts of the world have inseghduring
the past decade (Mumford, 201je U.S-centric focus iproblematic because key
leadership scholars, such as House (2004) and Scandura and Dorfman (2004) suggest culture
is a criticaN but not well understoedfactor for understanding effeet leadership.
Consequently, there are two problems facing leadership scholars: 1) United States generated
leadership theories and models may not transfer to contexts outside of the United States; and
2) empirical research has not produced a consensui®o@n how culture matters to
effective leadership. Furthermore, there is a dearth of empirical research and dissertations on
authentic leadership from a cresgltural perspective, as found by this researcher.

To contribute towardaddressing these twmncernsthis exploratory
phenomenological study selected a leadership theory generated in the United States (e.g.,
Authentic Leadership Theooy ALT) to analyze the perceptions of leaders from three
different countries. A purposive sampling method wseduto identify authentic leaders, and
recognized experts in leadership practice selected participants for the study. An assumption
undergirding the study was that the ALT model generated from the United States might
expose hidden cultural differences diat it meant to be an authentic leadére study was
thus framed around Authentic Leadership Theorydred from the literature ocross

cultural theory



This analysis showed that when authentic leadership was enacted in the real world, it
was informed pshaped by the cultural contexthe eidetic reduction supports the findings
of coherence and provides a deeper understanding of fundamental existentialist issues that
priori are shaped by the cultural conteXhe participants in the United Statekkéa about
being authentic from an individual perspective, while the Danish and Swedish participants
talked about being authentic from a communal perspective.

The implications of the study extend to both the research and practice of leadership,
as well axrosscultural studies. The implications include 1) exploring the 010 and OWeO
narrative further through research on other leadership theories in other cultural contexts; 2)
adding a new construct focused on altruism to ALT theory; and 3) exploring acitiieas

not being bounded between professional or private persona.
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| love you.
To Emma and Alexander

This is for you and through yddlyou have both been with me every step of the way
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Every page of this study involves a moment of you, whether a parallel mdomaimy
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You are the greatest gift, sources of infinite joy and happiness and | hope you will
one day see how much this work is you
Unconditionally yours,

Mom
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CHAPTER 1

Introduction

Leadershigs a weltresearched field that has generated numerous studies and
continues to fascinate scholars and practitioners throughout the world. Being traditionally
dominated by a leadeentric perspective, studies now span a broader array of leadership
aspects (Avolio, Velumbwa & Weber, 2009). One such aspect is culture, which scholars
suggest has a strong connection to leadership and leadership styles (Bass, 1990; Hofstede,
1980; House, Javidan, Hanges & Dorfman, 2004; Mittal & Dorfman, 2&REatedly, the
importanceof a leaderOs ability to be globally aware is undisputed (House et al., 2002;
Brodbeck et al., 2000; Tubbs & Schulz, 2006).

Leadership research therefore confirms that both culture and context are important
elements for effective leadership, that bo#metnts are changing, and that both seem to
matter more than in the past (Higgs, 2003; Avolio, 2007; OOBrien & Peterson, 2008)
Despite this knowledge, however, scholars have not reached agreement on how leadership
and culture are related. Some scholars ssigiipere may be universal constructs in
leadership Klouse Hanges, Javidan, Dorfman & Gup28902 Martin & Ernst, 2005), while
others suggests the concept of leadership varies across cultures due to different beliefs and
values of what effective leadeiphs (Holmberg & *kerblom, 2006; Jogulu, 2010). In
addition, some scholars lament that the majority of leadership theories are generated by
scholars and practitioners in the United States and question the applicability of those

theories across the glof®candura & Dorfman, 2004; OOBrien & Peterson, 2008).



Empirical research on leadership and culture also remains inconclusive. A recent
cultural study encompassing 62 countries and conducted by over 160 researchers-over a 10
year period found that Oleasi@rreported effectiveness is associated with the societyOs
cultural values and aspirations, but the societyOs effectiveness is associated with its cultural
practicesOHouse et al.2004, p. 892). Simply put, cultural practices are predictive of
societalphenomena (Javidan, House, Dorfman, Hanges & Sully de Luque, 2006).

A panEuropean study on the relationship between leadership and culture further
showed the more leadership concepts differ between a leader in a foreign country and the
followers in thehost country, the less likely it is that leader will be effective or even
accepted by the employees (Brodbeck et al., 2000). As Holmberg and <kerblom (2006)
point out, due to continuous business actions at an international level such as mergers and
acquistions, expatriate management and maltitural workteams, €hallenges due to
culture and cultural differences are reportedly far from overéb(pe 308).

Hamel (2007) asserts that*2dentury leaders will need to operate in companies that

are innovatie, adaptable, and exciting places to work. OOBrien and Peterson (2009) suggest
traditional leadership theories fall short; for leaders to be equipped to drive these new types
of global organizations most effectively, new thinking in terms of leadershagjisred.

Leaders in the Zicentury need to be concerned Oabout an economy where knowledge is a
core commodity and the rapid production of knowledge and innovation is critical to
organizational survivalO (Bettis & Hitt, 1995; Boisot, 1998 as citedisBign, Marion &

Kelvey, 2007, p. 299). The possible consequences of leaders that do not have the right



leadership skills are not only costly, but also vpeiblicized, and not in a positive way (Alon
& Higgins, 2005). As Alvesson and Spicer (2011) ssggthe leader has become Oone of
the dominant heroes of our timeO (p. 1).

The 2£' century organization poses however new challer@egnizations in the
21% century are facing economic, technological and environmental forces in an
unprecedented wafhe world economy is more and more global, where Onational
boundaries are impediments and cost cent@sf@Ker, 2001, p.§3 and the technological
evolution continues to revolutionize the way we wailggs (2003) suggested the critical
issues facing oanizations in the Zicenturyarechanges in societal values, changes in
investor focus, challenges in implementing organizational change, and the awareness of
impact of stress on employees. Organizations are furthermore increasingly complex, where
relations between components in the system continually eh@hanson, 2001), creating
new challenges for leaders. In the words of HaBetsh, 2008)in the 2% century,
companies will need to be innovative amdaptable as well as exciting places to work.
Leaders must thus address complexity, innovation and be able to motivate and stimulate
people. A decade into the 2&entury, there has also been other turbulence besides the
driving force of globalization. The world has witnessed terrorist attacks angtion
scandals, which has led to distrust in leaders (Avolio & Gardner, 2005) and a greater focus
on ethics (Hitt, Kaynes & Serpa, 2010).

Based on scholarsO predictions of the future organizational climate, key challenges

involve complexity, changee@le skillsand global competenciésladler & Tushman,



1999; Alon & Higgins, 2005)A recent study exploring the changing nature of leadership
based on crossational data, found that the skills leaders believe will be the most important
going forward fallunder the category of relationship and collaboration together with change
management and resourcefulness (Ernst & Martin, 208&ys Hitt, Kaynes and Serpa
(2010), OThe most unique resource any organization has is its human capitalEwhich is
where knowlede residesO (p. 422).

In light of this,Authentic Leadership Theory (ALT) is one of the more recent
leadership theories that has emerged, and the body of research is steadily growing (Avolio &
Gardner, 2005; Avolio, Walumbwa & Weber, 2009; Gardner, Aydlighans, May &
Walumbwa, 2005a; Northouse, 2013). A central premise to ALT is that authentic leaders
foster the development of authenticity in followers (Avolio & Gardner, 2005) and builds
around psychological capitals such as efficacy, hope, optirmgmesilience.

As a theory, ALT builds from transformational leadership theory which is concerned
with emotions, values, ethics, standards and-teng goals (Bass, 1985; Bass & Avolio,
1993; Burns, 1978; House, 1976). Although there is convergencedretther leadership
theories, in particular transformational and ethical leadership theory, there is also
discriminant validity to the four core constructs of ALT (Avolio & Gardner, 2005; Avolio,
Walumbwa & Weber, 2009).

In essence, ALT combines elem&of transformational and ethical leadership,
emphasizing seldwareness, internalized moral perspective, balanced processing and

relational transparency (Ardichvili & Manderscheid, 2008; Northouse, 2013). In contrast to



transformational and charismatealders, however, authentic leaders may or may not be
charismatic (Avolio & Gardner, 2005). Likewise, in regard to an ethical type of leadership
theory such as servant leadership, ALT involves positive psychological capital and a positive
organizational cotext. Avolio and Gardner (2005) further suggest servant leadership lacks
empirical research as well as groundedness.

A key element is the notion that ALT Orequires heightened levels -@ivgiénessO
(Avolio & Gardner, 2005). Goffee and Jones (20@&dher suggested authentic leaders
foster trust and followership. Walumbwa, Christensen & Hailey (2011) suggest that
Oauthentic leadership is founded on the notion of trust and transparency, which is a vital
element that enables people who work togethidmnow they can rely on each other
implicitlyO (p. 113). Leaders do not operate on their own and cannot succeed on their own
(George & Sims, 2007). If resourcefulness, change management, collaboration and relations
are what leaders in the 2&entury oganization need to have the abilities for, it is
reasonabldo suggest ALT builds from aspects that could become a leadership theory that
equips leaders for sustainable leadership.

However, in spite of Authentic Leadership Theory (ALT) being a promising
development for leaders in the 21st century, there is a need for further research. As Avolio et
al. (2009) suggest, OThere is a need to examine how authentic leadership is viewed across
situations and cultures and whether Eit represents the base of gadership regardless of
formO (p. 424). Alvesson and Spicer (2011) are critical of the aspect that authentic

leadership rests on an assumption that the leader is inherently a good person with noble



intentions; they suggest such a highly individualisticahperspective together with the
notion of whose sense of right is right calls for a more critical perspective of this theory.
Chan et al. (2005), however, refer to the potential dilemma between being authentic but not
necessarily with good intentions iasnic; they believe that authentic leaders are as true to
their role as leaders as to themselves as individuals.

Although scholars in authentic leadership appear to agree on the key aspects to the
approach, it is important to view all new and exigti@adership theories with a healthy
amount of skepticism and question what some of the underlying assumptions may be as well
as to ascertain the validity of the researgkisting leadership theories have furthermore
predominantly been studied from a qtieative approach that fails to understand the actual
behavior of leaderdHouse, 1995) whilgualitative studies of leadership would be beneficial
for the growing body of literature on leadership in general and authentic leadership in
particular. Avolioet al. (2009) further suggest that future research of leadership from a more
holistic perspective is important.
Statement of Problem

There are two related problems undergirding this study. The first problem, as
demonstrated above, is a lack of consemsuthe connections between leadership and
culture. Further, scholars question the ability of U.S. generated leadership theories to
accurately reflect leadership in other cultural contexts. The second problem, also presented
above, is that scholars havdled for new leadership theories to effectively address the

tumultuous changes in organizations in the 21st century. One promising new theory, ALT,



has been recognized by scholars as having potential to meet the leadership needs of 21st
century organizatios (Avolio & Gardner, 2005). Scholars agree, however, that this new
theory needs continued refinement and development. This study sought to contribute to both
problems by using ALT to understand how culture may impact leader perceptions of
authenticity.
Purpose of the Study

Not only has globalization impacted leadership, or perbapauseglobalization has
impacted leadership, leadership is currently undergoing a paradigmatic shift of power and
respect. Leaders in the2dentury need to listen and leaamd followersO voices need to be
heard, in the public as well as the corporate arena (Kellerman, 2012). The idea of the
democratic workplace should be practiced and should not be limited to be seen as a western
concept as democratic core concepts suagaality and participation should be the norm to
strive for throughout the world. This could arguable appear as a nasve reflection of another
way of expressing hegemonic western values. However, in recognizing this to be a very long
process, it must staat some point and be strived for one step at a time. A first step could be
to explore authentic leadership in general and ALT in particular, to understand how this
theory could be translated into different cultural context as well as respecting different
cultural norms.

The purpose of this study is to explore whether or not, or the degree to which, there is
a difference in perception of authentic leadership in the U.S. versus in Sweden and Denmark.

More specifically, the study seeks to explore the cantrof ALT and how leaders create



meaning in different cultures; in this case, Denmark, Sweden and the United States.
Scandinavian cultures (and Europe) have the closest structural similarities (i.e. economic
development, media penetration, politicalteys, political communication patterns, social
structure) and cultural similarities (i.e. religion, ideology, culture, history) with the United
States compared to any other global region, while they all share the same broad patterns of
political participaton and civic engagement (Almond & Verba, 1963; Norris, 2000, 2002;
Verba & Nie, 1972).

Research Questions

The research questisguiding this studyre:

1) How do leaders in Denmarthe United Statesnd Sweden talk about and
understand authentic learghi

2) How do leaders in Denmarttie United States, and Swedamact authentic
leadership?

Initially, the first question was the only research question. However, as | analyzed
the data, findings emerged that | realized | in reality was answeringuesiions and the
second question became a guiding question.

Further questions that make up the semi structured interview protocol aimed to
explore how leaders in these two Scandinavian cultures and U.S. make meaning of ALT
constructs such as satvarerss, internalized moral perspective, balanced processing and
relational transparency. The aim of the study was to understand the essence of authentic

leadership as it is expressed in the Denmark, United Steité<Sweden



Significance of Study

This stuly contributes to both theory and practice in several ways. As a qualitative
study, this research adds a different method to the dominating contributions of quantitative
studies on leadership in general. The literature review shows that a majority o$tgade
studies are quantitative in nature and there is a need to complement quantitative studies with
a deeper understanding of the topic using other methods, such as qualitative methods. Such
understanding can add what it means at the individual leveprante important
indications for bridging the ofinentioned gap between theory and practice (Kellerman,
2012).

Secondly, culture is an important contextual issue for effective leadership. However,
many studies are still leaning on findings from Hads®s (1980) monumental study, while it
could be suggested this study is dated. Due to the pace with which the world is changing, it is
important to apply more recent findings such as the GLG#BHy. Research is further
inconclusive on what comprises urisal versus culturally specific leadership elements in
the 2 century organization. More research must therefore be done on recent U.S. generated
leadership theories to ascertain how well they work irlddéh cultures.

Thirdly, to date, few studiesalie explored ALT from a cultural perspective although
contributions are growing and include authentic leadership in for example China (Zhang,
Cone, Everett & Elkin, 2012), or Spain (Azanza, Moriano & Molero, 2013), or Switzerland
(Endrissat, MYller & Kauda-Baum, 2007) in addition to Walumbwa et al. (2009) in

validating the authentic leadership questionnaire (ALQ) in China and Kenya. A recent
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dissertation further highlighted authentic leadership in Islamic countries (Zaman, 2013).

There is without doubdn increasing attention to culture and the impact on leadership
and assuch, this study will also add to cressltural leadership studies. It is still not clear
whether the constructs to ALT are universal or culturgfigcific and the concepts thus need
further examination.

Theoretical Framework

An oft-mentioned critique of qualitative studies is the role of theory: in quantitative
researchthe role of theory is clear (Anfara & Mertz, 2006). In qualitative research,
however, there is no consensus @ ithle of theory. Anfara and Mertz suggest there are
three different understandings that add to this lack of consensus. The first is theory as nearly
invisible, the second is theory as related to methodology, and the third is theory as more
Opervasive ahinfluential than suggested by those who situate it methodologicallyO (2006, p.
xxiii). The role of the theory in this study is undoubtedly pervasive, allowing for new themes
to emerge, as this is the nature of the phenomenological approach, whick explained
further in detail in Chapter 3.

In brief, Anfara and Mertz (2006) suggest that Ono preconceived notions, expectations
or frameworks guide researchersO (p. xxii) in phenomenology. This, however, depends on
the approach of phenomenology chogmrthe purpose of the study. This study builds on
transcendental phenomenology through a systematic approach as suggested by Moustakas
(1994) while at the same time recognizing the aspects of hermeneutics and the full immersion

of the researcher in théusly, as suggested by van Manen (1990). As Polkinghorne (1989)
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maintains, OThe reader should come away from the phenomenology with the feeling Ol
understand better what it is like for someone to experience thatOO (the) mate abstract
level, the aidy is embedded in the soe@dnstructivist paradigmln this paradigm, social
construction and sense making are involved in shaping peopleOs interpretations of what they
experience (Anfara & Mertz, 2006). The individualOs meaning is formed through soci
processes and individuals seek to understand and create meaning of the world in which they
live (Creswell, 2009), which confirms the phenomenological approach as fitting with the
purpose and objectives of this study.
Conceptual Framework

The goal of a&onceptual framework is to categorize the relevant concepts of the study
and how these relate (Rocco & Plakhotnik, 2009). Simildtlies and Huberman (1994)
suggest a conceptual framework Olays out the key factors, constructs, or variables, and
presume relationships among themO (p. 440). This study builds from two broad themes,
leadership and culture, both which share a lack of definition as well as lack of a specific
academic home. Both themes are furthermore interdisciplinary by nature and candmf
many disciplines including business, management, education, theology, and anthropology.
For this study, the themes of leadership and culture frame the study in their own respective
way, as leadership theory provides the research foundation fstutiyewhile crossultural
theory informs the contextual setting for the study.

As a research foundation, leadership is a vast topic, ripe with different definitions and

a plethora of theories, as well as accompanied by an equally vast bodyaufatams
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literature. The fascination with leadership spans centuries and many leadership theories can
be traced back to the ancient Greeks (Cawthon, 2002). The conceptual framework of this
study is grounded in Luthans and AvolioOs (2003) work on Authenticrsbgn&heory

(ALT), a theory of leadership anchored in positive values, beliefs and behaviors incorporating

moral capacity (see Figure 1).

Self-Awareness Self-Awareness
*Values *Values
*Identity *ldentity
*Emotions *Emotions
*Motives *Motives
e AtOn Self-Regulation

Internalized Mora

*Intemalized Mora!
Pe

ocessing
parency

*Authentic Behavior «Authentic Behavior

Figure 1.Authentic Leadership Theory (Gardner, Avolio, Luthans et al., 2005).
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ALT builds from transformationatharismatic and servant leadership (Northouse,
2013). Avolio et al. (2004) suggest authentic leadership is a root construct that can
incorporate other leadership theories such as transformational and ethical leaddrship.
ethical component of ALT is key component, which sets this leadership theory aside from
the traditional leadership theories, as many of the traditional leadership theories do not
incorporate an ethical dimension. Asvi—0, Brown and Hartmaf2003) found, most
leaders exhibit belwvaor which is neither ethical nor unethical.

The four key constructs of ALT as first introduced by Luthans and Avolio (2003) are
(1) SeltAwareness, demonstrating an understanding of how one derives and makes meaning
of the world and how that meankmgaking process impacts the way one views himself or
herself over time; (2) Relational Transparency, presenting one's authentic self (as opposed to
fake or distorted self) to others; (3) Balanced Processing, showing that they objectively
analyze all relevantada before coming to a decision; and (4) Internalized Moral Perspective,
which refers to an internalized and integrated form ofregjtilation, guided by internal
moral standards and values versus group, organizational, and societal pressures (Avolio &
Gardner, 2005; Luthans & Avolio, 2003). In Luthans and AvolioOs (2003) work, ALT is
anchored in values, character and moral capacity. This leadership theory is not differentiated
by behavioral style as, for example, transformational leadership or otbeethare; rather it
is distinguished by the deep levels of leadersO awareness of their own and others® moral

values and perspectives; knowledge and strengths; and of the context in which they operate
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(Avolio et al., 2004). Core capacities of authentadlers include possessing and modeling
confidence, hope, optimism, and resilience.

ALT is, however, a theory which has emerged in the United States, and future
empirical research needs to examine how authentic leadership is viewed across situations and
cultures (Avolio, Walumbwa & Weber, 2009). Although authenticity is increasingly
discussed in Denmark and Sweden among practitioners, it remains unclear whether authentic
leadership in these Scandinavian cultures is the same as suggested in the U.Spleadershi
theory. In the broad sense of its meaning, the entry for authenticity in the Oxford English
Dictionary is Obeing true in substance, as being genuine or as being real.O0 However, though
there are many definitions of authenticity within philosophy andtpsiggy, Avolio and
Gardner (2005) suggest it is often confused with sincerity. The difference lies in the
involvement of others: sincerity involves other while authenticity involves self (Avolio &
Gardner).

From a philosophical standpoint, Taylor (198Liggested true authenticity involves
recognizing and involving the larger contexts of human lives, such as being kind and
respectful to others and the world, providing a sense of personal connection with a larger
meaning, whether political, social, rebgis or other. As such, Taylor views authenticity as
inherently individualistic as well as highly collectivistic, implying that moral values and
beliefs are parts of authenticity.

Authenticity as defined in the dictionary is to be true to oneOs seli@x¢iglish

Dictionary). Within this definition, authentic, per se, does not necessarily hold any notions
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of good intentions. Itould besuggested that both Hitler and Stalin may, in fact, have been
rather OauthenticO in their leadership, althoughyclaaking benevolence aside from what
they saw as the good solution for their respective nations. From TaylorOs (1991) discussion,
however, a deeper dimension of authenticity evolves: connecting self to something larger
and, presumably, good. This deedenension can similarly be compared to the four core
constructs of the theory of authentic leadership, in particular the element of internalized
moral perspective, which would assume the element of good. One critique against ALT,
however, is, in facthie assumed good intentions of the leader (Alvesson & Spicer, 2011).

The contextual setting for this study is viewed through a cultural lens, which builds
from HouseOs (House & Aditya, 1997) theory of coodtsiral leadership and the GLOBE
study. This tBory suggests, OExpected, accepted, and effective leader behavior varies by
culturesO (p. 454), placing the emphasis on pansented and taskriented leader
behaviors as Ocontingent on the culturally endorsed implicit theories of leadership of the
broader social systemO (p. 454). This theory is consistent with research that shows culture is
an important aspect of leadership, and the same leadership style will yield different
consequences in different cultures (Gelfand, Erez, & Aycan, 2007).

Thedebaten crosscultural studies spans from leadership as culspeific to
leadership as universally accepted to at least some degree (House et al., 2002). In this era of
a globalized world where people and organizations are more interconnected thanareer bef
it could be suggested there are many aspects transcending culture today in comparison to

twenty years ago. As Holmberg and <kerblom (2006) point out, however, Ofundamental
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aspects of nationality, expressed as culturally endorsed leadership idewsctange as
quickly or dramatically as the proponents of a changing world order would seem to suggestO
and further claim the Ochallenges due to culture and cultural differences are reportedly far
from overcomeO (p. 308).

The key factors in the conceptidramework for this study are authentic leadership
and the cultural context. As a phenomenological study, authentic leadership is the
phenomenon of interest in this study and the shared experience among individuals
participating in the study (Merriam@@2), whilecrosscultural theory serves as the lens
through which similarities and differences in authentic leadership across cultures and the

related dynamics can be viewed.
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By linking concepts regarding leadership and culture and framing them within the
authentic leadership perspective undergirded by cross-cultural theory, my goal is to explore
how this U.S.-centric leadership style fits in the Scandinavian culture to explore the question
“Do Danish and Swedish leaders give the same meaning to the constructs of this theory as
leaders in the United States?”

Thus, exploring how Danish and Swedish leaders view effective and successful
leadership and their role as a leader in organizational contexts in these Scandinavian cultures
and the similarities and differences that exist, is an important contribution to further
understanding authentic leadership and how the ALQ-instrument may, may partially or not at
all accurately reflect authentic leadership as suggested through the instrument. The ALQ-
instrument is a questionnaire developed by Walumbwa, Avolio, Gardner, Wernsing and
Petersen (2007) for leaders’ self-assessment and will be further explained in Chapter 3.
Research Methods

To comply with human subject protection, an IRB-application was submitted
complete with introductory sample letters and informed consent forms (see Appendices A
and B). After approval, the recruitment process started. Through a professional network of
high-level professionals within HR and leadership development as well as recognized experts
in academia, a short list of “best in class” leaders who were recognized as having authentic
leader attributes was made. The leaders on the list were invited to participate in phase one of
the study, which consisted of a brief survey using the self-assessment part of the Authentic

Leadership Questionnaire (ALQ), the original ALT instrument developed by Walumbwa et
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al. (2007). The ALQ consist of two elements: one is based on folloresidses; the

other is a selbased assessment. For the purpose of this study, only tasetf part was
used, as the survey only served the purpose of providing baseline data in order to select
participants for the following phase of the study.

Thepurpose of using the ALQ was to select participants for the next phase of data
collection as well as to keep as an additional source of information for cultural interpretation
of the constructs. The surveys were, however, not revisited until afterehaeant phase in
order to avoid creating in me, the researcher, any preconceived ideas about how the leaders
make meaning of the constructs beforehand. Based on the survey results, the four highest
ranking as well as the four lowest ranking on the questioa were selected for maximum
variation and to provide a stratified sample of leaders in the United States as well as in
Denmark and Sweden. The ALQ measures 16 items related to the four underlying constructs
to ALT. Through this selassessment questinaire, each participant ranked himself or
herself on a scale from 1 to 5, with 1 being Ostrongly disagreeO and 5 being Ostrongly agree.O
Scores in the range of 4 indicated stronger authentic leadership, while scores in the
lower range indicated wkar authentic leadership. For this particular group of leaders,
scores ranked high overall.

Selected leaders were then invited to participate in phase two of the study, which
aimed at understanding throughdapth, operended qualitative interviews howey
individually create meaning of the constructs. The purpose of theddaee interview was

to probe deeply how the leaders create meaning to then compare across cultures. The
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interviews were conducted in the local language by the researcher.ure szimbility of
the study, the transcriptions of the interviews were sent back to the participants to ask if they
reasonably reflected what they said. This process is referred to as member checks (Merriam,
2002), which in transcendental phenomenolagy loe linked to what Moustakas (1994)
refers to as intersubjective communication. The interviews generated a total of 15.25 hours
of interview time; the average interview time was 1 and a quarter hours.

In the interviews, participants were asked opathed, semstructured questions and
to vividly describe in as much detail as possible examples of their experience with AL. The
semistructured nature of the interview protocol gave way for asking other questions, probing
deeper into specific situationsamrples participants shared. As Merriam (2002) suggests,
follow-up questions mostly involved exploring how they felt about a certain experience, to
reach to more affective information. Other questions involved what has influenced or
inspired them, or whaheir thought process was in relation to a specific situation. In using
PattonOs (2002) six types of questions, the interview questions were mainly based on
experience and behavior questions and feeling questions.

MoustakasO (1994) transcendental agpramthe process is further described in
Chapter three of this study. However, in terms of data analysis process, the process as
suggested by Moustakas (1994) involves the steps of bracketing, in which | as the researcher
wrote my own description of mywm experience of authentic leadership. From the
interviews, | developed a list of significant statements about how the participants experienced

authentic leadership. | also developed a list ofrepretitive and nowverlapping
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statements. These statements were grouped into themes, or meaning units, using open
coding. The next step in the process involves interpreting, in which I developed a textural
description of what the participants experienced in terms of authentic leadership and
subsequently, a structural description of the experience of authentic leadership or how the
experience happened. Finally, I wrote a composite description based on both the textural and
structural descriptions. I am, however, applying both the transcendental phenomenological
approach as described by Moustakas (1994) and the hermeneutic approach as suggested by
van Manen (1990), as the focus of this study is more on the ontological question of being and
becoming, thus experiencing the lived situation as opposed to the experienced lived situation.

Writing the report is an important step in the research process. As van Manen (1990)
posits, “Creating a phenomenological text is the object of the research process” (p. 111).
Moustakas (1994) explains a very structured approach to the write-up, providing a clear
procedure for the organization of the report (Creswell, 2007). Polkinghorne (1989) suggests
a similar although much less structured approach, emphasizing the importance of providing
the reader with a real sense of the experience. van Manen (2006) however, maintains that
“the experience of phenomenological reflection is largely (though not exclusively) an
experience of language, and so phenomenological reflection on prereflective life would be
much better described in terms of an experience of writing” (p. 716). van Manen (2006)
suggested the report cannot be lead to readers’ understanding meaning objectively, but rather
of “the changing contexts of meaning in which human beings find themselves, and to the

complexity and instability of textual meaning, the language games and narrative practices
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that give expression and interpretation to human experienceO (p. 716).

As such, the writaip for this study leaned on the structured approach by Moustakas
(1994) while at the same tarOenter[ing] the dark, the space of the text, in the hope of seeing
what cannot really be seen, hearing what cannot really be heard, touching what cannot really
be touchedO (van Manen, 2006, p. 719), to reach for the raw essence of authentic leadership
asit manifest itself to leaders in different cultural contexts. Ladkin (2010) refers to these
aspects as absences, or Oinvisible factors influencing what occursO (p.39).

Chapter Summary

In this first chapter | have sought to position the study in theegbof the challenges
of globalization for organizations in the*2dentury and outlined the purpose, significance,
theoretical and conceptual frameworks and the research questions. Global competencies
among leaders are crucial to meet the challengasew organizational landscape that
features unprecedented interconnectedness across cultures. This would suggest it is
important to scrutinize new and emerging leadership theories from different cultural
perspectives.

This study is organized as followtkis chapter will be followed by Chapter 2, in
which | discuss previous research and related studies on the topic of authentic leadership and
organizational culture as well as provide a@pth discussion of the theoretical frameworks
involved in this aidy. As will be discussed, ALT is a recent theory which has emerged in
the U.S. However, it is important to explore the meaning of the underlying constructs to

ALT in different cultures. | will furthermore describe the crogiural lens chosen for #hi
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study, which builds from the GLOB&tudy, one of the most extensive studies within eross
cultural theory.

In Chapter 3, | provide a detailed description of methodology and research design as
well as describe data collection and analysis and discusiiyali the study. The research
design for this study is informed by phenomenology, which emphasizes the world as
experienced by the individual and not as a separate reality from the person and thus aims to
explore the essence of meaning for individuals Wwave shared the same phenomenon. In
this case, the phenomenon is authentic leadership. The rationale for choosing
phenomenology will be discussed more in detail, but overall, phenomenology allows for a
deeper understanding of how individuals view tieorld, providing a deeper insight of
constructs and underlying assumptions.

In Chapter 4, | introduce the heart of this study, the voices of the leaders that so
generously agreed to participate. In applying both the transcendental and the hermeneutic
phenomenological approach, | found a way to let the individuals come alive beyond the
systematic structuration of the themes that emerged.

The final chapter, Chapter 5, | will discuss the key findings form my analysis and the
implications as well as futuresads, followed by a conclusion of the study.

My overall hope is that, although this could be seen to pertain mainly to the
organizational level, leadership in reality penetrates many more dimensions of life. In

essence, this study builds around my own Hop@ more genuine world, a world which



allows and embraces the individual to be who they are in a civil sort of way and where

human values are seen for what they are rather than as a way to drive the business.

24
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CHAPTER 2
Introduction

This chapter outties the scholarly research informing my exploration of the
constructs of authentic leadership theory and how leaders in different cultural contexts create
meaning of leadership constructs. There are two broad perspectives that frame this study,
leadershigheory and cultural theory.

Beginning with leadership theory, | will go through leadership and compare scholarly
thought on some of the dominating leadership theories in general and authentic leadership in
particular to provide a view of how authentiadership has emerged within the field of
leadership theories, historically as well as developmentally. Secondly, | will describe the
influence of culture on leadership and review scholarly thought pertaining to cultural theory,
focusing on Denmark, Swedand the United States. Third, | will describedepth the
theoretical framework informing this inquiry.

Leadership

Leadership is a field that has fascinated scholars and practitioners for centuries,
generated many studies and much research. Amstiba overview of the existing literature
for leadership theory would result in a series of books (see Bennis, 2009; Burns, 2010;
Gardner, 1993; Yukl, 2013). The plethora of studies could be ascribed to the elusive and
ambiguous construct of leadershifofiria & Kurana, 2010), as well as lack of definition.
Although the lack of definition implicitly appears as a weakness to the field (Yukl, 2013),

Gardner et al. (2010) view this as a positive aspect of leadership research. In their review of
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the past decade’s leadership literature published in a leading scholar journal within the topic,
Leadership Quarterlythey suggest “the field of leadership research is more diverse, more
robust, more multi-faceted and more multi-focused than at any time in recent decades”
(Gardner et al., 2010, p. 952). The scholars view this as positive given that “leadership is a
complex, multi-level and socially constructed process” (p. 952). As Rost (1991) points out,
the many leadership studies and the multitude of theories have provided a scholarship of
leadership that reflects the industrial era of the 20" century. Now there is, however, a need
for a school of leadership that reflects the 21* century (Higgs, 2003; O’Brien & Robertson,
2009).

Leadership has thus been addressed in a vast range of studies, whereas authentic
leadership remains a newer aspect of leadership studies. In fact, a keyword search of the
ERIC, Business Source Premier and Academic Search Premier database for the past sixty
years supports this claim. Over 100,000 hits emerged for the descriptor leadershipand a
little fewer than 14,000 hits for the descriptor authentic The two descriptors combined
significantly decreased the results and produced merely over 600 hits. When adding the
descriptor theory, the number decreased even more, to 163. Finally, when adding the
descriptor follower, the results decrease to 43. Using the descriptor employeén place of
follower generated 82 hits. In fact, this lack of followers’ perspective has positioned the
follower as a passive element in the process and excluded the voice of one part of the
constellation leader-follower, which is curious, as a leader’s success also is attributed to the

followers; indeed, the leader does not operate in a vacuum, isolated from his/her employees
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(Schein, 2004). However, since Lord and Maher (1999) suggested that “the follower remains
an unexplored source of variance in understanding leadership processes” (p.16), there has
been an increased focus on a follower’s perspective to leadership, and new theories have
emerged considering this perspective. The focus is now shifting significantly to study
leadership from a follower perspective.

Other trends in the study of leadership include more holistic approaches with greater
emphasis on ethics and values as well as the role of organizations and, as a consequence, the
leader (Avolio et al., 2009). However, to understand how leadership theories have developed
over time and subsequently to understand how authentic leadership theory fits into the
abundance of theories, a broad literature review of some of the most dominant leadership
theories that emerged during the 20"™ and 21%' century is important.

Leadership Theory

In the first few decades of the century, leadership theories emphasized control and

centralization of power. Moore (1927) suggested leadership was a question of dominance.
From leadership as dominantemerged the perspective of leadership as influential and in the
1930’s, Trait Theory in leadership development emerged, although during the late 19"
century, scholars were already researching which traits distinguished leaders from other
individuals (e.g. the “great man” hypothesis) (Carlyle, 1907). Trait leadership theory was
based on the belief that certain traits and qualities make some individuals more suited than

others to be in a leadership position (Cowley, 1931). Trait-based leadership theory was
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popular the first few decades but fell under scrutinized inquiry only to be revived again
during the latter part of the 20" century (Zaccaro, 2007).

Although scholars differed slightly in their lists of traits necessary for leaders, some
of the central traits were intelligence, self-confidence, determination, integrity and sociability
(Kirkpatrick & Locke, 1991; Lord, DeVader & Alliger, 1986; Mann, 1959; Stogdill, 1948).
Critics of trait-based leadership theory emphasized the limits, as the situational impacts on
behavior were omitted (Mann; Stogdill). Another critique that emerged was the many and
endless lists of traits (Northouse, 2007). Zaccaro (2007) similarly pointed to the lack of
considering situational context and the impact on behavior as a flaw. In spite of the critics,
trait- based leadership theory remains to be the most persistent leadership theory, which can
be seen in the more popular leadership literature still today (Zaccaro).

Trait-based leadership theory gave way for increasingly pragmatist perspectives,
focusing on the reality of the experience: behavioral perspectives of leadership theory,
leading to structure and consideration (Hemphill & Coons, 1957; Stogdill, 1967). Scholars
who have explored the behavioral paradigm provided a basis for new theories such as
Fiedler’s (1967) contingency model and Blake and Mouton’s (1964) managerial grid.
Evidence also suggested, “leaders’ behaviors are important predictors of leadership
effectiveness” (Derue, Nahrgang, Wellman & Humphrey, 2011, p.8). One of the critiques of
both behavioral and trait-based leadership theories is their tendency to focus on a single,
behavioral perspective (Derue et al., 2011), thus limiting the study from providing an

understanding of what other factors impact the behavior or trait.
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Another major strand within leadership theory is situational leadership, which focuses
on leadeship in situations (Northouse, 2013). Different situations call for different kinds of
leadership. Two of the most noted scholars within situational leadership are Hershey and
Blanchard (1969), who suggested four leadership styles to which the leaddapt in
accordance with the situations. Some scholars viewed the flexibility of adapting leadership
styles as strengths, although at the same time they pointed to the lack of empirical evidence
for this theory (Graeff, 1983; Northouse, 2013). Irt,factwo similar studies conducted ten
years apart, no strong empirical evidence for situational leadership was found (Fernandez &
Vecchio, 1997; Vecchio, Bullis & Brazil, 2006). However, situational leadership has, much
like trait-based leadership thgoibecome a popular approach in rewrademic literature.

Other influential strands in the leadership literature are transactional and
transformational leadership, first introduced by Burns (1978). Transactional leadership
theories are based on the exchapgpcess of things of value between leaders and followers
(Kuhnert, 1994). Yukl (1999) suggests that transactional theories involve an exchange
process between leaders and followers wherein the follower is motivated to comply with the
leader and the rat in the organization. Scholars suggest all leaders apply both
transformational and transactional leadership although there may be a tendency for the
individual to naturally lean more towards one of them (Bass, 1985; Conger, Kanungo &
Menon, 2007). Basand Avolio (1993) suggest transactional leadership theory to be the

most common managerial behavior.
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Transformational leadership theory is concerned with emotions, values, ethics,
standards and longrm goals (Bass, 1985; Bass & Avolio, 1993; Burns, 18itRise, 1977)
and is based on the process of relationships with others and creating motivation and
followership (Bass, 1985). Building from four dimensilrigealized influence,
inspirational motivation, intellectual stimulation and individual consicemnbiti
transformational leadership theory signaled a shift from previous theories, providing a
broader perspective. Yukl (1989) suggests that newer transformational theories include the
role of the leader as Omaking events meaningful for the followers@)p. 28

One of the criticisms of transformational leadership is that it is often confused with
charismatic leadership theory through the dimension concerning idealized influence. In the
charismatic leadership perspective, itheilized tends to take the forwf idolized. This is
viewed as a weakness for transformational leadership theories due to the difference in
intention between the two (Yukl, 1989; Northouse, 2013). Several scholars suggest this is a
risk as it can be used for the wrong purposes (Coi§80; Howell & Avolio, 1993).
Charismatic leadership theory as suggested by House (1977) builds on leadersO Opersonal
characteristics that have specific charismatic effects on their followersO (Northouse, 2013, p.
188). However, the focus of charisneadgadership is on the relationship with the followers,
as charisma Oexists only if the follower says it doesO (House, Spangler & Woycke, 1991,
p.366). Although charismatic leadership as suggested by House (1977) holds notions of a
leaderOs values andiéfs, transformational leadership theories are mainly based on

charisma as a necessary, although not sufficient, component to leadership (Bass, 1985). Yukl
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(1999), however, suggests there is little use to having two separate theories unless they are
distinct from each other, implying that transformational leadership theories and charismatic
theories could be integrated. Together with transactional and transformational theories,
charismatic leadership provides a slight shift from leadership theories as strictly leader-
centric to include a more collaborative perspective.

During the 1970’s, a similar leadership theory to transformational theories emerged,
servant leadership. Servant leadership similarly focuses on leadership from the leader’s
perspective, although the leader is of service to the follower (Northouse, 2013). Servant
leadership has been debated, specifically in reference to whether it is simply another name
for transformational leadership or is a distinct theory in itself (Northouse, 2013). Stone,
Russell and Patterson (2004), however, found that although there are many similarities
between the two, the key difference is the focus of the leader: the transformational leader’s
focus is on followers’ commitment to and participation in organizational objectives while the
servant leader’s primary focus is to be of service to the followers. Northouse (2013) suggests
servant leadership is a paradox, as being a servant “implies following” while following “is
viewed as opposite of leading” (p. 234-5).

However, it could be suggested servant leadership serves as an inspiration to a more
holistic view of organizations and their role in society, as servant leadership also sees to
empowering and creating value to society through ethical behavior and helping followers
grow and succeed (Northouse, 2013). Mittal and Dorfman (2012) suggest that the origins of

servant leadership have roots deeper and further than the 1970’s to religion and philosophy.
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Current models of servant leadership are anchored in the “human drive to bond with others
and contribute to the betterment of the society” (Mittal & Dorfman, 2012, p.555).

One of the most recent emerging strands within the leadership theory literature is
authentic leadership, which is similar to transformational, charismatic and servant leadership.
One of the first articles that advanced authentic leadership as a theory, was published in 2003
and was written by Luthans and Avolio. However, six years earlier, Duignan and Bhindi
(1997) wrote one of the first articles that suggested authenticity as an emerging perspective in
leadership already. In a review of existing leadership literature in a variety of cultures,
Duignan and Bhindi (1997) found that key qualities of effective leaders were honesty,
integrity, credibility, being fair-minded, being straightforward and being dependable.

In an article discussing leadership in a new organizational landscape in the post-
bureaucratic era, Shamir (1999) suggests from a social-scientific view that the concept of
leadership has been fluctuating in terms of disillusionment and enthusiasm. The 1970’s was
a period of disillusionment, which perhaps is a reason to the emergence of servant leadership,
while the 1980°s and 1990’s highlighted strong leadership, such as transformational or
charismatic leadership theory; these theories have now given way to more participatory
concepts of leadership that are “attractive due to their reduced power distance and greater
equality among organizational members” (Shamir, 1999, p. 50), which are increasingly
needed in the changing organizational landscape.

Whether or not there is a return to enthusiasm in regard to leadership in this century

remains to be seen. So far, apart from a fast-paced spread of technology and globalization,
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the 20000save also been tainted wigithical scandals in the corporate world, terrorism, and
two major economic downturns during the first ten years of the century (Hitt, Kaynes &
Serpa, 2010). Avolio and Gardner (2005) suggested this has urged a renewed focus on
Orestoring confidence, hope, and optimism; being able to rapidly bounce back from
catastrophic events and display resiliency; helping people in their search for meaning and
connection by fostering a new salivareness; and genuinely relating to all staldseO (p.

316). As such, authentic leadership grows out of a need for more humane leadership, which
also serves the common good (Luthans & Avolio, 2003).

Authentic Leadership Theory (ALT)

Although the concept of authenticity has been around for mang,\esaa leadership
theory it is estimated to have emerged around 2003 (Northouse, 2013). However, in addition
to Duignan and Bhindi (1997), other leadership scholars have previously discussed
authenticity in leadership, such as Kouzes and Posner (1983)levttified aspects such as
leaders who were true to what they said they would do and Owalk the talkO in addition to the
ability to build trust and Selvarajah et al. (1995), who discuss leadership as a moral craft.

Authentic Leadership Theory (ALT) gad attention significantly following special
issue ofLeadership Quarterlyn 2005. The special issue was a result of an inaugural summit
on Authentic Leadership Development, hosted by the Gallup leadership Institute at the
University of Nebraskd.incoln in 2004. Avolio and Gardner (2005) suggested the
emergence of authenticity as a root construct in leadership theory was due to new challenges

caused bythical meltdowns as well as terrorism; in light of the Enron scandal and 9/11,
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people had lost trust in leaders. Building from positive psychology in addition to leadership
and ethics, the body of authentic leadership literature has continued to grow over the past
decade, indicating an increasing interest.

In ALT, as with most leadership studies, there are several definitions. However, the
central elements that have emerged thus far are leaders’ awareness of their values and beliefs;
leaders’ self-confidence and their being genuine; reliability and trustworthiness; and leaders’
focus on building followers’ strengths (Avolio & Gardner, 2005; Gardner et al., 2005b;
Luthans & Avolio, 2003; May, Chan, Hodges & Avolio, 2003). Ilies and Nahrgang (2005)
further suggest that authenticity and authentic leadership are important to create
meaningfulness for the leader him/herself as well as in followers’ lives. George (2007)
builds authentic leadership around an inner moral compass: leaders pursuing purpose with
passion, practicing solid values, leading with their hearts as well as their heads, establishing
connected relationships and demonstrating self-discipline.

The definition of authenticity per se, however, is to be true to oneself, which does not
necessarily posit that there should be a dynamic process to seek out knowledge about oneself.
Authentic leaders as suggested by ALT are defined as “those who are deeply aware of how
they think and behave and are perceived by others as being aware of their own and others’
values/moral perspectives, knowledge, and strengths; aware of the context in which they
operate; and who are confident, hopeful, optimistic, resilient, and of high moral character”
(Avolio et al., 2004, p.4). Yukl (2013) suggests authentic leadership is based on “core values

such as honesty, altruism, kindness, fairness, accountability and optimism” (p. 351). In
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essence, scholars seem to agree there are fundamentally four factors involved in authentic
leadership: selawareness, internalized moral perspective, balanced processing, and
relational transparency (Northouse, 2013; Manderscheid, 2008).

Self-awareness builds on deep seifiection. As Chan, Hannah and Gardner (2005)
suggested: OThe overriding agreement to theefdttive processes is the leaderOs strong
and agentic commitment to be true to selfO (p. 13). Internalized moral peespactives
the leaderOs consistency between values and actions (Walumbwa et al., 2007).- Like self
awareness, this is a se#fgulatory construct and involves seeking othersO opinions and
listening to others before making up oneOs mind (Northouse, Rdlajional transparency
involves the ability to be transparent in terms of expressing oneOs own feelings and emotions
while at the same time regulating the emotions to avoid what could be potentially damaging
or inappropriate (Gardner et al., 2005a).

ALT builds from positive psychology and focuses on strengths while at the same time
exploring weaknesses. However, Diddams and Chang (2012) suggest there has been little
emphasis on weaknesses, which could result in the opposite of what authentic leaders are,
becoming selprotective rather than authentic and true. Diddams and Chang also suggest
important elements such as humility and modesty should be included in the study about ALT.
In line with such aspects, it could be suggested it is important to disimte authentic
personfrom the authentiteaderas the context within which the leader operates may not
provide the psychological safety that allows for-sl¥elopment, and implicitly, transparent

forms of leadership (Chan et al., 2005). It is, ¢fene, important to consider the impact of
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power on the leader and their leadership roles and responsibilities as well as context and
culture.

Duignan and Bhindi (1997) further discussed pseudo-authenticity, which is the
individual wearing “a mask of authenticity, a facade of respectability, rarely revealing their
true selves. Some are so used to the dramaturgical performance that they would hardly be
able to recognize their ‘true self”” (p. 198). Authenticity, in Duignan and Bhindi’s view, is
thus a quest, a journey, an awareness of exploring deep within oneself and looking into the
whole person of self, including the darker sides, which illustrates the depth of self-awareness
as also suggested in ALT.

A distinguishing element to ALT is the follower perspective (Gardner et al., 2005a).
The follower perspective is, unlike the term subordinate, comprised of all the individuals
who acknowledge the central leader as the primary source of guidance (Yukl, 2013). The
dominating leadership theories have not explicitly included this perspective although it
appears both servant and transformational leadership theory gave way for an increasing
attention to followers. By incorporating the follower’s perspective, ALT allows for a more
holistic approach to leadership, while still using the individual as a point of departure.
Gardner et al. (2005a) suggest authentic leadership is, in reality, a root construct to all
leadership; thus an individual claiming nearly any leadership style can also be an authentic
leader. An authentic leader can thus “be transformational or transactional, directive or

participative” (Chan et al., 2005, p. 85).
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Avolio et al. (2009) points however to the importance for future research to
understand the connections between cognitive elements and behavior, such as whether
transformational leaders have a different self-concept than for example authentic leaders and
what would these differences look like.

As a theory, ALT, like many leadership theories, has emerged within the United
States (Gardner et al., 2011) and although contributions have increased, suggestion for future
research includes a deeper understanding of ALT from a contextual perspective, including
cross-cultural perspectives (Avolio et al., 2009). Furthermore, although there has been a lot
of interest in authentic leadership, there is a lack of empirical research to support its ability to
support or reflect practice (Walumbwa et al., 2007) and Gardner et al. (2011) further suggest
the need to vary the use of methods and the importance of qualitative studies.

However, Walumbwa et al. (2007) conducted a quantitative study in which they
tested ALT in the United States, China and Kenya. Based on their findings, the authors
suggested the core constructs of ALT could, indeed, show to be universally accepted in their
broad definitions, highlighting the importance of considering the cultural nuances of the
constructs in future research.

Based on ALT, the Authentic Leadership Questionnaire (ALQ) was created by
Walumbwa et al. (2007). The instrument is thus a theory-driven higher order authentic
leadership measure which has been developed in various contexts such as China and Kenya
in addition to the United States to support its reliability and validity. However, one of the

limitations to the instrument is that it does not consider contextual impact on leadership
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(Walumbwa et al., 2007). As such, the qualitative part of this study will enrich the
application of the ALQ and provide further, in-depth understanding of the instrument.
Cross Cultural Key Studies

The 21% century requires a different perspective on leadership, reflecting the post-
industrial era where knowledge has taken the center role (Uhl-Bien et al., 2007). The 21*
century further requires global competencies based on the new organizational landscape. As
Bryan et al. (1999) calculated, in two decades, the global quantity of economic production
will be close to 80%', compared to 20% one decade ago.

Cross-cultural research is a growing body of literature; in regard to leadership, the
most common approach is to explain “cross-cultural differences in terms of differences in
cultural values” (Yukl, 2013, p. 361). One of the earliest studies of cultural values was the
Dutch researcher in the fields of organizational studies and organizational culture, Geert
Hofstede’s book Cultural Consequencd&$980), in which national cultures were
quantitatively described. In addition to Hofstede’s influential study, there have been several
other significant studies such as the GLOBE-study (House et al., 2004); Hall’s findings on
individualistic and collectivistic cultures (1976); Trompenaars’ (1994) findings on culture as
classifiable in two dimensions such as egalitarian-hierarchical and person-task; and Adler’s
International Dimensions of Organizational Behavior (1991).

What many of these studies had in common was the notion that there were cultural

! Based on an estimated growth rate of 4%.
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dimensions that could be compared from culture to culture (Adler, 2002; Schwartz, 1999;
Trompenaars, 1998 or the purpose of this paper, | wdiiscuss in particular HofsteGe
Cultural Dimensions and the GLOB#udyN HofstedeO study, as it has been one of the most
influential within crosscultural theory and continues to influence the field still today, and the
GLOBE-study due to its extensive@thorough methods involving researchers fronowadr
the world, and applying both quantitative and qualitative methods as well as being more
recent.

HofstedeOs Cultural Dimensions sfuzhsecn the findings initially identifiedfour
value dimension?ower Distance, which regards individualsO acceptance of power
inequality; Individualism, as opposed to collectivism; Masculinity, based on masculine
values such as assertiveness, performance, success and competition as opposed to feminine
values such asuglity of life, maintaining relationships, service, care and solidaaitg
Uncertainty Avoidance, which regards individu@dstitude to unstructured, unclear or un
predictable situationsA fifth dimension was added twenty years later, invohghgrtterm
versusLongterm orientation, which regards a societyOs orientation towards the future or the
past (Gudykunst & Kim, 2003)A sixth dimensionwas further added in 2010, Indulgence
vs. Restraint, which regards the degree to which societies allowsealgldree gratification

of basic and natural human drives (Hofstede, Hofstede & Minkov, 2010).
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Table 1

Hofstede’s Matrix of Cultural Dimension Scores

Country PDI IND UAI MASC. | LTO**  IvR***
USA 40 91 46 62 26 68
Turkey 66 37 85 45 46 49
Switzerland 34 68 58 70 74 66
Sweden 31 71 29 5 53 78
Spain 57 51 86 42 48 44
Slovakia 104 52 51 110 77 28
Romania 90 30 90 42 52 20
Portugal 63 27 104 31 28 33
Poland 68 60 93 64 38 29
Norway 31 69 50 8 35 55
Netherlands 38 80 53 14 67 68
Luxemburg 40 60 70 50 64 56
Italy 50 76 75 70 61 30
Ireland 28 70 35 68 24 65
Hungary 46 80 82 88 58 31
Greece 60 35 112 57 45 50
Great Britain 35 89 35 66 51 69
Germany 35 67 65 66 83 (78)* 40 (34)
France 68 71 86 86 63 48
Finland 33 63 59 26 63 48
Denmark 18 74 23 16 35 70
Czech Rep. 57 58 74 57 70 29
Bulgaria 70 30 85 40 69 16
Belgium 65 75 94 54 82 57
Austria 11 55 70 79 60 63

Notes: Cyprus and Former Yugoslavia omitted due to lack of indices. *= East Germany **= Cult. dim.
Long-Term Orientation aded after 2001 ***= Cult. dim. Indulgence vs. Restraint added 2010

Hofstede et al. (2010) suggdisatculture is always a collective phenomendys
such it is Oa collective programming of the mind that distinguishes the members of one
group or categgrof people from othersO @). The researchers from GLOBE suggested
this is a narrow perspective, highlighting the importance insitadderstanishg values as

well as practice (Javidan et al., 2006).
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Based on the view of culture as a collective phenomenon, Hofstede thus suggested
members in high PDI-cultures (Power Distance Index) such as Slovakia and Romania view
power as a basic fact in society and stress coercive or referent power. In comparison,
members of low PDI-cultures such as Denmark and Austria prefer expert or legitimate
power, believing power should only be used when legitimate. In the work setting, in low
PDI-cultures, leaders and followers are more interdependent, and followers will approach
and contradict their leaders. In high PDI-cultures, followers depend on their leaders and
respond by either preferring the dependence in the form of an autocratic leader, or reject it
entirely (Hofstede, 1991).

In regard to Individualism (IND), the emphasis in highly individualistic cultures such
as the United States and Great Britain is on the individual initiative and achievement; such
cultures promote self-realization (Gudykunst & Kim, 2003). Each individual is seen as
having a unique set of talents and potentials (Waterman, 1984, as cited in Gudykunst & Kim,
2003). In collectivistic cultures such as Romania, Bulgaria and Portugal, on the other hand,
the goals and needs of the group are emphasized over the goals and needs of the individual.
Hofstede (1980) further pointed to how the link between individuals and traditional
organizations in individualistic cultures is more based on self-interest and the market
mechanism while in collectivist cultures, this link is moral, based on a belief about acting in
the interest of the group as ultimately the best also for the individual (1980).

In regard to Uncertainty Avoidance (UAI), Hofstede summarizes the view of people

in high uncertainty avoidance cultures as believing “what is different is dangerous” (1990, p.



42

119) and people in low uncertainty avoidance cultures as “what is different, is curious” (p.
119). Compared to members in cultures with low UAI, members in high UAI-cultures resist
change more, have higher levels of anxiety, higher levels of intolerance for ambiguity, worry
about the future more and take fewer risks. Cultures with high UAI furthermore tend to
develop more rules and rituals.

In regard to Masculinity (MASC), the major difference between cultures with high
and low masculinity scores is how gender roles are distributed in society. Countries scoring
high on masculinity such as Slovakia and Hungary involve power, materialism, and
assertiveness, while cultures scoring low such as Sweden and Norway involve people, quality
of life, and nurturance (Hofstede, 1980). People in masculine cultures have stronger
motivation for achievement, focus on work as central to their life, exhibit higher job stress,
show greater value differences between women and men, and value recognition,
advancement or challenge.

Since 2001, two recent dimensions have been added: Long-term orientation (LTO)
and Indulgence versus Restraint (IVR). LTO deals with society’s orientation towards the
future in terms of virtues such as perseverance and thrift. The opposite, short-term
orientation (STO) is about a society’s values in regard to the past and present, such as the
importance of traditions and social obligations (Hofstede et al., 2010). As such, long- term
oriented societies foster pragmatic virtues oriented towards future rewards, in particular

saving, persistence, and adapting to changing circumstances. Short-term oriented societies
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foster virtues related to the past and present such as national pride, respect for tradition,
preservation of "face”, and fulfilling social obligations (Hofstede et al., 2010).

As late as 2010, a sixth dimension was added, Indulgence vs. Restraint. Indulgence
stands for a society that allows relatively free gratification of basic and natural human drives
related to enjoying life and having fun. Restraint stands for a society that suppresses
gratification of needs and regulates it by means of strict social norms. Initially, Hofstede’s
study did not include all European countries such as Romania or Bulgaria nor counties in
Eastern Europe or Former Ex-Yugoslavia, which were added at a later date and contributed
to the expansion of the dimensions (Hofstede et al., 2010). Hofstede’s critics point to the
limitations to one organization with a strong organizational culture (IBM) as well as lack of
gender-perspective, besides the uneven representation from the different countries (Dickson
et al., 2003; Javidan et al., 2006). Javidan et al. further point to how Hofstede’s study was a
reinterpretation of a consulting project undertaken much earlier, implying a lack of research
rigor. Nevertheless, Hofstede’s study remains as one of the most influential cross-cultural
studies to date (Taras, Steel, & Kirkman, 2012).

However, although Hofstede’s extensive research has been so influential in the cross-
cultural field, it seems fair to question why the scores in 1980 are the same as today.
Furthermore, in spite of expanding the scope of the study and adding cultural dimensions
based on research, due to the growing understanding about how dynamic cultures are and of
cultural changes around the world, Taras et al. (2012) suggest, “It is uncertain if Hofstede’s

40-year-old data can be reliably used in conjunction with variables representing
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contemporary phenomena or even with archival data from the 1990s as the relative rankings
of national cultures may have changed in the past decades” ( p. 330). Soderberg and Holden
(2002) further suggest Hofstede failed to see the multicultural realities that were already
present in many European countries.

A more recent study, GLOBE, suggested a set of cultural values such as performance
orientation, assertiveness, future orientation, humane orientation, institutional collectivism,
in-group collectivism, gender egalitarianism, power distance, and uncertainty avoidance
(Javidan et al., 1997). Two important aspects of the GLOBE-study were 1) its intent to
explore to which extent effective leadership varies across cultures, and why; 2) to explain
how cultural values impact leadership beliefs and behavior (Yukl, 2013). Similar to
Hofstede’s study, the GLOBE-study was further expanded over the years to include issues
such as how cultural drivers influence the economic competitiveness of societies and more
aspects of the human condition (Dorfman, Javidan, Hanges, Dastmalchian & House, 2012).

The GLOBE-study spanned a 10-year period and involved over 160 researchers
working together to collect and analyze data on cultural values and practices and leadership
attributes involving 17,000 managers (Javidan et al., 2006). Scholars reached the conclusion
that cultures could be clustered into groups such as Latin America, Anglo, Latin Europe (e.g.,
Italy), Nordic Europe, Germanic Europe, Confucian Asia, Sub-Saharan Africa, Middle East,
Southern Asia, and Eastern Europe (Javidan et al., 2006), building from the country clusters
as suggested by Ronen and Shenkar (1985).

The GLOBE-studies identified nine cultural dimensions as bases for how leadership
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is viewed in different countries, or Ouniversally rated as desir@enan, et al., 2012, p.
507): uncertainty avoid@e, power distance, institutional collectivismigroup collectivism,
gender egalitarianism, assertiveness, future orientation, performance orientation and humane
orientation Based on common language, geography, religion and history, countries were
clugered into distinct groupsThe United Statesvas clustered in the Anglo group together
with Canada, Australia, Ireland, Great Britain, South Africa (white sample) and New
Zealand Europe was split into Eastern Europe (Greece, Hungary, Albania, Sloveraad,
Russia, Georgia, and Kazakhsta@grmanic Europe (Austria, Holland, Switzerland and
Germany) Latin Europe (Israel, Italy, Francophone Switzerland, Spain, Portugal, France)
and Nordic Europe (Denmark, Finland and Swed@ther clusters were ¢hSubSaharan
Africa (Nigeria, Namibia, Zambia, Zimbabwe and South Africa, black samididple East
(Egypt, Morocco, Turkey, Kuwait and Qatalptin America (Argentina, Colombia,

Mexico); Confucian Asia (China, Hong Kong, Singapoaa)d Southern Asidr(dia).

In terms of the Nordic and Anglo Cluster, the Nordic Cluster scored high on future
orientation, gender egalitarianism, institutional collectivism and uncertainty avoidance, while
it scored in the middle range in terms of humane orientation afatrpance orientatign
scoringlow on power distance (Chhokar, Brodbeck & House, 2008k Anglo cluster
scored high on performance orientation while low egrioup collectivism (Javidan et al.,

2006).
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Cultural Clusters Classified on Societal Cultural Practices (as is) scores

Cultural Dimension High Score Mid-score Low score Cluster
avg.range
Performance Confucian Asia Southern Asia Eastern Europe  3.73-4.58
Orientation Anglo Sub-Saharan Africa
Germanic Europe Latin Europe
Nordic Europe
Middle East
Assertiveness Germanic Europe Sub-Saharan Africa  Nordic Europe  3.66-4. 55
Eastern Europe Latin America
Anglo
Middle East
Confucian Asia
Southern Asia
Latin Europe
Future Orientation | Germanic Europe Confucian Asia Asia Middle East 3.38-4.40
Nordic Europe Anglo Latin America
Latin Europe Eastern Europe
Sub-Saharan Africa
Southern Asia
Humane Orientation| Southern Asia Nordic Europe Latin Europe 3.55-4.71
Sub-Saharan Africa Anglo

Middle East
Latin America
Confucian Asia
Eastern Europe

Institutional Nordic Europe Anglo Germanic Europe 3.86-4.88
collectivism Confucian Asia Southern Asia Latin Europe
Sub-Saharan Africa  Latin America
Middle East
Eastern Europe
In-Group Southern Asia Sub-Saharan Africa  Nordic Europe  3.75-5.87
collectivism Middle East Latin Europe Anglo
Eastern Europe Germanic Europe
Latin America
Confucian Asia
Gender Nordic Europe Anglo Middle East 2.95-3.8
Egalitarianism Eastern Europe Latin America

Latin Europe
Sub-Saharan Africa
Southern Asia
Confucian Asia
Germanic Europe

46
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Table 2. (©ntinued)
Power Distance Anglo Nordic Europe  4.54-5.39
Southern Asia
Latin America
Eastern Europe
Sub-Saharan Africa
Middle East
Latin Europe
Confucian Asia
Germanic Europe
Uncertainty Nordic Europe Anglo Middle East 3.56-5.19
Avoidance Germanic Europe Confucian Asia Latin America
Sub-Saharan Africa  Eastern Europe
Latin Europe

Southern Asia

Note:Means of high-score clusters are significantly higher (p < 0.05) than the rest, means of low-score clusters are significantly lower (p <
0.05) than the rest, and means of mid-score clusters are not significantly different from the rest (p > 0.05).

Based on how different cultures view leadership, the GLOBE-study identified six
idealized global leadership behaviors. Analyzing how each cluster viewed leadership, the
researchers were able to identify a leadership profile for each cluster (Dorfman et al., 2012).
The charismatic/value-based leadership is the ability to inspire, to motivate, and to expect
high performance from others. Behaviors consist of being visionary, inspirational, self-
sacrificing, trustworthy, and decisive and performance oriented. Team-oriented leadership
highlights team building and the ability to create a sense of a common purpose; behaviors
include being collaborative, integrative, diplomatic, good and administratively competent.
Participative leadership is the degree to which leaders involve others in decision-making and
implementation; behaviors include being participative and non-autocratic. Self-protective
leadership focuses on ensuring the safety and security of the individual and group through

status enhancement and face saving; behaviors include being self-centered, status conscious,
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conflict inducer, face-saver, and procedural. Humane-oriented leadership includes sensitivity
to other people and modesty; behaviors include being supportive, considerate, compassionate
and generous. Autonomous leadership refers to independent and individualistic leadership;

behaviors include being autonomous and unique (Dorfman et al., 2012).

Table 3

Overview 6 GLOBEclusters and leadership behaviors

Charismatic/ Teamorientec Participative Selfprotective Hum. orientec Autono
Value based Leadership Leadership Leadership Leadership Leader

Leadership
Anglo 1 4 2 6 3 5
Nordic Eur. 1 3 2 6 5 4
Germanic Eur. 2 5 3 6 4 1
Latin Europe 1 2 3 4 5 6
Eastern Europe 3 4 6 2 5 1
Sub-Sah. Afr. 2 3 4 5 1 6
Middle East 4 5 6 1 2 3
Latin America 1 2 4 3 5 6
Conf. Asia 4 2 6 1 3 5
Southern Asia 2 4 6 1 3 5

Note The behaviors are rated in term of importance and relevance, 1 being most important.

Hofstede criticized the GLOBE-study, suggesting it was a U.S.-centric study, with
“figments of the researchers’ US-based imagination without understanding the worldview of
the respondents” (Javidan et al., 2006, p. 909); furthermore, he recognized that the GLOBE-
project built from Hofstede’s own work but simply added dimensions which was “too
confusing” (Guthey & Jackson, 2011, p. 173). However, based on the background of
Hofstede’s study which built from data collected within one single, worldwide organization

based in the United States with a very strong organizational culture, compared to the full
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involvement of over 170 researchers around the globe, it would seem as if Hofstede’s study
would, in fact, seem more U.S.-centric than the GLOBE-study. Although Hofstede
contended the addition of other dimensions such as the long-term dimension as enforcing the
de-centered position of the study, Javidan et al. (2006) questions this in terms of poor
empiricism due to the limitations to Hofstede’s study.

In a discussion between Hofstede and the scholars involved in the GLOBE-project
hosted by the International Journal of Business, the issue in this debate came down to the
validity of how to measure culture. Hofstede contends values drive practices, while the
GLOBE researchers suggested such assumptions are largely untested in terms of knowing
what actually happens in a culture (Javidan et al., 2006). As such, the GLOBE researchers
set out to measure practice and values at the same time, providing as “is-scores” as well as
“should-be” scores, thus separating values and practices. The GLOBE researchers suggested
Hofstede’s view of values driving practice was too simplistic (Javidan et al., 2006); Hofstede,
in turn, suggested that respondents described their as is-society reflecting there should-be
society (Javidan et al., 2006). Javidan et al. (2006), however, suggested that “our findings
show the opposite relationship: people may hold views on what should be based on what they
observe in action” (p. 902).

For the purpose of this study, the cross-cultural lens was that of the GLOBE-project
as it applies a more complex approach, anchored in theory and empiricism as well as being
more recent (Javidan et al., 2006). Furthermore, the GLOBE-project specifically studied

leadership.
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Leadership andCulture in Denmark and Sweden ersus USA

According to the GLOBE- study (House et al., 1997), Scandinavian cultures such as
Denmark and Sweden are clustered in the Nordic group and the United States is clustered
together with the U.K. and other English-speaking countries in the Anglo group. In
Hofstede’s findings, however, Scandinavian cultures and the United States are often in the
same field of the cultural dimension although there is variation in the actual score (see tables
4 and 5), whereas in the GLOBE-study, Nordic Europe and Anglo were only found to score

the same in two of the nine cultural dimensions.

Table 4

Excerpt of HofstedeOs Cultural Dimensions (Hofstede, 1983)

Low Uncertainty Low Power Individuality Masculinity
Avoidance Distance
Denmark 23 18 74 16
Sweden 29 31 71 5
United States 46 40 91 62
Scores: 6100
Table 5

Excerpt of Project GLOBE (Javidan et al., 2006)

Cultural Dimension High Score Mid-score Low score
Performance Orientation Anglo Nordic Europe
Assertiveness Anglo Nordic Europe
Future Orientation Nordic Europe Anglo
Humane Orientation Nordic Europe

Anglo

Institutional collectivism Nordic Europe Anglo
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Table 5. (Continued)

In-Group collectivism Nordic Europe
Anglo

Gender Egalitarianism  Nordic Europe Anglo

Power Distance Anglo Nordic Europe

Uncertainty Avoidance Nordic Europe Anglo

In a second major GLOBE book titled ‘Culture andLeadership Across the World:
The GLOBE Book of HdepthStudies of 25 Societie€hhokar et al., 2008), quantitative
and qualitative data were integrated. In regard to the Nordic Cluster, qualitative findings
were described based on Sweden and Finland only.

In terms of leadership ideals, the Nordic Cluster endorses a mix of high
charismatic/value based and team-oriented leadership, with considerable elements of
participative leadership. Self-protective leadership was rejected but autonomous leadership
tolerated (Chhokar et al., 2008). In the qualitative findings, which only included Sweden and
Finland, Holmberg and Akerblom (2007) suggested in their opening statement to the chapter
relative to the Nordic cluster that,

Vagueness, equality and consensus are three of the notions that are crucial to (an

understanding of) established leadership in the Swedish context. They are all rooted

in an ideology that evolved over a period of many years between the late 1930s and
1990s, permeating most, if not all, aspects of life in Sweden and to a large extent in

the other Nordic countries (p. 33).

For Clausen (2006), there is a great emphasis on the decision-making process in

Scandinavian organizational culture, where all participants can influence the decision. Other
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characteristics consist of the beliefrespect foother€¥eelings and avoiding conflicts
(Clausen, 2006)In a study comparing Danish and Japanese leaders, Clausen (2010)
however found that Scandinavian decisiamaking practices were perceived as Omore
confrontationalO (p. 635elfand et al. (20019uggested leadeis the United States
perceived conflicts to be more about winning and violations to individual rigynts study
looking at horizontal and vertical individualism and achievement values, it was suggested
that Scandinavian cultures arelawalent toward high achievers while leaders intiméed
StatesOhave been shown to aspire to such distinction and financial successO (Markus &
Kitayama, 1991;Weldon, 1984 as cited in Nelson and Shavitt, 2002, p. AdBievement
and competition are iportant values in vertical individualistic countries, while horizontal
individualistic cultures hold uniqueness of the individual as important while at the same time,
the individual does not want to stick out (Triandis, 2013).

Hoppe and Bhagat (2007) suggé&heUnited Statess heterogneous, and as such
there canin reality, be no such thing as a Ul8adership Note here that the aspect of a
heterogeneous leaderslinpthe United Stateis a different dimension to U-$8entric
leadership theories asqviously mentionedThe latter is based on contributions to the study
of the field and the related scholars, whereas the former is based on leadershipratyle
does thus not contradict the other, as could be the impression at a first glance

The hegrogeneity of leadership the United Stateis further confirmed by a study
on crosscultural organizational behavior in which Gelfand et al. (2007) fotordexample

differences between Anglo Americans and Asian Americans in terms of intrinsic nfotives
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autonomy, competence, and relatednésswever, Hoppe and Bhag&007)did find some
of the most frequentlysed characteristics to describe outstanding leadeoss swtultures
in the United Statesvhich are performance orientation, sacrificiapirational and
visionary leadership, decisiveness and integi@gneric suggestions about leadershithe
United Statess thushavinga strong desire toward action, execution and results; emphasizing
work and career over personal and family |gessessing aorientation toward task over
relationship and competition over collaboration; stressing performance, change and
competition;andshortplanning (Hoppe & Bhagat)Furthermore, AngléAmericans and
AsianAmericans are still Americans, while $des and Danes as Scandinaviartsch
differentin thatScandinavia is not a sovereign state or one national culture likinttesl
Statess.

Hoppe and BhagatOs (2007) findiagareminiscent of HofstedeOs dimensibn o
masculinity,which measures whegr a society endorses earnings, recognition, advancement
and challenge rather than relationships, cooperation, living area, and security (Suutari, 1994)
Masculine countries thus strive for a performadagen society in which behaviors such as
being deisive and aggressive are valuadaddition toan emphasis w money over leisure
and living in order to work (Hofstede et al., 2012).

In a comparative study between leadership in Western Earajia the U.S. and
Japan, Calori and Dufour (1995) sugges more importantor leaders in Western Europe
to see the individual follower and his or her fulfilment, compared tdJthited Statesvhere

the follower is considered more as a resoutasaders in Western Europe af@rthermore
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better negotiatoras they spend more time on negotiations at all levels within the
organization and were found to be betteagtlyingcultural diversity comparel@aders in

the United Statesvhere the U.Sleadership style tends to be exported to the foreign
affiliates Europeans tend to decentralize leadership and accept diverse leadership, which
also can be a weaknesSalori and Dufour (1995) further suggest the multitude of leadership
traditions in Europe provide more opportunities for leaders to learn and dediegders,
which, in turn, improves European lead@eability to handle conflicting demands while

leaders in the bited Statesend to choose between extremes in terms of leadership style
(Calori & Dufour, 1995)

In a European subample of the GLOBI#study, Brodbeck et al. (20pidentified
characteristics that facilitated outstanding leadership as well as characteristics that impeded
outstanding leadershiplso referred to as prototypicalitiestoe extent to which a leaderOs
behavior is regarded axemplifying how group members should behaleregardo
Nordic Europe, Brodbeck et al. (2)Guggested characteristics that facilitate outstanding
leadership aréutegrity (honest, sincere, just, trustworthyispirational (enthusiastic,
positive, @couraging, morale booster, motive arouser, confidence builder, dynamic,
motivational) visionary (foresight, anticipatory, prepared, intellectually stimulating, future
oriented, plans ahead¥am integrator (clear, integrator, subdued, informed, commatie,
coordinator, team buildenyerformance (improvement, excellence and performance
oriented) decisive (willful, decisive, logical, intuitive§non-autocratic (not autocratic,

dictatorial, bossy, elitist, ruler, or domineeringyrticipative (norrindividual, egalitarian,
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nor-micro manager, delegator)

Slightly facilitating prototypicalitieswerecollaborative (group oriented,
collaborative, loyal, consultative, mediator, fraternalplomatic (diplomatic, worldly,
win/win problem solver, effectivbargainer) administrative; conflict avoider; self-
sacrificial;, humane; and modesty. Slightly impeding outstanding leadershigns
autonomous (individualistic, independent, autonomous, unigu&yus conscious (Status
conscious and class conscigua)dprocedural (ritualistic, formal, habitual, cautioysyhile
directly impeding to outstanding leadershipreface saver (indirect, avoids negatives,
evasive) self-centered (seltinterested, nomarticipative, loner, asocjalandmalevolence
(irritable, vindictive, egoistic, noftooperative, cynical, hostile, dishonest, ttmpendable,
intelligent).

In a similar study ugeg prototypicalities in regartb leader perception, Gerstner
(1994) found the most prototypical traits for effective leadetee Lhited Statesverebeing
perceived as determined, gamlented, verbally skilled, industrious and persistent, in that
order. Although Gerstner points out the aim of the study was not to establish leader
prototypes by countryhe resultstill show aspestthat aren line with other findings in
regardto leaders in the United Statssch as suggested by Hoppe and Bhagat (2007) in the
GLOBE-study.

As such, it could be suggested there are significant differences in leadership and
culture between thenited Statesand Scandinavian countries such as Denmark and Sweden

Although all three are considered as highly individualistic and share some cultural
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dimensions, research shows there are similarities as well as differences. However, it is often
assumed Scandinavian cultures are similar to the United States, possibly based on the many
similarities in terms of governance, structure and politics. Nelson and Shavitt (2002)
suggested this is due to a horizontal orientation of individualism and collectivism (such as in
Scandinavia) versus a vertical orientation (such as in the United States). Individuals in
horizontal societies value equality and view self as being equal to others. Vertical societies,
on the other hand, view self as being different from others along a hierarchy and believe that
rank has its privileges (Triandis, 1995 as cited in Nelson & Shavitt, 2002).

Social context

For this study, some of the absences or layers inherently present in the experience of
the leaders consist of the unique attributes of each respective country and how the broader
social and cultural context of the society impacts individual values as well as the way in
which organizations promote or foster values pertaining to ALT. As previously mentioned,
Denmark, Sweden and the United States are often perceived to be similar countries, although
the latter is described as a vertical culture towards the former two, which are both described
as horizontal cultures, although all three on the individualist end of the spectrum (Triandis &
Gelfand, 1998).

Triandis and Gelfand (1998) suggest horizontal individualistic cultures are
characterized by a view of all people as equal while at the same time believing each person is
unique. This can be seen in both Denmark and Sweden, with a strong principle about

equality underpinning the societal context. Both being countries with strong social-
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democratic political movements during thé"2@ntury, EspineAndersen (1990) suggest
these welfare states are based on the principle of univershligmntails all citizensO access
to benefits and service Othat would promote an equality of the highest standards, not an
equality of minimum standard needs as was pursued elsewhereO {s &d¢h, access to
quality healthcare is granted to all zéns, as is higher educatioim both Sweden and
Denmark, university is free of tuition to all inhabitants of the Farental leave is a right of
both women and men.

Both Sweden and Denmark are characterized by a high unionizatiaf cater 70%
in both countriegwww.ilo.org). The history of the union as incremental in protecting
workerxights and collective negotiations is furthermore similar in both countries. The role
of the union in Sweden is preeminent, and the union exerts political ptlmens and
employers work more like partnerBehind,for examplethe Employment Act
(MedbesSmmanddagen, MBL) the idea is that employees, through the union, are given an
insight into the company and can be a part of the deeisaing processDenmark has a
similar collaborative nature of the relationship between employer and unions, with the two as
partners rather than opponenisvw.ilo.org).

Denmark employs a different model based on the flexicuanidgel, which combines
a flexible labor markiewith more marketdriven hiring and firing procedure®Vhile still
maintaining generous social security and active labor market policies, Denmark combines
flexibility and security together with an active labor market policy, also called The Golden

Triangle (www.denmark.dk) Wilthagen and Tros (2004) suggest the most important
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implication of flexicurity in Denmark is the shift from job-security towards employment
security. The flexible rules for hiring and firing are thus combined with unemployment
security, which can be up to 90% for the lowest paid workers. This model is in consensus
with the unions, which, as in Sweden, play a pivotal role in the Danish labor market, with a
high level of union membership among Danish workers.

In contrast, vertical individualistic cultures are characterized by people’s view of
others as distinct while at the same time being “the best” in relation to others. This is
illustrative of the United States which is categorized as a liberal welfare state based on
market dominance and private position, which “effectively contains the realm of social
rights, and erects an order of stratification that is a blend of a relative equality of poverty
among well-fare recipients, market differentiated welfare among the majorities and a political
dualism between the two” (Esping-Andersen, 1990, p. 27).

Public schooling is free in the United States as well as in Sweden and Denmark.
While public schools in the United States are locally funded usually from property taxes and
rewarded based on high performance through programs, Danish and Swedish public schools
are nationally funded based on the number of students (Ravitch, 2010; www.denmark.dk;
www.swedenabroad.se). It seems evident that the risk of school stratification is far less in
the two Scandinavian countries, while the tie to property taxes in the United States could
foster social inequality due to the difference in quality among schools because of unequal
funding.

In terms of higher education, Bradford, Hagglund and Lancashire (2008) found an
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inexpensive undergraduate education in the United States is at least $3,400.00 per academic
year (University of Central Florida), towards the tuition-free Danish and Swedish
universities.

In terms of healthcare, the spending on health care (as percent of GDP) in the United
States is the highest in the world; the United States spent 17.6% of its GDP on health care in
2011, compared to 11.1% in Denmark and 9.6% in Sweden (OECD Health Data, 2012). In
spite of high spending, United States health care is not accessible to all, and the United States
is one of the few countries without universal health coverage within OECD
(www.oecdbetterlifeindex.org), although this may change with the help of the Affordable
Care Act.

Job security and labor politics are relatively less regulated in the United States
compared to, in particular, Sweden, while the Danish model is closer to the United States
model. However, while the Danish model combines generous unemployment benefit, the
United States model does not. The unemployment benefits are further conditioned by
number of weeks by a certain number of hours, for example. State and federal laws prohibit
employers from relying on certain justifications for firing employees, such as discrimination
or retaliation (www.dol.gov) but the principle of at will employment is an underpinning
principle to employment in the United States.

Membership in unions is low, averaging 11.3% (www.bls.gov), and employers have a
legal right to resist unionization. Unions do undertake collective bargaining. However, an

important difference between the countries is that while there are regulated minimum wages
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in the Lhited Statesin Denmark, the minimum wagenggotiated between unions and
employer associations, whiin Sweden, these are set by annual collective bargaining.
Although there are health and safety laws that protect workers in the workplace as well as
provide protection from exploitation (through the Fair Labor Standards Act) and unfair
treatment (throug the National Relations Labor Act and antidiscrimination laws), losing
oneOs joim the United Statesould mean no healihsuranceand can furthermore Obe
treated as a function of both replacement job prospects and access to sources of income
(livelihood) that do not depend on finding another jobO (Andersson & Pontusson, 2007, p.
215) If the person in question has a family and is a provider for the family, this, @ould
turn, affect the entire family in different way®.g.whether family members weion the
same health care insurance, or whether they have children in college and are responsible for
paying their tuitiof.

Culture

Another absence that can be ascribed to the experiences of the leaders in this study is
culture As Ladkin (2010) suggestulture @s a socially constructed phenomenon, [it]
operates largely through its absenceO (p. 42 ders internalize the cultural values and
practices where they grow up (Dorfman et al., 20%4) important finding in the GLOBE
study washowever tha culture does not predict leader behavior, but rather leader
expectations (Dorfman et al., 2012Z)hrough the GLOBEStudy, seven culturally contingent
leadership dimensions were identified that fall into the six global dimensidresleadership

dimensons ranked the highest by both the Nordic and the Acigkierwereparticipative
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style(the United Stateand Nordic) andeamoriented stylgNordic). However, Hoppe
(2007) points to howhe position of a clustevithin a style signals the relative irogance of
that style compared to the other styles for that clugtkerefore, the performanagiented
leader style ranks in effect the highest for the Anglo cluster, indicating that this style is more
important to the Anglo cluster than any of the otigles while Denmark and Sweden,
clustered in the Nordic Europe group, ranks future orientation, gender equality and
institutional collectivism as highest.

Theperformanceoriented styl€called "charismatic/valubased" by GLOBE)
stresses high gtdards, decisiveness, and innovation; seeks to inspire people around a vision;
creates a passion among them to perform; and does so by firmly holding on to core values
The Nordic cluster, however, ranked teamoriented styleand theparticipative sty¢. The
teamoriented stylenstills pride, loyalty, and collaboration among organizational members
and highly values team cohesiveness and a common purpose origegbarticipative style
encourages input from others in decisraaking and implementain and emphasizes
delegation and equality (House et al., 2004)

Although there may be further absences or layers to each individual leader based on
what is going on in their private livéiserebyaffecing thempersonally the abovalescribed
phenomena ofulture and societal context are reasonably certain to make up each
individual® absences or layers of which they do not thinkaders further operate within an
organizational context which scholars suggest also has an impact on their leadership (Nohria

& Khurana, 2010; Schein, 1994).
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Organizational culture

Organizational culture is based on shared assumptions, beliefs and values; paradigms
are reflections of the broader cultural paradigm (Schein, 1994). Scholars have discussed
whether leaders shape thiganizational culture, a popular notion within change
management literature (see Schein, 1994; Yukl, 2013; Bass, 1990) or whether the
organizational culture shapes leadership. Yukl (2013) suggest itOs a bit of both: culture
shapes leaders, but over tilraders can also influence culture. Walumbwa et al. (2010)
further suggest leaders are important as they Ocreate organizational cultures and practices that
determine whether employees are more or less involved in decision making processesO
(p.905). Schei (1990) suggest organizational cultures can be OweakO or Ostrong.O implying
that leaders can shape OweakO cultures while OstrongO cultures shape the leader. Alvesson
(2002) suggests that as much as Oorganization specific cultural ideas and meaniigs in va
ways direct and constrain managerial behavior and leadershipO (p. 107), leaders can pass on
or modify organizational culture through how they behave and being a role model. Thus, itis
clear that the organizational context impacts leadership afteisneglected in many
leadership studies (Alvesson & Svenningsson, 2003).

Building a strong organizational culture is almost a mantra within business literature,
and in recent years, it could be suggested that the importance of building a strong global
organizational culture has been added to the mantra. However, in a study by MIT, it was
found that global organizational culture is rather the Oexception than the rule,O critiquing the

simplicity of viewing organizational cultures as OweakO or OstrdrigiQhe authors deem
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as too simplistic. Researchers found that organizational cultures in global organizations can
be categorized based on the degree to which an organization shares values and practices
throughout the organization, how core values are localized, or if core values are continuously
reconciled with local realities (Levy, Taylor & Boyacigiller, 2010).

Organizational culture is an infinitely more complex topic than what is suggested
here. However, for the sake of the purpose of this study, organizational culture is included as
a reflection that leaders operate in a context where certain behavior or attitudes may be
promoted or hindered by the culture based on the view that organizational cultures are
reflections of the broader cultural context. Below is an illustration of the cultures within
which leaders move and how two leaders in different cultural contexts could find themselves
in terms of the organizational culture. The figure does not reflect to which degree or how
deeply shared core values are. What is reflected is the distinction between cultural
universalities and cultural specifics and how organizational culture lingers in the realm of the

other contexts.
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Scholars suggest both organizational and national culture impacts leadership
(Hofstede, 1980; Schein, 2004; Javidan et al., 2006). Both HofstedeOs monumental study as
well as the GLOBEstudy incorpoates both although with the difference in dimension: while
Hofstede contends organizational culture and national culture cannot be measured as similar
phenomenon but rather that organizational culture should be measured through a set of
practices while nigonal cultures should be measured through a set of values (Hofstede et al.,
1990). In the GLOBEstudy, on the other hand, researchers moved beyond this view and
measured both as similar constructs (Javidan et al., 2006) and further found that national
culture outdoes organizational culture (Dorfman et al., 2012).

Chapter Summary

In this chapter, | have discussed previous research in terms of leadership theories as
well as provided a more-depth understanding of ALTWhen it comes to leadership
theoriesand crosscultural theories alike, there is a plethora of theories and stubiges
such, an exhaustive discussion of either would require infinitely more space, which is
further beyond the scope of this proposal.

As such | have sought to provide a corepensive overview of some of the most
dominant leadership theories during the past decades and furthermore described the
conceptual framework used in this study, ALT.

In regardto crosscultural studies, | have discussed one of the most influential and
one of the most extensive and significant studies, GLOBEstudy and further described

the rationale behind my choice of the GLOBidy. As discussed above, the GLOBE
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project is also the most recent, which in itself is a valid reason given the dynamme afa
cultures In addition, the GLOBEstudy further explored cultural values and cultural
practices, suggesting a more complex approach to a complex phenomenon such as culture
than compared to Hofstedeshisdy

Crosscultural theory would thus sugddsaders in Denmark and Sweden may think
differently from leaders in the United Stataisout the underlying constructs to ALTh
analyzing the data, wastherefore important to think about how the cultural lens impacts
ALT in each country.

In the nex chapter | will discuss the theoretical framework phenomenology in depth

and provide a description of research methods such as data gathering and analysis
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CHAPTER 3
Introduction

Qualitative research is a powerful tool to explore and understand more about our lives
and the world in which we live (Creswell, 2009; Merriam, 2002). As Creswell suggests,
“We consider qualitative research because we need a complex [italicized as in text] detailed
understanding of the issue” (2007, p. 40). Qualitative research thus seeks to study human
experiences, which clearly would be hard to approach quantitatively (Moustakas, 1994).
Furthermore, in contrast to quantitative research, qualitative research does not seek to prove
a theory or test a hypothesis, but allows for a fluid process in which new research questions
may emerge as the study evolves (Merriam, 2002). As Alvesson and Spicer (2011) suggest,
leadership studies demand an approach in which deeper meanings are understood, an
approach which “involves listening to people in organizations and finding out when and
why they talk about leadership, what they mean by it, their beliefs, values and feelings
around leadership” (p.10), inherently implying the need for more qualitative studies.

The qualitative research method used in this study is phenomenology. A
phenomenological study seeks “understanding about the essence and the underlying
structure of the phenomenon” (Merriam, 2002, p. 38). The focus of phenomenology is thus
the human experience as perceived by the individual him/herself (Savin-Bader & Major,
2013). Some choices are dependent on which phenomenological approach a researcher
applies: in the transcendental application focus is on the life-world, where the hermeneutic

traditions focus on lived experiences. As Finlay (2009) suggests, the difference between
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exploring the life-world or the lived experienceis considerable: exploring the life-world of
a person who has experienced a certain phenomenon is different in emphasis to exploring
the experiencing of that phenomena.

Overarching principles for the phenomenological approach include
phenomenological reduction, description, and the search for essence. Phenomenologists
agree that “the point of phenomenology is to get straight to the pure and unencumbered
vision of what an experience essentially [italics as in text]” (Sanders, 1982). How to best
apply the phenomenological approach in practice is, however, still debated, and many
different approaches have emerged (Finlay, 2009).

In this chapter on methodology, I first discuss the two major types of
phenomenology, transcendental and hermeneutic phenomenology as well as key scholars’
contributions to the field of phenomenological research including key terminology. This is
followed by a description of data gathering methods, of the analytical procedures, and of
trustworthiness and limitations.

Phenomenologcal Approaches

The father of phenomenology, Edmund Husserl, saw phenomenology as a pure
science, a science of essences, arriving at the essences through a process of reduction
(Moustakas, 1994). Influenced by Husserl’s phenomenology, Heidegger applied Husserl’s
view to start, but eventually shifted the emphasis; while Husserl’s phenomenology sought to
understand the phenomena, Heidegger’s phenomenology sought to understand being human

(Savin-Baden & Major, 2013).
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Husserl’s phenomenology is referred to as transcendental, empirical or psychological
phenomenology and Heidegger’s as hermeneutic. The two should not be used
interchangeably, although transcendental and hermeneutic scholars alike agree to
phenomenology as the study of lived experiences of individuals. For both Husserl and
Heidegger, the experience of the human being thus lies at the heart of phenomenology
(Merriam, 2002). To Husserl, however, the focus is on epistemology, while Heidegger goes
beyond the epistemological questions and focuses on the ontological question.

A third and more recent type builds from hermeneutic phenomenology and seeks to
describe how things appear to people. This type is based on the assumption that there are a
limited number of ways for people to understand a phenomenon (Savin-Baden & Major,
2103) and aims to look for the variation within the experience. Phenomenography
originated in Sweden during the 1970’s, and Marton (1981) suggested the following main
distinctions between phenomenography and phenomenology: (1) it is not possible to
separate the experience from what is experienced; (2) people’s experience of a phenomena
is “in a relatively limited number of qualitatively different ways” (p. 181); (3)
phenomenography is substance-oriented; (4) the aim is to describe the world conceptually as
well as experientially including perceptions and thoughts.

The phenomenological debate hovers mainly around questions of method, knowledge
and subjectivity. While some transcendental phenomenologists such as Moustakas (1994)
and Giorgi (1985) offer a systematic method to phenomenological research, others apply an

interpretative approach, using an iterative process of hermeneutics (Savin-Baden & Major,
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2013) Critics suggest the understanding of which approach to choose is crucial and
unfortunately too often confused, simply referring to the umbrella term of phenomenology
(Sanders, 1982)Creswell (2009) further suggseghatphenomenology might be challenging
to the novice researcher, implying the systematic approach in transcendental phenomenology
then would be the preferable choice.
Transcendental Phenomenology
Transcendental phenomenology is grounded in-positivist thought, whereas

hermeneutic phenomenology, influenced by the philosopher Heidegger, is grounded in
constructivist thoughtThis difference is illustrated by Moustak2g1994) systematic

process and, respectively, van Mar@€$990) dynamic interpjabetween research

activities Viewed in tleseperspectivs, the two types can be placed on a continuum,

where one end is represented by transcendental phenomenology being more influenced by
positivist thoughtonthe other end of the continuum, hermdreephenomenology is

influenced by philosophical thought.

To understand phenomenology, it is important to know the phenomenological terms

that are central to the approach (Sander, 1€&2 Manen, 1990)Depending on which type

of phenomenological approathe researcher chooses, some terms are labeled differently

In transcendental phenomenology, Moustakas suggested (1994) understanding terms such as
epoche, phenomenological reduction, imaginative variation and synthesgsucial to

conducing phenonenological researchvan Manen (1990however uses terms such as

bracketing, interpretation and essenéaother important term to phenomenology is
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intentionality. Starting with intentionality, these terms will be further explored in the next
sectionof this chapter.

Intentionality

Phenomenology is intricately linked up with intentionality; intentionality as it applies
to the theory of knowledge is a core doctrine to the approach (Sokolowski, 2006¢
Husserlian view, essence is linked to inkemality; being intentional means seeing the
meanings and essences of the lived experience in one way or another (Dahlberg, 2006)

Moustakas (1994) suggeshe knowledge of intentionality requires being present as
an individual, not only to the world balso to oneself. Although slightly confusing as a
term, it seems intentionality thus encapsuléisngdas opposed t@ctingOor the
intention do to somethingAs Sokolowski (2000) suggested, the waitentiorOneeds to
be understood from a mehperspective as Othe conscious relationship we have to an
objectO (p.8)van Manen (1990) suggested intentionality Oindicates the inseparable
connectedness of the human being to the worldO (p.Mei)stakas (1994) suggested
intentionality consists ofoema andnoesis. Thenoema is the phenomenon, or the
perceived meanings of the objedfoesis on the other hand, is the intentional experience, or
the underlying meanings to the phenomenear everynoema, there is thugoesis: on the
noemetic side és the exploration and understanding of the phenomenon as it is perceived
On the noetic side is the continual perceiving of the phenomenon, Oan explication of the

intentional processes themselvesO (Husserl, 1977,.pJd@grstanding the textural
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(noenatic) and structural (noetig dimensions of a phenomenon is important to understand
the raw essence as perceived by human beings (Moustakas, 1994).

For Heidegger, intentionality is neither objective nor subjective, but rather “the
essential though not most original structure of the subject itself” (p.65), replaced by the
concept of care or a being-in-the-world (Heidegger, 1982). Building from Heidegger’s
thought, van Manen (1990) suggests the principle of intentionality is the “inseparable
connection between the researcher and the world, where the researcher becomes part of the
world, or even “becomes the world” (p. 5).

Essence

Essence, eidos is the heart of phenomenology and is closely linked to bracketing.
Husserl believed that to arrive at the true essence of the lived experience, it is necessary to
suspend judgment (Creswell, 2009), as discussed above. van Manen (1990) suggested that
phenomenological researchers are not interested in whether something actually happened
and how it happened. In phenomenology, the essence of the experience is the focal point
(Merleau-Ponty, 1962). Moustakas (1994) suggested the essences of any phenomenon are
never exhausted. As such, the researcher’s findings will reflect the essences of a particular
phenomenon at a certain time, indicating the dynamic process of what being is. For van
Manen (1990), the essence is found through the lived experience, the lived experience being
the “breathing of meaning” (p. 36).

Essences belong to our everyday world; they are intertwined in the “flesh of the

world”, in Merleau-Ponty’s (1968) words. This signifies understanding the deeper
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underlying meanings that emerge through the lived experience and the phenomenon as well
as through the relationship between researcher and indlvids such, phenomenology is a
challenging form of inquiry as the researcher must continuously reflect and question his/her
lived experience contemporaneoushs van Manen (1990) suggsst
[T]o do research is always to question the way we experibacseorld, to want to
know the world in which we live as human beingsd since tdtnow [italicized as
in text] the world is profoundly tée [italicized as in text] in the world in a certain
way, the act of researchiggiestioningtheorizing is the intetional act of attracting
ourselves to the world, to become more fully part of it, or bettédone
[italicized as in text] the worl¢p. 5).
A transcendental phenomenologtsbwever, will put is or her world in a symbolical
bracket and suspend aliggonceived ideasThe purpose athe process is to allow for new
findings (Moustakas, 1994)As such, the process of bracketingegsche, is a way of
looking at things as if theyOre new and being open and curious to what iBhigyrocess
requiresthe researcher to be honest and transparent with the subject as well as with him or
herself.
The bracketing process implies the researcher must objectively disconnebifrom
herown subjectivity, which can be argued is impossil#e Creswell (200psugges,
perhaps it is more a question of suspending our understandings refledtivelgichever
case, the researcher needs to be clear how to introduce personal understandings in the study

For phenomenological researcheo arrive at the essenoéthe phenomenon, it is thus
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important to question what we already know about things to avoid taking the meaning thereof
for granted. Sokolowski (2000) offers an interesting view, in which he suggests the need for
the “phenomenological attitude.” To Sokolowski, the phenomenological attitude means the
ability to rise above one’s natural attitude and “distinguish and describe both the subjective
and objective” (p. 50), implying both bracketing and the hermeneutic circle to be part of the
research process.

Bracketing (epoch¢

The difference in emphasis between the two major types of phenomenology becomes
clearer when discussing bracketing, or epochea central element to phenomenology.
Bracketing means the researcher must set aside personal experiences and focus on the
participants’ descriptions of the experience (Creswell, 2007, 2009) in order to avoid
imposing anything from without and let the experience of the phenomenon be explained in its
own meaning (Merriam, 2002). Transcendental phenomenology thus relies on the process of
epochebut as Moustakas (1994) carefully highlighted, this is not the same as eliminating
everything and denying the reality of anything. It is rather a process in which the givens are
questioned: “The biases of everyday knowledge, as a basis for truth and reality” (p.85).
Hermenetic Phenomenology

In the hermeneutic camp, Heidegger saw the researcher and his or her experiences as

inseparable and argued it is impossible for the researcher to disconnect from experience
(Savin-Baden & Major, 2013). As Budd (2005) suggested, “The object perceived (the

intentional object) [parentheses as in text] and the consciousness perceiving it, are not
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separableO (p. 48What Husserlhowever claimed was that phenomenology requires
reflecion of how we perceive and experience thiffgislay, 2009).In HeideggerOs view
however, the true approach to phenomenological method metiwsfalblow a path, as

Owhen we try to reflect on the originary dimensions of meaning of some phenomenon, we
would abandon the singlmindedness of reflection for reflection relying on some
preconceived method@( Manen, 2006). 720).

While bracketing, oepoche, is central to transcendental phenomenology, the
hermeneutic circle is central to hermeneutic phegrmology In the hermeneutic circle, the
researcher moves from exploring a component of experience to developing a holistic sense,
only to go back to another component in an iterative cycle (Saden & Major, 2013)

The circle as a metaphor depicte thynamic movement between the components and the
whole within the understandingis such, the nuance between the two appears as best
described in the epistemological quest of Husserl versus the ontological (although not
excluding the epistemological quiess) quest of Heidegger.

Phenomenological Reduction and Imaginative Variation

HusserlOs idea of phenomenological reduction is the bracketing in which Oobjects are
constituted as correlates of consciousnessO (Heidegger, 1975, Buitdihg from Huss,
Moustakas (1994) viesyphenomenological reduction as part of the systematic process
together with bracketing, whereas Merriam (208uggest phenomenological reduction as

another strategy in addition to bracketing. In phenomenological redieticoding to



76

Merriam (20@), the researcher continually returns to the essence of the experience to
understand the inner structures and meanings, Oin and of itselfO (p. 26).

van Manen (1990) suggsseduction involves first of all the Oawakening of a
profoundsense of wonder and amazement at the mysteriousness at the belief in the worldO
(p. 185), through which the researcherOs fascination with the questionEsisas Manen
(2007), the reduction process l®wever never objective as even objectivitysidl an
Oabstraction of how we see ourselves in the worldO (p.17).

Both aspects ayéowevey crucial to the process arriving at the very essence of the
lived experienceslf the data is objectified and structured, data could be missed from
perspectres due to context and due to the circumstance of the data collection, losing the
value of the experience as experienced by the individual (&aden & Major, 2013)If it
is too loosely interpreted;, ¢ould fall prey to the researck&overinterpreation or over
reliance on personal opinions and experiendéss dilemma between the phenomenological
open attitude as suggested by the hermeneutic phenomenologists and the systematic approach
as suggested by transcendental phenomenologists appearsrie of the major challenges
to phenomenology.

In the transcendental approach, following the phenomenological reduction, the next
step is imaginative variation (Moustakas, 1994), also referred to as structural descAption
crucial aspect to imaginatiwariation is describing the essential structures of a phenomenon
such as how the participants experienced the phenomenon in terms of conditions, situations

or context (Creswell, 2009For the hermeneutical phenomenologistwever Qhe
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meaning of phermenological description as a method lies in interpretationO (Heidegger,
1962, p. 37) Interpretation isthus not a separate procedure but rather agang
reflection due to our Obeifig-theworldO (Finlay, 2009)
The imaginative variation and infgetation posits on the one hand the descriptive
analysis, on the other hand, the interpretativiee question is, how much can we in reality
be descriptive without being interpretative? At the same time, we need to be aware of how
preconceived ideas amatperience may get in the way for understanding how the individual
sees the lived experienc&hus, | agree with Finlay (2009) in perhaps the question is not
being eithefor, but being more or less, wss my intent in this study
Through the phenomeitogical approach, authentic leadership can be explored from a
more holistic way, with the core of the study being the lived experience of the leaders
involved in the studyvan Manen (2006) suggsshowever the goal ofdescribing such
things as a live@xperience is in reality naeve, as data is not given to us in the moment of the
experience but rather in a reflective stance where the interviewee consciously thinks about
the experience The rawnesser pure essence of the data is thus gone, just l&keltisive
moment of the now (van Manen, 1990).

However, Othe project of phenomenological reflection and explication is to effect a
more direct contact with the experience as livedO (p. 78), embedded in a nest of invisible
layers, or absences Ladkin (2010) suggestAs a consequence, the meaning of a
phenomenon can never be atimensional Sokolowski (2000) uses the metaphor of a cube

to describe the mulilimensionality of the phenomenon; if you look at the cube, you see
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different angles, or perspectives, yet never all of them at once, although we co-intend the
different sides are there, knowing it is a cube. From the different angles, you can hold the
cube, and you can see how the sides take on different aspects, illustrating there are more than
one view of the side. The sides and aspects are all distinctive although all related to the same
phenomenon, the cube. Sokolowski (2000) refers to the cube as a way to show how our
perceptions are mixes of absences and presences, or what I previously referred to as invisible
layers. For the phenomenological researcher, the understanding of the absences and the
presences in each individual’s perception of the phenomenon at study is thus crucial to arrive
at the essence.
Participant Recruitment

A common qualitative sampling strategy is to “study a small number of special cases
that are successfully saying something” (Patton, 2002, p. 7), as it is the quality of the insights
that are important and not the quantity. As such, the participant recruitment for this study
aimed at identifying “good” leaders, where “good leadership” was in alignment with factors
such as self-awareness, expressed beliefs and morals, listening, objectivity, openness,
trustworthiness, and honesty. The recruitment of leaders relied on recognized experts within
the field of leadership and HR. Five experts were involved in identifying leaders: two in
Denmark, one in Sweden, and two in the United States. The experts identified in total 10
leaders per country, all of whom participated in the first phase of data collection. The criteria

for selecting the leaders were based on the assumption that the experts have the adequate
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knowledge and expertise for evaluating what is effective and/or good leadership. Once I
identified the leaders, the experts’ role was terminated.

Ten leaders each in Denmark, Sweden and the United States were identified for a total
of 30 leaders. The leaders were 19 men and 11 women, all aged 40+; they all held upper
mid- to executive positions within their organizations. Organizations ranged from academia,
corporations and non-profit. Once the participants agreed to participate, they received a
letter with information about the study and the two phases involved in the process as well as
the estimated amount of time to commit. With the letter, they received a link to the
questionnaire, distributed using Qualtrics, together with the Informed Consent Form as
approved by IRB. Walumbwa et al.’s (2008) Authentic Leadership Questionnaire (ALQ)
was used. The ALQ consist of two elements, one based on followers’ responses and the
other a self-based assessment. For the purpose of this study, only the self-based side was
used. The reason is that this study’s purpose was to explore authentic leadership, as it is
perceived through the leader’s lived experience and not how it transferred to followers.

There are other instruments building from ALT such as Neider and Schriesheim’s
(2011) Authentic Leadership Inventory (ALI) or the Spanish PLQ (Psychological Capital
Questionnaire) which build from the four constructs of self-efficacy, hope, optimism and
resilience (Azanza, Dominguez, Moriano & Valero, 2014). The ALQ was selected due to its
reliability and validity. The ALQ is a validated, theory-based instrument that consists of 16
items that measure the four underlying constructs to ALT (Avolio et al., 2009). Furthermore,

based on Neider and Schriesheim’s thorough factor analysis of the ALQ compared to the
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ALlI, the validity of the ALQ was yet confirmedlhe ALQ hadurther been validated in
different cultures such as Kenya and Chinaiahds beeriound that the core components of
the basic factor structure magdeed generalize across cultural contexts (Walumbwa et al.,
2007).

The questionnaire served as basetlat to identify which individuals in the group to
interview. A second purposef the questionnaire wais use as an additional source of
information during the analysis procesghrough the information gathered in the
guestionnaires, | could connecithwvthe indepth findings from the interviews to further
understand possible cultural or contextual aspéldie sample size was identified based on
suggested sampling sizes for qualitative studies to provide expected reasonable coverage of
AL given the prpose and scope of the study and as agreedivettlissertationammittee

For maximum variation of sample, once the participants had responded to the
guestionnaire in the first phase of the study titveleaders with the highest score and the
two leaders with the lowest score were selected to participate in the second phase of the
study. The total group of leaders was: Eightmen andour women In regardo the ratio
men/women per country, Danish leaders were three men and one woman, Swedrsh lea
were also three men and one wonmamg U.S leaders were two men and two women
Leader€positions ranged from uppen mid-management (equivalent to Directevel) to
executive management (equivalent to CEO and presideatjicipant€age rangevas 40+

and spanned a variety of organizations (Table 6).
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Participant overview per country
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Country Pseudonyms Gender Organization Category
Denmark Merethe Female Business
Kenn Male Business
Ole Male Healthcare
Per Male Business
Sweden Johanna Female Business
Anton Male Business
Mans Male Business
Jakob Male Non-profit
U.S. John Male Academia
Teresa Female Academia
Matthew Male Business
Sharon Business/Non profit

Results of the ALQ were thus mainly used to identify leaders for the in-depth

interview. However, the results of the questionnaires also served as a secondary source of

data in terms of understanding differences and similarities between the three groups from a

cultural perspective. Results showed that the five leaders that ranked as the most authentic,

based on their self-assessments, were spread throughout the countries. No one country thus

demonstrated more authenticity than another. In terms of highest ranked construct within

ALT, the United States and Swedish groups both ranked Internalized Moral Perspective,

while the lowest was Balanced Processing. For the Swedish group, Balanced Processing and

Relational Transparency ranked the same.

For the Danish group, the highest construct was Self-Awareness and the lowest

Balanced Processing. A caution is however in place here: the word “lowest” only serves to
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indicate the position within a group of authentic leaders and does not mean that authenticity
was low per se Resultsbetween 1&0 indicate aigh level of authenticity as suggested by
ALT. As illustrated in the table, the differences in score between the three countries were

marginal, 0.63etween the highest and the lowest s¢seeTable 7).

Table 7

Overview over ALQ Average Rankings per Country

Construct Denmark Sweden Uu.S
Self-Awareness 18.00 16.25 16.25
Internalized 'Moral 15.75 1725 17.50
Perspective
Balanced 15.00 16.00 14.50
Processing
Relational 16.50 16.00 15.00
Transparency
Total Average 16.44 16.38 15.81
% * 82.19% 81.88% 79.06%

*=100% ALQ would indicate resphad answered 5 (strongly agree) to all questions in the questionnaire

Data Gathering M ethods

To collect data for this study, depth, sestructured interviews were conducted with
the leaders who either ranked asést or highest within their groupMost interviews were
conducted ossite in their respective country although a few of them had to be conducted via
Skype due to practical logistics and unforeseen conflicting schedules.

The interviews were oren-one,semistructured interviews in which the participants

were asked broad and general questions as suggested by MoustakasTh@Ptirpose of
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the face-to-face interview was to probe deeply how the leaders view their leadership and
understand what the meaning of the underlying constructs such as self-awareness means to
them. All interviews were conducted in their own language. As such, Danish leaders shared
their stories in Danish, Swedish leaders shared their stories in Swedish, and leaders in the
United States shared their stories in English. Knowledge of the language per se might
however not be sufficient to grasp the local nuances of meaning as conveyed through
everyday personal language and understand the “words” beyond the spoken as it is
communicated through the facial expressions, body language, use of tone of voce or melody.
As Merriam (2002) suggest, although in relation to ethnography, in order to understand a
culture, the researcher must spend time with the group. In this case, as a researcher, I was
able to arrive at deeper meaning behind the world as an active member of the cultural fabric
in each country: a native Swede growing up in Denmark, moving back to Sweden, later
moving to the United States and from there move back to Sweden and later Denmark, only to
move back to the United States.

The interviews were transcribed verbatim and then sent to the leaders for member
checks which were followed up by email. The average interview time was 1 and a quarter
hours, and the total interview time was 15 and three-quarter hours of conversations.

van Manen (1990) suggests the interview serves different purposes in hermeneutic
phenomenological research; it can be used to explore and gather narratives to develop a
“richer and deeper understanding of a human phenomenon™ (p. 66) or it can be used to

understand how an individual create meaning of a lived experience. For the purpose of this



study, the purposef the interview was bothp understand the phenomenon of leadership
better through the participtsdstories as well as to understand how leaders created meaning
of authentic leadership as they lived it, through their experience of leading. It is fundamental
to stay close to the lived experience as it is immediately lived, which may be challenging in
the reflective nature of the interview.
As the approach selected for this study is the transcendental type of phenomenology,
an important aspect to the interviews is bracketiigwever, as a researcher, | also confer
with the hermeneutic viewAs Cresvell (2009)implies, the choice between the twpirs
essencean ethical issue to which there is no right answer, where the researcher must decide
how personal understandings will be introduced in the st&dy this study, | have kept a
journal duringthe research process to reflect on my own understandings and lived experience
of authentic leadership anattempt to reflect on and set aside any preconceived notions
The journal has thus served as a tool for questioning and reflection, in whiclappled
pre-post and post reflection to understand my own interpretations of the phenomena
The questionnaire responses, audiotapes and transeeigstored in files on my
personal computer, which | keep in my home offi¢ée files were backed wgs to prevent
any potential lost files and | developed a master list of the various types of materials, such as
transcribed interviews and tables of statements and themes.
The audio files were also stored in my home office and were furthermore coded in

order to protect participants® anonymidnce the audiotapes had been transcribed verbatim
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and verified with participants, the audiotapes were deleted on my computer as well as on the
1Phone voice recorder.
Data Analysis Procedures
As previously mentioned, I have applied the systematic method as suggested by
Moustakas (1994) using the Stevick-Colaizzi-Keen model. In Moustakas’ (1994) Stevick-
Colaizzi-Keen model, there is also a step that includes the co-researchers. In the
phenomenological tradition, the subject is often referred to as co-researcher. The steps in
the model are:
1. Using a phenomenological approach, I provided a full description of my own experience
of the phenomenon.
2. Using the verbatim transcripts, I:
a. Considered each statement with respect to significance for description of the
experience.
b. Recorded all relevant statements.
c. Listed each non-repetitive, non-overlapping statement. These are the invariant
horizons or meaning units of the experience.
d. Related and clustered the invariant meaning units into themes.
e. Synthesized the invariant meaning units and themes into a description of the
textures of the experience, including citations, using the qualitative research

software ATLAS.t1.
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f.  Reflected on my own textural description. Constructed a description of the
structures of my experience through imaginative variation.

g.  Constructed a textural-structural description of the meanings and essences of my
experience.

3. From the verbatim transcripts of the experience of each of the other co-researchers,
completed the above steps.

4. From the individual textural-structural descriptions of all experiences, integrated all
individual descriptions into a universal description of the experience representing the
group as a whole.

Although only parts of step 2 are practically feasible in terms of participants’
involvement, my intention has been to use the steps according to the modified Stevick-
Colaizzi-Keen Model as much as possible. However, the participants in this study were not
co-researchers in the full sense of its meaning, but rather were involved through member
checks throughout the process. To illustrate the procedure of how I worked with the raw
data, I have included tables that illustrate the process of significant statements and the themes
that emerged.

Researcher Role and Subjectivity

In my understanding of the world, reality is socially constructed. What is real is
determined by our perceptions and how we create meaning. Creating meaning, or making
sense, is, in turn, formed by our backgrounds and social and cultural heritage as well the

contextual setting in which we find ourselves. Thus, as it is the individual who creates his or
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her own reality, there cannot be a right or wrong readiégondlythis further signifies

reality is not limited to jusbne Reality is what the individual perceives it to be and what
meanings he or she creates of thdbwever, individuals do not operate alone in a vacuum,
unaffected by othersThe social construction of reality also takes place through the
interactionwith others.

How did authenticity enter my life€onsistent with the stories of the leaders
involved in this study, understanding leadership from a personal perspective evolves from
your journey in life In my own experience, as a fitéine leader irmy late twenties, the
tumultuous and confusing years of losing my own sense of self led time need to find me,
in the midst of the corporate rat race, political games and painful experiences of broken trust.
In embarking on this journey, little did hkw how long it would take and the existential
magnitude of selfeflection, and discovery. Essentially, it was g of authenticity that
propelled me into a change of path, although | was not aware of the importance of
authenticity to me for a longntie.

In essence, | believe many of us are run by fear. Society has many hidden norms that
so many of us comply to and accept without hesitation: fear of not standing out, fear of losing
face, or fear of not being seen. Focus is put on being the bestumgue, perform, Ofake it
till you make itO. We measure others and ourselves by the accolades, awards, recognition we
receive. And we forget to applaud the individuals for who they are, for the sheer being,

unless they themselves call attention to iy. vbpe is that with the increasing focus on
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authenticity, in a realistic perspective, we can start shifting the focus from performance to
living authentically without fear.

A crucial part to the phenomenological approach is to understand the underlying
assimptionsof the lived experience and how the researcherOs assumptions may interfere with
the understanding of the other individualOs assumptisexperience has taught me,
peopleOs perceptions differ, and as such, it is important to the processtiwabefchow
easy it is to assume that my own, firrélignbedded values aieliefs are shared by others.

However, my own experience from leader positions within organizational contexts
can be an asset as well as a limitatiéis an asset, | believeynprevious experience in
regardto my understanding the complexities of the organizational context and the impact
thereof, as well as of the cultural contexts in which | will conduct my stadgh the study.

It wasimportant to me to be aware of precowneei ideas that stemedfrom my own

experience and mayave otherwis@indeed mefrom heamg theindividualOgerceptions

On the other hand, while being sort of an insider to the extent that | understand the challenges
a leadership role involves in ardextual setting, my previous experience may also make me
hear or see certain aspects from a perspective based on the specific context in which |
operated

As a researcher, | wadto gain access to the individuals who are perceived as
authentic leader® understand what meaning they create, what authentic leadership is really

like for them My particular interest in this study is to capture the essence of how leaders
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create meaning of the underlying constructs to ALT in three different cultural contexts, as
they perceive it and understand it through their words.

As previously discussed, depending on where on the continuum the
phenomenological researcher positions himself or herself, the researcher must either engage
in the bracketing process and allow for “a fresh start” or be fully immersed and part of the
world of the participant. As Moustakas (1994) suggests, it is “an ability to gaze with
concentrated and unwavering attention”, “a presuppositionless state” through which the
researcher can see with fresh eyes and be open to receive whatever emerge in consciousness
(p. 89).

Phenomenology assumes that knowledge stems from experience (Savin-Baden &
Major, 2013). Our experience is part of us as human beings, whether immersed in
consciousness yet or not. As such, it would appear disconnecting from a part of oneself is
infinitely difficult, if not impossible. Moustakas (1994) does, in fact, say, “it is rarely
perfectly achieved” (p. 90). Given this statement, I have thus positioned myself somewhere
in the middle as a phenomenological researcher. I will lean on the transcendental
methodology as suggested by Moustakas (1994), while still maintaining a certain
hermeneutic touch due to my belief that although engaged in a bracketing process, my
experience will still influence me in my role as a researcher, as Moustakas (1994) confirms.

Finlay (2009) critiques such a position as being “both naive and confused” (p. 8).
Being naive and confused would, however, imply limited knowledge of phenomenology.

This would, in turn, suggest a good knowledge of phenomenology would allow the
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researcher to phenomenologically explore phenomenology, questioning the seemingly
eitheror question between bracketing and hermeneu@eeswell (2009) hs indeed
suggested perhaps there is a need for a new way to look at this dileAithaugh Creswell
suggest this could be by Osuspending our judgments in a reflective move that cultivates
curiosityO (p. 62), it could be suggested the suspension is but a nuanc&eifrigaor
epoche Perhaps it is rather time to explore whether a combination can be apgiied, in
essencgs what | am trying to achieve here.

Thus, | have engaged in a bracketing process to ensure my experience did not take
away from the expenee of the participants in the study, to be able to see with fresh eyes,
and reflected on my understandings and preconceived ideas as well as my own lived
experience through the research journal. The journal has also served as an important part of
the regarch, as | have been able to go back and forth between journal, data and analysis, and
the different components in each, allowing for interpretation to emerge and deeper layers to
be discovered, thus creating, in a sense, my own hermeneutic circle.

Trustworthiness

To ensure the findings are meaningful and can be trusted, | have relied on the
standards Creswell (2007) gge assess the quality of the studyhese standards consist of
five questions The first considers how the author has conveyed tberstanding of the
philosophical tenets of phenomenologhhe second question asks whether the phenomenon
of the study is comprehensible and the author has explained this.clBaelyhird question

asks what procedures the author has used to analyzardhthe fourth considers if the
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author gets across the overall essence of the participants’ experience and includes a textural
and structural description of the experience. The last and final question considers the
author’s reflexivity throughout the study.

Limitations

A major limitation to this study is that it is based on an assumption that the leaders
have been open and honest, as their perceptions, feelings and thoughts are the main source of
information for this study. The small number of participants also limits the generalizability
of the study, while still well within the sampling range for phenomenological studies
(Creswell, 2007). Furthermore, as recognized experts selected participants, it is a
purposefully drawn sample of leaders. The study can thus not be representative as such for
each nationality, but rather contributes to the growing body of literature addressing ALT and
cross-cultural aspects.

An additional limitation was the limited time at disposal to conduct the interviews in
Denmark and Sweden. However, thorough, advance planning helped schedule interviews,
although unforeseen cancellations did alter the planning somewhat and a few interviews had
to be using Skype. In comparing to the face-to-face interviews, this change did not impact
neither the time spent with each participant nor the quality of the interview.

The major delimitation to the study is that I have collected data from parts of
Scandinavia as opposed to all Scandinavian countries or Europe, for that matter. The reason
for choosing Denmark and Sweden is as it was feasible to conduct research in terms of

identifying leaders, travel and accommodation. This does not exclude that I would like to
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take this study further in a next step and conduct the same study igdioeirest of
Scandinavia as well as European countries.

It could further be questioned why the selected leaders are not within the same
organization but rather span a range of different organizatioims rationale to this is that
the focus of the studg on the lived experience of the leaders in the study, where authentic
leadership is the phenomenohhe organizational context is thus not the focus, which
however does not exclude considerations being made assuming the organizational context
influences leadership.
Chapter Summary

In this chapter | have described the methodology used for this study, phenomenology
In describing the two traditional phenomenological approaches, | have sought to give the idea
of a continuum between the two, rathemtlaa eithefor approach The reason to this is
while my belief in terms of subjectivity and the role of the researcher leans more toward the
hermeneutic camp, | similarly believe in the systematic approach to a sthdptevick-
ColaizziKeenOmodel br phenomenological researah suggested by Moustakas (1994),
thus provide the researchodelfor the transcendental phenomenological analysis.
However, considering my position of subjectivity and objectivity as a whole, | have also
discussed the need teflect and interpret my own understandings and assumptions
throughout the researcliRecognizing potential prejudices and bias helped collecting data
with an open and fresh mind\s van Manen (1990) suggsss$tudying the lived experience,

the researchieneeds to needs to fully immerge in the Oquestion of the meaningO of the
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phenomenon (p. 53), in which nothing about the meaning of authentic leadership should be
assumed or taken for granted, but where the meaning of authentic leadership should be found
in the experience of authentic leadership.

In conclusion, as the world continues to become more interconnected, global skills
will be necessary for leaders in the'2kntury ALT based on underlying constructs such as
selfawareness, relational transpacy, balanced processing, and moral beliefs would seem
to foster global competencies as weflowever, like the majority of leadership studies have
been generated in the United Staseshas ALT It is, thereforeimportant to explore deeper
to undersind what meaning leaders in different cultural contexts create of the underlying
constructs to the theory.

Denmark, Sweden and the United Staées often grouped together in various cfoss
cultural studies and assumed to be quite simiwever, as aative Swede, having lived
and worked in Denmark, now living and working in theitdd Stated, can testify to the
similarities as well as the many differenceast just between Scandinavian Denmark and
Sweden towards therited Statedut also between Demark and SwedenUnderstanding
the differences in interpretation of the lived experiences in different cultural contexts can
thus contribute to the practical application of the studigimately, | hope ALT indeed is a
leadership theory for the futurdtreugh | agree with Alvesson and Spicer (2011) and the
need to address leadership studies with a critical mind and thus explore the underlying

assumptions to ALT as they manifest in different cultures.
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CHAPTER 4

Introduction

The purpose of this studyas to explore authentic leaders in Denmark, Sweden and
the United Statesnd how their lived experiences areare noin alignmentwith ALT. The
research questions guiding the study arddy do leaders in Denmark, Sweden and the
United Statesalk alput and understand the underlying constructs of ALT, as suggested by
Avolio et al. (2004)? and 2Jow do these leaders enact authentic leadership?

This study found that in answer to the first questsbtgy participantseem tdhave a
shared understandirgg thefour constructsn ALT, namelyselfawareness, internalized
moral perspective, balanced processaryl relational transparencyhe answer to this
research questiomas generated by the transcendentaliamébo analysis conducted on the
interview datalnterestingly,in answer tajuestion number two, and despite having a shared
understanding of the constructs of ALT, the leaders in this study seemed to enact authentic
leadership differently The participants in the United States talked abaagheuthentic
from an individual perspective, while the Danish and Swedish participants talked about being
authentic from a communal perspective. Thias,dambodiment of authentic leadership
appeared in different forms depending on the country of therleddhe answer to this
guestion wagenerated by the hermeneutic analysis conducted on the interview data, which
will be presented in this chapteBasically, this study found that culture does matter in living

and enacting being an authentic leader.
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In addition to answering the two research questions, there were three key findings
from this study that contribute to the growing body of leadership, ALT, and cross-cultural
literature:

1. Culture seems to matter in how authentic leadership is enactedbut culture may not
matter in how authentic leadership is describedLeaders used the same words and
expressions when describing authentic leadership, but used different words and
expressions when talking about how they enacted authentic leadership. .

2. Leader’s authenticity was indistinguishable between personal and professional persona.
Being authentic was not bounded by work role.

3. The ALT model may need to add an additional construct (orientation towards others) to
fully capture authentic leadership in a more comprehensive way.

The chapter is organized as follows: the first section presents findings from a hermeneutic
iterative approach, and the second section illuminates the transcendental phenomenological
approach. As such, both reflective-interpretation as suggested by van Manen (1990) and a
systematic approach based on the modified Stevick-Colaizzi-Keen model as suggested by
Moustakas (1994) have allowed for findings to emerge. Although the transcendental analysis
was conducted prior to the hermeneutic analysis, this order will allow for the reader to get a
sense of the whole person through the portraits that emerged from the hermeneutic analysis.

The two approaches will be followed by eideticreduction, which is the pure essence
of authentic leadership as experienced by the leaders who participated in this study. The

chapter concludes with a summary.
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The Hermeneutic Cycle

After undergoinghe systematic approach as suggested by Moustakas (1994),
interpretation of data was also derived throdghtiermeneutic circleMoving back and
forth between the parts and the whole of the interview thus allowed for nasve interpretation
about the meaning of the lived experiences and helped formulate understandings of the
leadef8 beingin-theworld, in theirworlds, in addition to the structuraihd textural
descriptions as identified through the transcendental phenomenological apprbach
analysis allowshe readeto see the fullness of each participant and to understand (as much
as possible) how it i elthe interviewee

The audio files were particularly helpful in ttrety allowed me to be back in the
moment of the interview, recollecting the sounds, the expressions, the gestures, the melody
of thevoice, and the pauses, immersmgself in the data as it unfolded through the voice of
the leader Followingare twelve descriptions of the conversations that captured key
understandings of the leadess such, the next sections present twelve paoriraits of
leaders, grouped by theespective country

The purpose of these miportraits is to give readers a sense of the fullness of each
leaderOs life and worlAfter deep analysis and reflection, | selected the points of
conversation that most powerfully exposed how the partitipabodied authentic
leadership These snippets are presented below, and some are longer thanlahgoest

to the reader to take time after each portrait to reflect anshibthe text This may help
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develop a connection to the participant and create a fuller understanding of the participant’s
lived experience. To protect the participant’s anonymity, all names are pseudonymes.
Danish Leaders: Ole, Kenn, Merethe and Per

In this section, we meet Ole, Kenn, Merethe and Per, four Danish leaders who have

each been recognized as authentic in their leadership.

Table 8

Overview of participants in Denmark

Country Pseudonyms Gender Organization Category
Denmark Ole Male Healthcare
Kenn Male Business
Merethe Female Business
Per Male Business
Ole

Tension is present for Ole. Ole lives in Denmark with his family, “my beautiful
family,” and has a new position in an organization which recently has been reorganized into a
centralized organization. Ole speaks with disappointment with his organization, with
himself. He thoughtfully answers my questions and often makes long pauses, asking me to
clarify what [ mean exactly. Ole talks about his new organization: “What I don’t like is the
culture in the centralized organization, everything is to be counted, and weighed and
measured...and if it can’t be measured, it doesn’t count. There is not much focus on the

values that are important to me.” Ole’s voice is full of disappointment. “There should be
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more trust and see and understand human values, and use them, I mean in a good way, use
people’s potential...there’s a lot of focus on performance.”

When I ask Ole to describe what his values are, he says, “I think, as a starting point, I
am trusting and I believe in people, that they know what they do,” saying further that “my
starting point is not the controlling, my starting point is the coordinating.” He further talks
about his disappointment with himself: “I should put my principles before my boss...it’s
kind of an existential thought whether I should stand up and argue the things that I don’t
stand for, as a leader.” He speaks with pauses, very thoughtfully and conveys the words
with a sense of earnestness, of truth, his truth. I ask him if he is disappointed in others as
well. He reflects before he answers and eventually says, “I don’t think I can expect of others
to have the same values as | have...I turn it inward, I’m the only one who can do anything
about it and take the consequences.”

Ole’s view of his leadership touches upon the existentialist perspective of asking
“Who am I as a leader?” in a context in which Ole is clearly at tension with unaligned values.
His leadership is a more inner-oriented experience of self, having ready access to his true
self. This suggests Ole’s leadership from an ALT perspective is closely aligned with the
construct of self-awareness.

Kenn

On another day, I meet with Kenn, a Danish business owner, in the airy offices
outside of Copenhagen in the midst of the countryside. Authenticity is a salient feature in the

conversation with Kenn, whose passion for his company shines through his eyes as he leads
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me into the spacious conference rodie answers my questions with a lot of thought and
often pauses to think before he answers, giving my questions good théegim describes
two good leaders that have inspired him and when | ask how he felt, he answers that he felt
Ocomfortabl® OWhat does comfortable mean to you?O. |@§lomfortable means to feel
ok with who you are, stand by the decisions you male tii@t you are part of a team and
that your strengths are backed up and feel support from aroundhatOs feeling
comfortable, isnOt P

This learning is reflected in KennOs own approach to leaderkkipn talks mainly
about OweO and OusGintpertance of being a team and Oplaying up the various strengths in
the teamO is further enhanced through KennOs use of ansetsqeor about the famous
Danish socceplayer, Michael Laudrup, in which he describes the meaning of a Laudrup
pass: Bis teamplayers looked really strong because he made at pass which was pretty easy
to score on, so that thing with a OLaugragsO in that people score and then think theyOre
great although the preork has been done alreadyO he explains and laughs

To Kenn, i describing his leadership and his company, he s#ylsat3/ou see is
what you ged, expandingWe are honest, authentic and | believe there is a great conviction
in our dignity as leadei® He paints the picture of a team outing in which the teamt spen
few days in Africa doing river rafting along the Nile and sleeping under the &véile
some people probably prefer to stay in a-t@r hotel with new sheets every morning, weQOre
perfectly ok with camping, being muddy and not take a bath fordays, togetherEthatOs

how authentic we ar®
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Through KennOs stories, his authentic leadership seemingly develops in an external
context and from a communal perspective where team trumps the individual and the team is
the force, not the individual playen the team An evident feature of Kenn is being himself,
which suggesta key element of his leadership is aligned with the construct ehwelfeness
in ALT.

Merethe

Like Kenn, Merethe is very focused on her tedvterethe works in a Danish
company vith markets albver the world Merethe explains how the company has an
international culture, Oand that means that when we communicate, we speak@nglish
Merethe further describes the organizational culture as very conssedisg, open and
internatonal, but also family friendly and socid@llhere are many social things | was part of,
in particular in the beginning, we went running and on picnics togétiséxe recalls, and
notes that when you get a family, priorities changee family-friendly cuture allows for
flexibility and room for advancement, whether sideways or upwarts is an organization
with low turnover As Merethe saysPople tend to sta@

Merethe comes across as very balanpkghsant, and genuin&he speaks in a low,
quick voice In her experience, leadership development is not high on the agenda in her
organization; you rather need to seek it yours&l such, she has been through, as she says
Osomeituational leadership trainidy She shares that to start, in pesition, she was
Olooking mainly iwardO. OLooking iwardO to Merethe is about objectively looking inside

into the groupOl think that is very natural when you have a group that sits in different places
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around the world.” That was the first year, establishing the group; the following two years
were about finding their place in the organization as a group. To Merethe, it was about
“finding herself” during these times, indicating that she was reflecting on who she was as a
leader. In terms of her personal development, Merethe notes she has “developed my own
opinion, my own style” with time. “I am often told that I am very empathetic, I listen, and I
think that is important. It could be that female value and the female intuition [enhances
that],” she reflects.

When she talks about leaders who have inspired her, she mentions their openness and
seeing the individual (human perspective) as the most influencing. Care about her followers
is evident, and she shares how she prepares a lot for the annual employee development
conversations:

It’s very important, and | follow up after 6 months. So we set some goals and we

have the annual talk, and then we usually get together after the summer vacation, just

to kind of, look each other in the eyes and where are we in regard to the individual

goals and then at that occasion it comes very naturally to reflect over their well-being.
In Danish, the expression “look each other in the eyes” (at se hinanden i ojnene) is a way to
say, “let’s be honest.” Merethe also follows up on new hires, “kind of after 3 months, [I ask
for] some feedback in regard to how they experience the job...you know, when you’ve been
in an organization many years you get a bit of a blurred vision....”

To Merethe, it is important to be who you are. “So there’s not some kind of

layer...because then you have built that mutual trust so if you need anything, like if
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something has become a little infected, then you can talk to the person without feeling that
you lose face” and, further “people will also see through you if you’re not being true to who
you are.”; “Trust,” she says,” has to be mutual...I think that is the foundation to many
things.”

Being who you are also involves showing the real you, but she also mentions the
tension that comes with that:

I can easily get carried away and sometimes you have to remind yourself that you are

a leader...of course you need to be accessible and be able to talk with, but at the end

of the day, you also need to be able to take that tough conversation. It’s a balance.
Merethe lends the idea of being oriented towards an inner perspective of self in terms of her
leadership, which quietly emerges through what almost become side phrases or quick
remarks. In line with her personality, which seemingly is to enhance the team and not take
individual credit, she quietly reflects on who she is as a leader and how she can learn more.
Through her reflection, the construct in ALT that is most closely aligned with her leadership
is relational transparency.

Per

Per is a dynamic and outgoing leader, working in a global company. Self-awareness
1s a dominant facet of our conversation. He speaks with a clear voice, often pauses to reflect,
and speaks with intensity and at times, passion. Leadership to Per is a huge interest and
stems from an interest in people: “I’ve always been interested in a form of leadership that is

engaging, you know, happy people must be fun to work with and luckily it shows that it’s
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also the most productiv@ He calls his view of leadership as merhance management
based Oro me a good leader is someone who can create meaning as to why we do what we
do, and who creates commitment and resAiitd it should be fun along the waut there
also has to be some resultRer describes how he has deped in his leadership from
using what he calls Overy basic t@blsle say€)| was a managea@d becama leader Owho
sets mission and visionsEmuch more strategically thinkihgHe say€)! believe in myself
now, and the system confirms my leaderskypeshow, before | had to look outside my locus
of control for confirmation, | donOt need that anyn@i@ describing how he has found this
confidence in himself, he mentions tangible results of the past few years in terms of customer
satisfaction andusiness: nd did | mention employee satisfaction is in the top ten in the
entire company?0 kskswith a grin OThat builds confidenc&ogether with me having
been who | am throughout this journey, what you see when you see Per is what ffwat get,
builds confidenced

He also describes that sometimes he needs to be less authentic and that he has been
advised to dampen his authentici@hey said it demands of people that they interpret what
| say, and you canOt expect that of people in the niidtiie process to look up and interpret
[changerelated issued As he describes it, @EhatOs what | get back to, these are good,
intelligent people we have hired, of course they can handle it, if | falfpwith themO He
continues to describe howve lallows himself to believe that he can be exactly the way he is,
even if outside expertise disagrees and even if the organizational culture is not aligned with

such opennessBeing true to who he is,,isowever important to Per OIf | can use the
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advice and the culture so that it doesnOt limit me, and | can be the authentic leader | am, that
must be what | should follo® He says, Ol feel that | can re&ixsght, | can go to bed and
think thatOs what you get when you work with®én speakingf how he has developed
his leadership, he mentions the human perspectivepkiaigfor people to make mistakes
Per has clearly reflected on his leadership

As he recalls, speaking in present tenég,ade point [in my career], | seek some
externalcoachingd which together with a leader assessment Oreached me and grabbed a few
things [about me] that really inspired feHe is clear on who he is as a person and as a
leader: Ol think 1Ove found that place in my career where things maké semsent
learningexperience foPer has been his own development in leading upwéandsescribing
how he has developed in his leadership upwards, in relations to his leaders, he says he
recently had a real moment of saiarenessQ looked at myself fronthe outside in one of
those meetings where | could see how | kind of went into aattitade, and | simply didnOt
like thatO Further, he say$,Have also experienced other moments when I0Ove found myself
on a learning streak and become aware abouethong, so learning and the dynamic around
myself, of being flexible, thatOs been very developmeéntal

To Per, the tipping point came through an executive development c@efee, Ol
said things and did things [in my leadership] but then | staoi@drig at myselfand to work
and study yourself, and be allowed to be reflective around leadership, that wad T lyét
course boosted PerOs confidence and empoweredHrshh@if year | was probably pretty

quiet and | listened and listenduit then | started being called upon and wrote a few reports
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and had a few opinions, and this in a group where most of them were 10-15 years older than
I, and then pull it home with strategy, that was pretty cool...”

Per is clearly balancing an ongoing process of construction of self, which emerges
through his stories, and inner reflection. With the ability and motivation to recall and process
self-hypothesis, self to Per is known and readily accessible. From the perspective of ALT, a
key element to Per strongly aligns with the construct of self-awareness.

In summary, a clear aspect to leaders in Denmark was the communal perspective of
leadership, a strong orientation towards the team. In addition to this perspective, their
authentic leadership was about being true to themselves. This was worded in different ways;
one leaders’ tension with conflicting personal values and organizational values indicates a
tension due to the inability of being true to who he was. Another leader’s focus on self-
awareness and being honest, similarly showed a will to be true to himself. The salient feature
of being true to oneself shows internal coherence and consistency among the Danish leaders.
Swedish Leaders: Anton, Johanna, MGEns and Jakob

In this section we meet Anton, Johanna, Mans and Jakob.

Table 9

Overview of participants in Sweden

Country Pseudonyms Gender Organization Category
Sweden Anton Male Business
Johanna Female Business
MEns Male Business

Jakob Male Non-profit
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Anton
Honesty is the red thread inyrmterview with Anton When | ask Anton how he has
developed in his leadership, he pauses for a second and re&lledts Ot knowEhave |
developed?0 and laughs a little
| think IOve become betteritfleadership]. @ the other handOm also more
auhoritative but my basic philosophy is that people around me feel good and have
funEthey get a lot of freedom| have a lot of trust in people and expect them to do
what is expected of them
This is something that is important to Anton, as he latesriees how Is father was equally
concerned about people in his company but where his father got very disappointed in people,
Anton talked about having a more rational approach:
IOm morE | realize people are only humarBeople will fail, people, or nato what
theyOre supposed to, and thereOs no use in gettind3izdtet to tell [people] what
IOm unhappy with, but do it in a constructive and sort of civil way
Anton uses the Swedish wardrionell (rational) and in translating his words, a firspinse
is to use the wordccepting However, AntonOs choice of word conveys an important nuance
as to him being accepting of people is moiralogic approach | get a sense of reluctance
in being overoptimistic andget a sense thainton has been dappointedn people himself
While more accepting of people, Anton does share his disappointment with

organizational politics in his organization, in particular the lack of openness:
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I mean, I’'m not really that impressed with leaders...sure, they have the knowledge

and the background [for the job] but I can’t really say I find them that sharp. I think

it’s because a lack of flexibility and understanding for how things can look

different...but above all, I don’t think there’s any openness, people don’t dare to say

things.
Anton’s leadership becomes operationalized in a context where he appears to feel up against
politics and is disappointed by the lack of “real honesty”, as he calls it. To Anton, his
authentic leadership is perhaps not so much the essentialist perspective of self, but rather
develops in an external context, through a symbolic-self process, through the language he
uses, his gestures, facial expressions and so forth. His concern for others suggests a key
element to his leadership from an ALT- perspective could be balanced processing.

Johanna

Like Anton, Johanna works in a global company where she has been for many years
and recently started in a new position. Johanna is pensive, and often says, “Let me think
about that”, pausing after I ask my questions. Johanna explains how the organizational
culture encourages leaders to delegate, build trust and commitment and “focus on the human
being.” When talking about her leadership, she is very reflective and pauses often to think.
“I think I’ve become more personal,” she says. “In the beginning, you’re pretty directed by
the things you have to do...in the beginning I was probably more concerned with those
things than with who I was as a leader.” She laughs slightly when she reflects on how she has

developed over the years.
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To Johanna, it is hard to recall leaders she feels have been great leaders, but she
recalls a leader she had twenty years ago and this leader’s ability to be more human and
personal: “She made you feel confirmed as a person, not just as a worker.” In her own
leadership, Johanna has aspired to be interested in the individuals as human beings as well,
“but I think it’s a little about how you are as a person, if you’re curious and have an interest
in people, it’s probably easier.” She shares an experience of a bad leader, and how she felt
that “you start doubting whether you can do your job, you lose your confidence and start
doubting your competencies.” From this experience, Johanna says she knows what kind of
leader she wants to be, but she also realizes the tension between being the leader you really
want to be and delivering results. “Right now when my team is not where I want them to be,
I feel myself moving towards being the kind of leader I don’t want to be... I think of that all
the time, I have stop myself. But I also need to deliver [results].”

Johanna is quietly oriented towards inner experience of her authentic leadership
although in her stories, her leadership is developed in the external context. Prompted by a
need in the new workplace, she appears to have frequently renegotiated her sense of self as a
leader, made sense of it and then applied it in her leadership. Her inner reflections in relation
to others could suggest a propensity for relational transparency in terms of ALT.

Mans

Mans is a Swedish leader. He speaks in a calm and relaxed voice, sometimes
chuckling with self-irony as he recalls a certain situation; Mans is very much about being

himself and is humble in his approach, consciously not wanting to seem boastful. Mans, who
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months into hidirst job after graduating from college and has sicaeatinued a successful
career OMaybe | gave myself a leadership peafirough my education without thinking
about itO he reflects when describing his backgroidlso dared to go to the organization
and say, | want to change jobs, do you have anything excifingf® MEns describes as
career guicidedin this partizlar organization When | ask where he thinks he has that
courage from, what made him dare that, he says he thfdkseitause he is a confident
person Ol feel pretty good about myself and | felt confident 10d find something else if this
organization @inOt work out for m@

In terms of personal development, MEns feels he is pretty much who heOs always
been, but that he hopes he has become better at Odealing with peopleO[ary] Oread
situation®):

| also hope IOve learned from the feeklb&ve receed over the years. mean if you

invite people to have an opinion, you will always find those who have a lot of

opinions about your leadership and obviously you have to try and accept that.
MCns describes a situation where he was very disappointeéde gave him personal
feedback: the management meeting was about to end and as$iliEhsader of the group
wraps up, one person in the management team asks him to sit bagklteywmant to talk
with him.

The management team had discussed thetheg, even had some sort of pre

meeting, something how they wanted me to go in and be more authoritatasgnOt
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surprised to hear this from this person, who was doing most of the talking, and had he

come to me directly, I would have seen it as more natural but it was bloody hard

when it kind of got presented as this is what the entire management team thinks.
Miéns emphasizes the word “bloody” as he recalls the situation, clearly deeply disappointed
and hurt. It turned out to be mainly the doings of one person and after six months when
Mans spoke individually with his management team, no one recalled the incident. “So then it
felt like it was almost about making fun of me, and they really didn’t mean anything with it.
You just don’t do that to people.”

Mans feels he has become much clearer on what he accepts and what he doesn’t
accept. He describes how he likes to learn from when he sees someone doing something
really well while at the same time cautions against empty buzzwords,

Sometimes you can be fascinated by people initially because they say what sounds

like really wise things, but that after a while just turn out to be empty buzzwords, like

this is not really something this person believed in or is applying, but just describes
some sort of idealized leadership with a number of catchy phrases that sounds good
and trustworthy.
Being honest and being true to oneself is as important to Médns himself as it is that other
people are being who they are.

Méns appears to base his leadership on an existential view of self, asking “Who am I

as leader?” and being open and humble to input. A significant element to his leadership

viewed from the perspective of ALT is balanced processing, as he appears to be readily able
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to access his true self while aware of how to operationalize within particular situations and
contexts.

Jakob

Jakob speaks with a clear and steady voice, filled with determination and passion
about what he does. Being real is a significant element to the conversation. There is no
doubt in his voice. In his leadership, Jakob notes how self-awareness and communication are
fundamental, “And which you always practice, you’re never done learning” and “it’s
important to listen to what other people say and work with feedback and learn about who you
are.” Jakob describes how he is aware of strengths and weaknesses: “You learn more and
more about yourself, and then you can also use your strengths and weaknesses in a better
way.”

Values to Jakob are very important: “It always has been, and in particular when I
started to be able to have an influence, I always started with values.” He continues, “It’s
crucial to be able to gather around the right values as an organization and feel that these
represent us as individuals and as an organization.” At the same time, Jakob is focused on
delivery and on being involved with all stakeholders: “It can’t get too fluffy, we also must
deliver [results].” But he is very clear about how he could never work in an organization
where he did not share the same values: “I couldn’t, for example, work in a traditional type

of [the sector he is in], where people are just a commodity...our purpose here sees to the

bigger picture.”
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A pervading value to Jakob is “seeing and believing in people”, what he also refers to
as the human perspective. “Everybody has the ability [to do something] but people can have
different prerequisites, to me it is very important that you see and believe in people.” He is
proud of the current organization, where he has created a place for the human being: “If you
ask people who’s been there a few years, to them it’s like night and day.”

His ethos is about “bringing out the good in people”, and he recalls an expatriate
assignment, to which he refers as his “black period”, during which he was working with a
leader who lacked any component of empathy: “I suffered from day one, it was unbearable,
the environment was completely wrong for me, no humanity....” He says, “There was no
way to influence [the environment].” Through his description of the situation, I can sense
how he suffered during this period: “I mean, you’re not a good husband, you’re not a good
dad...nothing’s good [in such a situation].”

Jakob’s view of his leadership appears to stem from a power of recalling and
expressing stories of his life as a leader and key incidents that have formed his leadership
identity. Through his words, a strong sense of presence emerges, present in the moment,
outwardly focusing on the other rather than on himself. This could indicate balanced
processing as being a key element to Jakob’s leadership, from the perspective of ALT.

In summary, among the Swedish leaders, a salient feature was the importance of
honesty, which in some cases translated as being real or being oneself, and in others

transpired through the conversation; being pensive or reflective signaled a desire to be very
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honest with their answers to me. This would show a cohesive and internally consistent
relation to all “being” authentic in the Swedish culture.
United StatesL eaders:John, Teresa, Sharon and Matthew

In this section, we meet John, Teresa, Matthew and Sharon.

Table 10

Overview of participants in the United States

Country Pseudonyms Gender Organization Category
U.S. John Male Academia
Teresa Female Academia
Matthewv Male Business
Sharon Female Business/Non profit
John

John, a leader in the United States, speaks with a strong, straightforward and powerful
voice. To John, leadership is a combination of personality, skills and circumstance. “That’s
John’s little formula of leadership”, he laughs. “I was a terrible leader in the Army, for
example, that just wasn’t my thing, I wouldn’t have succeeded had I stayed in that”, he
explains as he describes a situation in which one of the commanding officers barked orders.
“I walked away with thinking how, when you position somebody in a leadership position
how bizarre people then can behave.” In reflecting upon the abusive use of power, he says
“The issue is, how do you apply power in the right time and place and do it in sort of a civil

way?”
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When John talks about his leadership and describes different situations, his strong
sense of principles shines through. As John explains, “A friend of mine gave me good
advice, that was to not talk about specific issues, to talk about principles,” which seemingly
is a red thread through John’s experience as a leader. Within John’s principles there is also
the importance of being direct and honest. In describing his work in the political realm, he
says in his direct manner, “You know, there’s gonna be disagreements on different issues,
but you know, you’ll have another day and it’ll work out, so being direct and honest with
people is helpful.”

Confidence and stability is my sense of John. I get a glimpse of how John has
developed when he remarks, “If you talk to my sisters they’ll tell you years ago I was shy”
back in high school, which conveys a picture to me of someone who was a different person
and has developed into the person I am talking with today.

Through John’s stories, John’s authentic leadership builds from the power in
recollecting the stories and experiences through life and the key incidents that have helped
shape his leadership identity. Principles are an evident feature to John, in his life and in his
leadership, which indicates a propensity for internalized moral perspective in terms of ALT.

Teresa

Teresa is brutally honest with herself and speaks with a clear and steady voice,
interspersed with laughter. To Teresa, faith and her relationship with God are a part of who
she is, and many of her leadership experiences came through church at an early age. She also

taught the piano at a very young age, teaching adults, “And if you can teach, you can lead.”
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She recalls how she found “joy in watching them get better every week and you know,
thinking back, that was probably a really important thing in helping me find my voice and
having this confidence that I don’t need to know everything. I just know that [ am good at
certain things and that I can be helpful to other people.” Teresa speaks with clarity, a sense
of “that was just how it was” and reflects on how she would get a lot of positive feedback
from people, so much so that “my dad, who is a very humble guy, worried I’d be prideful”,
she says and laughs a little.

In talking about education, she tells me how a special blessing in her church stated
how it was part of her calling to get educated, conveying a higher sense of purpose: “I think
it was really important in building me forward. And maybe even confirming to me that it
was OK to have a voice, to speak out and do that, which is somewhat unique in my culture.”

For Teresa, her journey has been more about identity than about voice, which has
been a struggle to her, due to her culture and background, a struggle with God. She talks
with intensity, thinking back, sharing her path to where she is today in her leadership. Teary-
eyed she describes how she finally said to herself, “He didn’t make me wrong, He made me
right,” coming to peace with her as a person and leader, and her influence through “speaking
and inspiring skills, and people believing me.” Her voice conveys a sense of great peace.

She describes a situation when she felt she let someone down: “I could see the
disappointment in his eyes, he saw me as being better than that.” She recalls the
disappointment in her friend’s eyes and how that changed her: “I actually changed the way I

feel, the way I behave....”
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In another situation, she describes a conflict in which a colleague behaved badly
towards her during a meeting. Through Teresa’s description, it is easy to imagine the tension
in the room and how everybody was in shock. Teresa describes how she reflected on the
situation driving back to the office and how she said to herself, “Maybe I need to just forgive
people better. I need to just move on.” She decided to forgive him. “That was
empowerment!” she finishes.

Teresa’s view of her leadership is as a calling. This gives Teresa a higher purpose
and through her stories, a deeply, inner-oriented self emerges. Through that calling, truth and
honesty are implied as fundamental aspects of her leadership, but also the notion of being
better as a leader and as a person. From the perspective of ALT, internalized moral
perspective is a key component to Teresa’s view of her leadership.

Matthew

Matthew talks about his leadership with a clear, steady, often thoughtful voice,
pausing to reflect. Throughout our conversation, evident values to Matthew are discipline
and hard work. Matthew describes how he would see his dad getting up early in the morning
and working until early evening, often coming home with dirty clothes and how he thought
his dad worked really hard. His dad further stressed that they had to work “very, very hard in
school,” and he shared the importance of education that was instilled in him from his parents.
“Hard work paid off, was the lesson I was learning.” He explains, “[I] could see people who

didn’t work hard and who seemed kind of complacent and they weren’t getting good grades
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or good opportunities, the good offers to do things.” Matthew feels he has a strong sense of
responsibility because of that:

All these good things that happened to me [earning scholarship to top colleges], with

that training comes responsibility. I can’t just sit here and collect my pay...I need to

be true to myself and be true to my training, be true to all these good things that

happened to me and put that together and do the right thing.
Values are pertinent all through our conversation. Gratefulness springs to my mind as I listen
to Matthew describe his success in his studies and in his career. Other deep-held values are
being honest, as well as being someone who, in his capacity, can help. In reflecting on an
advancement in his career, Matthew shares how deeply that affected him in terms of being
recognized: “So I was recognized as a leader and not the guy up there waving the flag, but
the guy there trying to help others do their work best. And that was a huge thing for me
personally.”

Deeply- entrenched values of discipline and hard work are evident in Matthew’s view
of his leadership, lending the idea of a strong component of internalized moral perspective.
Self has developed through interaction with others, in the external context, like a symbolic
self-process through the expression of language, facial expressions, behavior and other.
Matthews deeply held values suggest a key element to his leadership is aligned with the

construct of internalized moral perspective in ALT.
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Sharon

Like Matthew, Sharon is a leader who sees herself as a h&8paron talks to me in
a noisy cafZ just outside of where she used to wBhe conveys a sense of earnestness, of
just being in the moment of the interview and not knowing whekpect | ask her how she
thinks she has developed as a leader: Ol have always liked being a leader but not so much
from a power perspective as from, | donOt know how to say it, being able to facilitate getting
people together and making things work refieShe describes how she thinks that comes
from her dad and growing up: OHe was always helping peNplsn a big way, just if we
would be at the grocery store and somebody in front of us wouldnOt have enough money to
pay, he would just pay for.itJust tackled things as life came alddgSharon talks a lot
about her father and mentions how she and her siblings used to go to football games or
restaurants together and observe people, @andnow, make up stories about thém

Sharon also mentigrher faith and how that too impacted her perspective of leading
as helping: ®eing] a leader but serving, thatOs kind of how IOve always felt, not so much
talk down but I am working with all those people that | have a little more power to create the
right environment for them to work in.f working with a boss who did not lead like Sharon
did, she felt it was Overy stressfulO and how in relation to her foll@érad to buffer.i®
| get the sense Sharon felt very protective of her tdangharont is important to hear what
everyone has to say

Someone was asking me the other day if | was a consensus builder and | said, no, |

am more like an information gatherdrlike to know what everybody in the group is
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thinking and get their ideas, but it doesn’t necessarily have to be consensus, but I do

want to know.
Sharon reflects on how she’s changed throughout her leadership career:

Well, you certainly change...because it’s hard not to. You have a base, like I believe

most people are good and want to do the right things. And I’m probably, you know,

my husband would always worry that I’d let people take advantage of me because |

have. But even if [ knew they were doing that, I still wouldn’t want to change.

Maybe I would change a little bit, but I don’t think my core values have changed.
She recalls a situation in which she needed to get something done for her CEO that seemed
impossible, but through her ability to work through people, she solved it. She also recalls
how she noticed how a colleague was particularly good at suggesting things and reflects, “[I
learned] from little things like that, so observing people that are successful in different
situations and what do they do...how they deal with issues and how I can relate to that.”

Sharon reflects over her leadership: “I am very much a believer in letting people do
the things the way they feel best, have faith in people, using people’s strengths, giving people
the OK to make mistakes.” She also describes a situation through which she recalled she
made it important to people to respect other people’s work and notes, “If you are criticizing
the people you are going to have to work with, you are not going to get anywhere. So
whenever I could, I am always trying to make things positive.”

Sharon would seem to apply a more inner-oriented experience of self to her

leadership. Her deeply entrenched values of helping and having faith in people along with
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her own strong beliefs could indicate that key components to her leadership from an ALT —
perspective are self-awareness and internalized moral perspective.

Among the leaders in the United States, strong moral beliefs were more evident
compared to the other two groups. Another feature to this group was the more individualized
perspective whereas in general, the other two groups tended to speak from a more communal
perspective.

SectionSummary

The hermeneutic analysis allowed for findings to emerge that described leaders’ real
worlds, and their thoughts in moments of reflection on their actions. Through the constant
iterative process of the hermeneutic circle, it was possible to convey a deeper understanding
of the leaders’ stories and their enactment of leadership in their everyday life. This deeper
understanding also let a second research question emerge. As I was trying to reconcile my
findings from the transcendental and the hermeneutic analysis, I found a disconnect between
the two, and I realized that my findings, in reality, pointed to two different things. The
question that emerged was about the leaders when they were being leaders, in the moment of
leading in the real world, which the hermeneutic analysis provided the answer to. The
second question that emerged was how do these leaders enact authentic leadership?

Findings from this study suggest that leaders are authentic in alignment with their
culture. The leaders in the United States were, for example, more apt to talk about
themselves than the Nordic culture leaders, which in this case was not necessarily about

being more self-aware but rather because the context the leaders in the United States live in is



121

characterized is a highly individualistic culture. Although Denmark and Sweden are
categorized as individualistic cultures as well, there is a strong collectivistic orientation
underpinning the society (House et al., 2004). A cultural dimension found in highly
individualistic cultures was assertiveness and uniqueness, which could explain the difference
in dimension between the groups. This would suggest that how authentic leadership is
enacted is thus informed by the culture.

TranscendentalPhenomenologicalAnalysis

As described earlier, this relatively structured and analytical step actually preceded
the hermeneutic analysis presented above but is presented second in order to give readers a
sense of the “full” person (hermeneutic analysis) before presenting “parts” (transcendental
analysis) of each person.

The process of transcendental phenomenological analysis takes apart the narratives in
order to describe the whole structure, with its most essential part(s) and meanings that
constitute the actual essence of the phenomenon (Dahlberg, 2006). The transcendental
analysis conducted on the data generated five internally consistent and coherent themes of
which four are aligned with the ALT constructs of self-awareness, internalized moral
perspective, balanced processing and relational transparency. These findings are not
surprising, really, but do offer evidence that there may be some universal understandings
between human beings that transcend culture or nation.

The process of transcendental phenomenological (TP) analysis used for this study

was a highly structured process designed to generate meaning from data as in-vivo coding
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allows. From the modified Stevick-Colaizzi- Keen model as suggested by Moustakas (1994),
the process involved seven steps. First, every expression relevant to the experience was
listed and in a second step, the significant statements identified. Each participant statement
should be considered with respect to how important it was to describe the individual
experience, in this study, of authentic leadership. Third, these statements should then be
given codes to represent discrete elements of the phenomenon (authentic leadership)
clustered into non-overlapping or unique themes (Moustakas, 1994). In a forth step, themes
are validated and checked against a complete record of the interview. The fifth step includes
constructing an individual textural description of the experience, followed by a sixth step in
which a structural description is made. The final and seventh step incorporates the textural-
structural descriptions, incorporating themes and significant statements.

This study followed the process closely. From 12 verbatim transcripts, 109 codes
were extracted and 26 significant statements found, from which five themes, or cluster of
meaning, emerged (Figure 4). The five themes are: development of self, personal and

relationship-based assets, values, learning and experience and altruism.



123

Development
of self

Personal and
Altruism relationship-
based assets

Learning and
experience

Values

Figure 4.Five clusters of meaning from transcendental phenomenological analysis

Two themes correlate with in particular the construct of self-awareness: development
of self and learning and experience. A third theme, values, correlates with the construct of
internalized moral perspective. Personal and relationship-based assets correlates with the
foundational root construct to ALT, positive psychology, as this theme clustered around
psychological capacities of the leaders such as confidence, optimism and resiliency. The
fifth and last theme, altruism, could be seen as being implicitly present in ALT as altruism
involves others and the core of all leadership is relational. However, in ALT, others are
discussed in terms of the benefits yielded by being led by an authentic leader. In this study,
altruism seemed to be an inner-oriented characteristic, whether innate, instilled from

childhood, or acquired through experience.
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The process of TP analysis generated several formulated meaning statements; these
statements represent what the researcher understands is the deeper meaning “behind” the
statement offered by the interviewee. A list of all formulated meaning statements is offered
in Appendix D. Below, Table 8 includes two examples of significant statements and their

respective formulated meaning as interpreted by the researcher.

Table 11

Selected Examples of Significant Statements of Authentic Leadership and Formulated
Meanings

Significant Statement Formulated Meaning
I think it’s important that you are Being an authentic leader means being
yourself... so there’s not some layer you’re | who you are and being aware of who
not aware about you are

I know sometimes my male managers
would say things like ‘you need to be
meaner, you need to be tougher’, and I’'m Being an authentic leader means

like, you know, that isn’t me. And if you standing up for who your “true you” is
need me to do that, then maybe you don’t
need me. [ always try to stay true to who
you are.

Only two leaders out of the twelve explicitly mentioned the word “authentic”: a
leader in the United States in realizing how she wanted to be authentic, when she said, “I
realized I can be authentic but not whine about everything to everybody.” The second use of
the word was from a Danish leader who noted that “we are honest, authentic and I think
[people] believe we as leaders have a lot of dignity.”

To generate the formulated meaning statement, I read through each transcript a first
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time while making notes as to grasp an overall sense or gedtadt ioterview Thesecond
reading was a more thorough reading, through which the significant statements emerged
These were further organized into the 5 clusters of meaning or th@mele 9 showan

overviewof the clusters and their formulatettanimgs.

Table12

Overview of Theme Clusters and Formulated Meanings

Theme Formulated Meaning

Personal strengths through deeper
knowledge of themselves
Integration on self and experience
1. Development of self Seltreflection based on feedback
Consciousnesof experience from
within

Firstpersonal reflection

Positive seHperceptions (seléfficacy)
Positive outlook on life

2. Personal and relationshipased assets Emotional stability/ balanced
Personal empowerment
Confidence

3. Values Moral beliefs in tems of right and
wrong

Faith

Feelings of right or wrong

Sense of responsibility
Honesty/Truth

Respect

Humane orientation (doing good)
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Table 12. (Continued)

4. Learning and experience. Formal learning from education or
similar
Observing others
Learning from experience
Learning by doing
Mentors and Role models
Elicits and accepts feedback
5. Altruism Care and concerns about others
Humane orientation
Seeing people

These formulated meaning statements and themes are offered in order to illuminate
the deeper thinking and reflection done during the TP analysis. During the process, I became
more reflective, and as I started to write, language gave way to meaning.

Description of themes

This section presents the five themes as they emerged through the transcendental
analysis. The next section connects the themes to ALT, consequently answering research
question #1: How do leaders in Denmark, Sweden and the United States talk about and
understand the underlying constructs of ALT, as suggested by Avolio et al. (2004)?

Theme 1: Development of Self. To some leaders, first-personal reflections were
more evident than in others, and a few leaders shared profound experiences that had helped
them become more aware of themselves as individuals. To some, reflecting on self seemed
embodied in them as individuals, a natural way of being. To others, reflection was more
distinct, as illustrated by a Danish leader who shared situations both from work and in private

life during which he had observed himself “from the outside”, which prompted him to



become aware of who he was in that situation. Similarly, another ligaither United States
shared a real moment of awareness and how it deeply impacted her: Ol actually tleanged t
way | feel, the way | behave...O

A Swdlish leader felt that simply through the experience of life, understanding self
was his biggest development as a leader:

Like with everything, you learn above all through increasedssetfrenessand what

you practice in modern leadership, | think, igy&d to know yourself better and learn

how to handle relations with other people.
A pervading sense of self among several leaders was expressed in the form of Oyou have to
feel and believe in what you are inO, or by the importance of having Oa sensgai who
ared. A leaderin the United Statesoted that Ol think itOs, you know, just a matter of sense
of who you are and, you now, how you fit into the bigger scheme of tlikgsense of
reflection on self was also voiced through another lesdire Unted Stateswho shared
that Ol am actually pretty good at seeing my bad qualities in other people so | would see
people being so stubborn and | would think | do that sometimes t00.0

Another thought came through reflections about the individual journejystsated
by the reflection of a Swedish leadéd think IOve become more persohathe beginning,
youOQre pretty directed by the things you have to do and | was probably more concerned with
those thingshan with who | was as a leadediOcontras, a few other leaders noted how
they felt they had not fundamentally changed, although OIOm sure 10ve learned a thing or two

along the wayd
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Theme 2: Personal and relationship-based assets. In this theme, leaders focused
on belonging, support, empowesnt, affirmation and similar aspects that have helped shape
their outlook on life and build seisteem and confidence, whether in the shape of family and
upbringing, friends, sprts, church, and mentor#é strong sense of belonging was evident in
severaleaders, describing situations with famil§k Danish leader noted being inspired in
his leadership by family members over the dinner table Oat familgggehersO

| havenOt seen them [my family member] in action at work but itOs been kind of like

friendly sparring across the dinner table or on thoséyaracasions you have with

your family, you knowEl have a brothein-law who, | keep asking my wife, Owhat is

it that he does that makes him so wikkd by everyone and at the same time a very

tough regotiator?0
A leaderin the United Statedrew a similar picture of togetherness and family platform
through descriptions of her fatheBhe described how she and her father would be in the
grocery store and he would help the person in front of them twr ggstaurants or football
games and they would laugh and play gan@ther leadeScomments similarly indicated
involvement and attention to family: a Swedish leader noted the importance of teaching his
daughters to speak their minds but balance wWiggt $ay and a Danish leader referred to his
family as Owhen you have such a beautiful family like ©dBoth quotes are representative

of leaders having a strong sense of family.
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However, the aforementioned happy dinner table was not illustrative of as strong a
sense of belonging for all leaders. A Danish leader shared his dismay with family
discussions over the dinner table:

It irritated me like crazy. And I would simply retreat; I don’t feel like discussing

something that I know will only go into one direction. It’s like I’ve been sitting there

and could predict ok, now so and so will do that and so and so will do this, and just
been sitting there...completely exhausting. And it is very clear to me, and that is of
course both superior and arrogant of me, but it wasn’t until I stepped out of the little-
brother role that I could get in on it and bring my perspectives, but there were a few
years when I simply didn’t have the energy to go into the fight. Now I am pretty
clear on who I am and what I stand for, in family situations and all situations.
In contrast to the dinner table as a symbol for sense of belong through family relations,
whether a venue for conversations or debates, a Swedish leader reflected that his parents
being alcoholics made for a “messy childhood,” but he found a sense of belonging and
empowerment in sports: “I was boxing throughout this time...it’s a sport that offers order,
structure, I was always training....” Sports, together with military and being with a person
who “had an outlook on life [in terms of values]” provided stability and structure in his life.

Being supported was further evident in several leaders’ reflections. To some leaders,

support was described in conjunction with work and empowerment and referred to leaders or

followers, as illustrated by a situation one leader in the United States shared:
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[E]ven some of the people that worked for me knew how stressful it was and sent
me a note, and she sa@)d hate to lose you but thereOs a position | think you
would be pefect forE O

To otherssupport and belonging both were in connectmtheir faith Oneleaderin the

United States note®! think my confidence comes partially from my faithille another

leader shared her strong involvement in her church and thensampent she received

through her faith and her church

| had leadership skills in churcliPeople would ask me to be in charge of things |

get a lot of affirmation A lot of encouragement @youOre good at this, you can

speak wellGvly mom saig Qvhen you were a teenager, you used to just run tings.

Theme 3: Values. This theme was the most fegaching or dense aspect of the
findings Leaders focused on faith, feelings of right or wraangd sense of responsibility in
addition to commonleldvalues such as honesty, trust or respect.

To several leaders, honesty transpired as a key.vae Dansh leader describeal
proud moment in his leadership during which he had to let people go, he felthdsibaing
honestwith them they were abléo leave with respect and dignity:

One after another | was firing them, and often tsaid, OffereOs one thing | want to

doO,and then they shook my hand or gave me a g1 bloody proud of that

Everything was done soberly, it had been fought frioemr tside, from my side, often

on verge of being on their side, they saw a person, not a suitE
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In contrast, a moment of disappointment, but which also emphasized the importance of
honesty, is illustrated by a Swedish leader who shared a situation when his leader lied to him
about an important issue the leader had promised to bring to the attention of the board. The
boss told him he had, indeed, presented the issue but that the Chairman asked to move on in
the agenda “...but when I ask people I know were there [in the same meeting], and ask about
this issue, they said, ‘No, it never came up’. So he’s lying to me.”
Honesty often translated as being real. In an example describing what influences
another Swedish leader, he noted:
Sometimes you can be fascinated by people initially because they say what sound like
really wise things, but that after a while just turn out to be empty buzzwords, like this
is not really something this person believed in or is applying, but just describes some
sort of idealized leadership with a number of catchy phrases that just sounds good and
trustworthy...I mean, it’s easy to collect good quotes or good expressions that others
have come up with, but there’s nothing real in that.
Honesty also manifested itself through behavior at work. As illustrated by a leader in the
United States recalling one situation when his leader provided him with unexpected
feedback:
This guy was a tyrant, an absolute tyrant, a very unpleasant, hard, driving person.
And he was mean and unpleasant to work for, but he also was very good at his job
and taught us a lot of good things. But one year, we did our evaluations, at the end of

it, he said, “I’m going to tell you something. I’ve gotten people that work for me and
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youOre the only one who will tell méaen you think IOm either wrong or in the wrong
direction and | appreciate not having a-yesnO
Other leaders mentioned trust in connotation to honegstya Danish leader noted in
speaking about trugbllowersO trustin him as a leader and his opapproach, &s long as
they can trust me and what | say, IOl continue with my appt»asleaderin the United
Statesdescribedhow mutual trust and the importance to establish Othose relationishipeO
working environment that enabled peopleviark even better together, took pride being
able to do that
Several leaders further mentioned resp@ct some, respect was mentioned in the
form of behavior, as illustrated by the Swedish leader who described an unpleasant situation
where he experieed a complete lack of respect towards him as a person and as a leader
His takeaway from this situation was the importance of respect:
You just donOt play with any individual, regardless of position, just because it was a
fun experiment However much yo dislike someone or something is wrong, you
canOt expose someone or make a fool of someone or treat someone with lack of
respect, you must be able to see the person with respect, in any situétamed
that then.
Other leaders entioned respect @ attitude.A Danish leader talked about the importance
of respect in terms @irning leadership and how unethical behavior can erode that:
You talk about how you build your leadership power through how you behave and

you create a certain respect thygbwour actions and through your leadershipEif
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leadership power was only in the extreme form of your title or your salary, it

wouldn’t matter [how you behave], but since there is so much importance in how you

behave.
Values were often instilled from childhood, whether from parents or from experiences in
childhood. This is illustrated by the following reflection by a leader in the United States
describing how he would see his dad come home after a long day of hard work, sometimes
with dirty clothes, and how that inspired him to be disciplined, work hard and do well:

My impression of my dad was that he got up early in the morning and he went to

work and he came back early evening, really tired, he’d empty his pockets out, he

could have dirty clothes if he had a particular rough day and he talked about some of
the things he did at work and I thought he works really hard.
Working hard and a strong sense of responsibility were also evident in some of the leaders’
values as illustrated in this statement from a leader in the United States: “I think that I felt
somewhat of a responsibility based on all the good things that happened to me.”

Deeply-held values also transpired through several leaders’ experiences of tension
between personal values and applied values in the organization, as illustrated through a
Danish leader’s disappointment with himself in working in an organization that was not
aligned with his own values: “I don’t think I can expect of others to have the same values as I
have...I turn it inward, I’'m the only one who can do anything about it and take the

consequences.”
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Theme 4: Learning and experience. Across the group, learning was evident
Whether in the form of formal learning, observing others or taking away learning from
experience, learningas evident throughout the conversatioAs example representative
of that was a Swedish leader sharing how he liked to learn from other people by observing
them:
| canOt say | have a guru of any sorts, IOm more like if | see someone where | notice,
sonething really good is happening here; this person does something or says
something or radiates something or have arranged it in a way that [the message] goes
through, | try to learn from that mean, i@ not like | try and copy it, IOm sure | have
donewithout success but | try to add it to my own mind or toolbokRowever you
want to call it.
Another Swedish leader, who recently changed jobs within the organization where she
works, described a situation working for a mionanaging boss whose way of ikimg
eventually had her in doubt over her competencies and the learning she walked away with:
This is really interesting, because I really learned something [from that] and that is
that when you walk into a new position and a new job, you really neaklddime to
form an opinion about peopleOs competencies and get to know them.
A leaderin the United Statedescribed a situation where he felt his superior, who had not
upheld a promise in terms of advancement and justified this as due to organizational

priorities, had misled himAs the leader reflected, with great disappointm@ttaught me
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to just not blindly follow a boss, but to watch and be more analytical what the boss is going
through.”

A few leaders mentioned the effect of formal education and learning; in particular, a
Danish leader described an executive formal development course as a “tipping point” for him
in building his confidence and in increasing understanding about who he was, saying, “I
realized it was OK to be reflective around what you do, sure, you need to drive the business,
set the direction, but you also need to be open and adjust [your leadership].” In contrast, a
Swedish leader noted that he feels he is “pretty much who I’ve always been”, but that he
hopes he has learnt to become better at “dealing with people” and “reading situations”:

I also hope I’ve learned from the feedback I’ve received over the years, I mean if you

invite people to have an opinion, you will always find those who have a lot of

opinions about your leadership and obviously you have to try and accept that.
Some leaders described bad experiences as learning experiences. As a leader in the United
States noted, during a short period in the military, people in leadership positions may abuse
their power and “how bizarre people then behave”. A Danish leader’s experience of working
in a context without communication or sense of direction, made him think, “Would I ever be
given the chance, I would definitely do something about that.”

Theme 5: Altruism. In this theme, leaders focused on their attitudes towards others.
The human perspective was evident, and in relation to self, there was a significant awareness

of others. As illustrated through one United States leader’s thoughts:
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I have always liked being a leader, but not so much from a power perspective as, |
don’t know how to say it, [it was about] being able to facilitate getting people
together and making things work better.
Helping others was, in this case, the key purpose of the leadership, which was a salient
feature in several other leaders throughout the countries. A general attitude as a leader was
“to be of help” to their followers. Protecting followers was also an important aspect that was
mentioned in several of the interviews, as illustrated in a Swedish leader’s description of a
recent experience of working for a boss who “had their own agenda”, “didn’t delegate”, and
“did everything on their own and just interfered in everything”:
It was hard, because at that time I was a middle manager, I had 30 people in my team
and then you have to, in some way, as a leader, you know, are you yourself and
personally, whose voice will you choose...I felt that [ had to take whatever came
from above and make it a little better before I presented it to my team.
Another Swedish leader described his orientation towards others through reflecting on a
leader that had influenced him strongly and his aim to “see people” combined with strong
values. But, as he points out, it’s also important to look at the business side:
To me it is very important to have the right values as a base, and to see and believe in
people. I think that is important. But that you at the same time can have the drive
and make things happen. That’s what Leif, my boss, was very good at. Everybody

looked up to him.



Awareness of others described as seeing others was evident among several leaders as they
mentioned their ability to see people and their Oreal qualitiesO and Opetiag/apped.
A Danish leader further noted
| think you hare to get to know people and their strengths and weaknésseyg
experience 10ve found that | am pretty spot on with my gut feeling about what people
can and canOt do, | think | can trust that pretty Wellake mistakes, and | learn from
that but | an evaluate fairly @il what people are good atmot, and how | need to
lead them
A few of the Swedish leaders reflect on the Ohuman perspeeiige@ne leader noted how
he wouldnOt be able to work in an organization Owhere people were only coasidered
commodityD. Another leader mentions the Ofocus on the human beingO in the organization as
part of the organizatial culture, in line with éeaderin the United Statewho reflects on
once being inspired by a leader who came into his organizatiotgust make life
decisions for the businessO but with a focus on the people in the organi&diianish
leader notes the importance of Ounderstanding and empathy for other people and [their]
different positiongO
One United Statdeader noted thanportance of the bigger picture to people and for
the individual to see how you fit in the whole:
I quickly discovered that if you can help people conceptualize the circumstance and

understand the paradigm in which they operate, you know, what pedpteloaet
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like is they get most anxious and paranoid and negative and stressed out of they donOt

understand where they fit into the scheme of things.
An evident streak among Danish and Swedish leaders was the focus on th8e¢ganal
among them reflecteon their leadrship from more of a commun@érspective than an
individualized perspectiveEven in answeng direct questions abottieir feelings or
emotions, a quick answer widibe given in regartb the OIO and then turn into a longer
reflection alout the team Using a socceball team as a metaphor was not uncommon in this
group However, while the dited Stategroup spoke from a more individualized
perspective, it is important to remember that leaders in Scandinavia were more focused on
their leadership in the workplace while leadershe United Statesere focused on their
leadership as individualsThis could suggest thah fact, the leaders involved in this study
from the United Statesre not distinguishing their woidelf from their pesonal self, while
Scandinavian leaders distinguish the two.

Mapping themes to ALT constructs

The purpose of this section is to illuminate the connections between the themes and
the underlying constructs of ALT, which are salfareness, internalized mogrspective,
balanced processing and relational transparencies (Avolio et al., 200@n themes are
mapped tALT, the findings indicate that leaders across the countries created meaning of the
constructs in similar ways.

It seemed as though leadershipsveral leaderm this study, was second natui.

few leaders openly shared sedflective experiences and thoughts, which reflected a deep



knowledge of self, and seffiwarenessin others, selawareness was subtler, sensed through
the conversabn and the pauses, the sighs, and the facial expressions as they reflected on
their thoughts and feelings as leaders. With others, it was felt choice of words and idiomatic
expressions as they conveyed their stories.

Consistent with Avolio et al.Os (20@Bnstruction of selawareness as
encompassing learning about self and what the core values, identity, emotion and motives or
goals are, leaders across the nationalities shared strong values in terms of honesty, trust and
respect as significant to thégadership This would indicate that across nationalities,
leaders have a knowledge of self that has led them to know their core values and what they
can and cannot accepAt least one leader from each country mentioned the tension between
wanting tobecompletely transparentut not being able t@lue to the nature of the issue or
felt a need to buffer messages from above, to Oprotect fol@wewsntioning the
importance of being reabut applyingOappropriate seffisclosur©was evident throughou
the conversations: Ol didnOt shopfrustration right thereEQ;@ course | didnOt say how
mad | was but made some diplomatic reraflk; Ol got in my car El mean, | was bawlig

The stories werdependent on the individual contexh particular two constructs
are thus aligned her@ternalized moral perspective and balanced processing.

In terms of internalized moral perspective, a few leaders further expressed their
values more specifically such,&Fo me, a crucial point is to have a basis otieal| to
everything we d@® Other leaders set high standafor moral and ethical conduatnd they

guide actions by internal moral standards and values (versus group, organizational, and
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societal pressures} avell asexpress decisiomaking and behaviaonsistent with such
internalized values (Avolio & Gardner, 2005)ften, this construct was expressed in a role
model, a previous leader who had upheld values that were important to the leaders in
questionsas exemplified in the following commentiremember one leader | had, she
managed to be more personalEmore hu®anr experiences kerdn the leader had
observed behavior he or she disagreed:v@iheave company parties earlyE | have seen
leaders not behaving appropriately, and IOve thougldstinat something | want to do, that
is not where | want to distinguish myself, | want to distinguish myself at work [being
professionalld

Balanced processing buddrom objectively being able to gain information and
feedback without the need to pratéite egoor asWalumbwaet al. (208) phrase it: Othat
the leader objectively analyzes the relevant data before coming to a decision and solicits
views that challenge deeply held positighgp. 95) Aligned with Gardner et al.Os (2005)
definition of ths construct, several leaders in Denmark and Sweden mentioned OconsensusO
but what ascribes even more to this construct is perhaps theenfioneddpenness.
Several leaders in the same group mentioned the importance of Oletting everybody be heardO
while a few United Stateleaders mentioned the aspect of accepting mistakesh could
indicate a propensity for allowingeople to have opposing views as well

In line with the construct relational transparency, which Avolio and Gardner (2005)
view asa process through which individuals gather feedbatketioleadership, several

leaders across the countries mentioned the importance of listening and leaaddgion to
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receiving and/or soliciting feedback. The notions of being honest and being real also align
with this construct.

An underlying aspect to ALT as suggested by Avolio and Gardner (2005) is how
authentic leaders instill trust. Trust was important to several leaders, again across the
nations, although leaders in the United States expressed trust in terms of belief in something
while leaders in Denmark and Sweden explicitly used the word #i//id (Danish for trust) or
fortroende (Swedish for trust). Both Swedish and Danish leaders spoke about trust in terms
of building trust with followers or having faith in them as well as followers’ trust in them as
leaders. “Trust in self” and “lack of trust” were other expressions. Trust was also mentioned
as trust in self, or confidence (se/vtillid in Danish; sjdlvfortroende in Swedish). In a similar
vein, United States leaders also spoke about trust in terms of having faith in people as well as
having faith in themselves.

Summary of section

Four of the five themes can be mapped directly to ALT. The one theme that is not
expressed in ALT in the same terms as in this study, is awareness of others from an intrinsic
perspective. The care and concern for others were expressed in different terms, such as being
a helper, a bigger picture of doing good, or buffering tough or non-friendly messages from
top management. While ALT posits positive consequences of orientation towards others
such as commitment and motivation (Avolio & Gardner, 2005), this study found that most
leaders had a genuine orientation towards others, which seemed to be something within them,

expressed from them, part of who they are as individuals. Avolio and Gardner (2005)
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suggest, “Authentic leaders will influence follower self-awareness of values/moral
perspective...based on their individual character, personal example, and dedication” (p. 330).
The departure point for orientation towards others within ALT thus seems to have more of an
extrinsic character.

Eidetic Reduction

The eidetic reduction can be likened to a methodological path that takes us back to
the meaning of essences, implicit in the experiences of the leaders. The process of going
beyond and exploring deeper meanings under conventional patterns is reached through
intuition and reflection, the primary tools of a phenomenologist.

The eidetic reduction complements both the transcendental and the hermeneutic
analyses in that it arrives at the very essence of what authentic leadership is for the leaders
involved in this study. The eidetic reduction mainly answers the first research question, how
leaders understand and talk about authentic leadership. However, in seeing the essence as it
may translate into different cultural contexts, it could allow for an implicit understanding of
the cultural impact. Our understanding of temporality is, for example, different in different
cultures and so is the question of spatiality. This positions the enactment in a different
dimension, as the so to speak “DNA” of the enactment to begin with, is formed by the
cultural context.

The experience of authentic leadership is an experience that encompasses the entire
life of the leader and touches existential fundamental themes in the life-world, such as lived

time, lived body, lived space and lived relation to other, or, in other words, the way a person



145

is in the world with all that entailsFrom the point of view of lived time, or temporality,
authenticity develops over the course of lifeOs journey, through experiences and learning,
which are the temporal dimension of past, present, persons Otemporal landscapeO (van
Manen, 1990, p. 104)

Authenticity also builds from a platform of belonging to something, a platform of
love and support and of togetherndsglings of being oneself, of groundedness, of being
content or happy with who | grfeelings of empowerment as the jourmeymtinues, being
open to learning, from painful moments to moments of inspiration, from moments of
awareness to moments of reflectibaving being believed in, as children, as adolescents or
early adultsbelieving in self and sense of accomplishméviemories from their lives now
stick to them as well as almefsirgotten experiences leave traces on their pergdithin
this is a reinterpreting of self as the journey continues, and authentic leadership becomes
something about being real, being truenbgiou OSo thereOs not some lgpercanOt make
sense ab

Authentic leadership builds from valuegalues form earlyn life and are reinforced
through the initial platform of belonging, continued through that same platfohm
importance of valugis significant O/alues are incredibly important to me, to anything |
do.O Leaders must sometimes compromise their valdéshould put ynvalues before that
of my bos§) which creates tension and negative feelingalues are deeply held

From tre point of view of corporeality, or lived body, leaders experience the

followers as separate from them while still physically close during the time of shared space,
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spatiality, or lived space. In their relation to the followers, the leaders look with the eyes of a
human being who is also their leader.

The leader and the follower both share a history; we can call it employment, which
has its own sphere, with its positive and negative memories. This relation is also experienced
as a special lived relation to the other, relationality, or lived other. This relation is a
professional relation, but still filled with interpersonal significance due to the concern for the
followers as well as the reciprocity in terms of leaders being open and humble to receive
feedback and learn from what others say. The experience of authentic leadership further
emphasizes the human perspective, the importance of seeing people and doing good, having
a deep belief and trust in people, that they do their best.

Chapter Summary

In this study, leaders recognized as authentic from Denmark, Sweden and the United
States shared their lived experiences of their leadership. From the transcendental analysis,
five themes emerged which showed strong internal coherence and consistency between
leaders from all countries. These findings suggest that leaders from all the three countries
shared the same understanding of the underlying constructs of ALT.

From the hermeneutic analysis, however, leaders’ enactment of authentic leadership
in their real world was exposed. This analysis showed that when authentic leadership was
enacted in the real world, it was informed or shaped by the cultural context. The eidetic
reduction supports the findings of coherence and provides a deeper understanding of

fundamental existentialist issues that a priori are shaped by the cultural context.
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In this chapter, I have provided the analysis of the findings based on the
conversations with 12 leaders in Denmark, Sweden and the United States. Through using a
transcendental phenomenological approach as well as the hermeneutic circle, I have allowed
the leaders’ voices be heard while I explore and seek to understand the deeper meaning to

their stories. The findings provide the basis for my discussion and conclusion in Chapter 5.
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CHAPTER 5
Introduction

In Chapter Four, we met twelve leaders from three different countries and heard their
stories and voices in regard to their experiences of leadership, their authentic leadership. This
final chapter presents the researcher’s discussion, conclusions and implications as well as
considerations for future research and practice.

Leadership is a multifaceted and multidimensional topic that permeates most areas of
our daily lives today. Our fascination with leadership continues, to the point that leaders
have become the solution to every problem and have been given the status of a hero
(Alvesson & Spicer, 2011). The majority of leadership theories have emerged from the
United States, although research suggests culture has an impact on leadership. However, as
described in Chapter One, an ongoing debate holds that on the one end, globalization has
promoted a convergence and transcends cultural difference, whereas on the other hand,
scholars suggest culture still has an impact on leadership. Scholars out of the latter
standpoint have found that culture does have an impact although not on behavior but rather
on expectations (Javidan et al., 2007).

A recent leadership theory that has gained recognition from scholars as promising for
21% century leadership needs is Authentic Leadership Theory (ALT) (for example, see
Luthans & Avolio, 2003; Avolio & Gardner, 2005; Gardner, Avolio, & Walumbwa, 2005;
George & Sims, 2007; Cooper, Scandura & Schriesheim, 2005; Yammarino, Dionne,

Schriesheim & Dansereau, 2008). Contributions to the study of ALT have increased



significantly during this past decade, although not in terms of the application of ALT in
different cultural contextsFurthermore, this is yet again a theory thatdrasrge from the
United States.To date, little is known about how authentic leadershgy be interpreted in
different cultural contexts, although the instrumé&uathentic Leadership Questionnaire
(ALQ) was validated in China and Kenya (Walumbweolio & Gardher, 2007).However,
as ALT is rapidly increasing in popularity, it is important from a qualitative perspective to
explore the depths and the meaningAlof constructs in different cultural contexes
understand how this theory adheres in a contexhiotwleaders need to be equipped to lead
organizations in the 2century

The purpose of this studyas to explore how leadein Denmark, Sweden and the
United States talk about andderstancuthentic leadership and map this understanding to
the unerlying constructef the ALT model. The study aimed to answer two quessio
specifically: How do leaders in Denmark, United States and Sweden talk about and
understand authentic leadership? How do these leaders enact authentic leaOgeship?
findings suggest there is a shared understanding across the three countries of the underlying
constructof ALT. However, this study suggests thalturemay havean impact on how
authentic leadership is enacted.

This chapter is organized as follows: iretfirst section, | will present a general
overview ofthe three key findingsThis is followed by thesecond sectionn which | will
highlight theconnections and divergences of the findings with the existing leadership

literature on authentic leadership thethird section | will discuss the implicatioms this



148

study, and in the fourth and final section, I will conclude this study and offer suggestions for
future research.
Overview of Findings

The purpose of this section is to present an overview of the three key findings
generated by this study and to summarize the larger contexts in which these leaders find
themselves. The understanding of culture and social context as absences that are nevertheless
present in every leader’s unique story is crucial to gaining a deeper insight in to the
conversations (Ladkin, 2010).

The first key finding that emerged is that while there is coherence in terms of how the
study participants understood and talked about authentic leadership, the participants seemed
to enact it differently. There was coherence in understanding as evidenced by the fact that
the same words were used to describe stories and experiences. As the analysis deepened it
became clear that there were no significant differences in how the leaders understood
authentic leadership. This, in a sense, may be no surprise, as Denmark, Sweden and the
United States can be viewed as similar as Western, developed countries with similar
economic and political structures (Verba & Nie, 1972) and furthermore categorized as
individualistic countries (Hofstede, 1980).

On the other hand, while the description of authentic leadership was coherent across
countries, there seemed to be a lack of coherence in ‘being’ or enacting authentic leadership
between study participants. The study findings suggest that differences emerged in being an

authentic leader that aligns with recognized cultural differences, such as a recognized
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individualistic perspective in the United Staessus anore communal perspective in
Denmarkand SwedefNelson & Shavitt, 2002). Being authentic for the United States
participants in this study was an individualized experience. Being authentic for this studyOs
Danish or Swedish participants was a commerpkrience.

These findings are alignewith existing literature. All three countries involved in this
study scored high on the charismatic leadership dimension in the GLOBE study (House et al.,
2004) which is a broadly defined leaderstiimenson Othat reflects the ability itwspire, to
motivate, and to gxect high perfanance outcomesdm others on the basis fafmly held
core belie§O (Javidan et al., 2006, p.73). However, in terms of society at large, the United
States scored high on performance orientation and low on institutionaitividie, while
some of the cultural dimensions Denmark and Sweden scored high on, were gender
egalitarianism and institutional collectivism while low on assertiveness orientation. In the
United States, expectations of leaders is based on the individdet kad his/ her
leadership, while in Denmark and Sweden, expectations involve leading a team.

A second key finding was the impossibility to distinguish authenticity between the
personal and professional persdrhis leads into an almost existentiatistbate about
authenticity and whethgin fact, authenticity is neononscious or consciousn terms of this
study, authenticity in terms of the leaders leadership was clearly not something the leaders
had put much thought intolro them, authenticity agared to be something that transcend
consciousness, revealing itself only throagieOmtentional interactions with the world

This finding is aligned with the findings of Avolio and Wernsi2g@8)thatsuggest,
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authenticity is the underpinning foundation to the leadership of these individual leaders
regardless of form of leadership, whether participative or directive.

The third key finding was the leaders’ orientation to others as an intrinsic interest, in
other words the leaders’ altruism. In the literature surrounding ALT, Avolio et al. (2004)
built in the follower component based on commitment, job satisfaction, empowerment and
task engagement. Orientation towards others is phrased in terms of authentic leaders being an
inspiration to followers (May et al., 2003). In short, the general idea of orientation to others is
focused on work outcomes, thus what I labeled as orientation of interest in others is more
explained as impact on others. In labeling this aspect altruism, altruism is referred to as a
value, embedded in the moral component of ALT (Hannah et al., 2005). This is perhaps
where many critics raise their voices and suggest that “the leader's view of what is just,
moral, ulterior or ethical is entirely self-referential” (Lloyd-Walker & Walker, 2011, p.387)
or that the noble intentions of the leader can only be assumed (Alvesson & Spicer, 2011).

My study generated a different view of how authentic leaders are oriented to others.
Interest in people, care and concern about people, helping people, believing in people and
seeing people were expressions of many of my study participants most deeply held values.
My analysis suggests that this perspective builds from a genuine interest in others, and not
from the point of results, or consciously measuring how the potential impact the followers.
Consequently, my findings suggest that the ALT framework may be modified in the future to

represent what I’ve called both intrinsic and extrinsic care for others.
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The next section presents a more detailedussion around the key findingad how
the findings relate to the existing literature and scholarship on authentic leadership
Discussion

Finding #1: Describing and Being a Leader

As described above, the fifshding in this study is th&ack of conguence between
describing andbeing authentic leader&Vhile individuals talked abouhe meaning of
authentic leadership in similar wayle stories and anecdossemed t@ortrayenacting
authentic leadership two different ways. The two ways were widual (e.g., authentic
leadership is an individual accomplishment or virtue) and communal (e.g., authentic
leadership is, at its core, the result of people moving forward together). These are aligned
with previous culture research that found UnitedeStéd be more individualized and Europe
more communal (House et al., 200Zhis finding suggests that themeay beaspects of
authentideadership that can be universallyderstood and described, but at the same time a
deeper, notspoken difference magxist that reflects the influence of culture. Consequently,
this study reinforces Javidan et al.Os (2006) earlier findings that culture influenced how
enacting or being a leader shaped the way leadership attributes were performed.

These findings also cartiute to the general debate about the influence of culture on
leadership. &holars in one camp suggest there are cultural universalities (Boyacigiller,
Kleinberg, Phillips, & Sackmann, 2003) whtleose inthe other camp hold that there are
cultural spedics (House et al, 2004; Javidan et al., 200@jher scholars suggest that

cultural differences are diminishing due to globalization processes. This has been called the
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convergence hypothesesd it suggestthat as globalizationontinues nationalityand
national culturewill eventuallycease to impact international business (Holmberg &
*kerblom, 2006).

Another perspective on culture and leadership offers a more detailedChemers
et al. (1997puggested thdahe primary impact of culture on leaxdhip depends on level of
analysis: at the most basic level of leadership such as task/performance and
relationship/maintenance, there would be cultural universality, while the specific ways
leadership is enacted is where cultural specifics emerge

Interestingly, some scholars seem to argue for and against cultural influprste
like this study does, suggesting the likelihood of both universal and cultural specifics.
Javidan et al. (2006) haveundthatattributes of a leader were universally desirableh as
beinghonest, decisive, motivational, and dynamic, as well as attributes that were universally
undesirable, such as being a loner, irritable, egocentric, and ruthlébke same time,
Javidan et al. suggested tleattural specifics are very roh part of leadership and Owoe to
the leader who ignores themO (p. T)ture, Javidan et al2006) suggestedmpacted the
enactment of the attributes

This study confirms Javidan et al.Os findings as in this stadiye leaders from three
different countriesand fromdifferent organizational contexisl] used similar words and
expressionso describe what they understood about authentic leadership. Like Javidan et al.,
this study found consensus in desirable and undesirable attribatesstyas previously

discussed was a salient feature toghgicipantsvhile anundesirable attributeeemed to be
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egocentism,was expressed through the importance leaders put on genuine concern for
others.

Although there thus seem to be universal leadetifputes, leadership must be
viewedin the broad social context as culture forms leadership rather the other way around,
which is a commonly held assumption (Alvesson & Spicer, 20Thg impact of culture on
the universal attributes, impact the nuanogsaid attributes. An example is hD&nmark,
Sweden and thenited Stategan beconsidered to be similar countries in terms of similar
political structures and economic systems, while many would expectainardifference
between the United Statemvards Denmark and Sweden combinétbwever, even
Scandinavian countries operate in quite different societal contertsish leaders operate in
a context where the basis of authority is different due to the flexicurity model, where hiring
and firingpeope is easy and leaders hawere power towards followe(8Vilthagen & Tros,
2004). Leaders thus tend to be more direct and authoritative in their leadershipistyle
contrast Swedish leaders, who operate in a context wiieng somebody ivery difficult,
Swedish leaders tend to be more caring and participatory (Alvesson & Spicer, 20ik1)
subtle difference between leaders in the two countries is however less obvious when
clustered in a broader cultural dimension, which shows the multidimensiahahultilevel
challenge of leadership studieBhrough the GLOBEstudy, the cultural dimension for the
United Statesvascharacterizé by competition and results, whileenmark and Sweden
were characterized as valuing cooperation and sod¢étall groupidentity (House et al.,

2004)
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It could be assumed that the leaders in the United States would be more challenged in
enacting authentic leadership due to the “risk” of not seeming assertive or performance-
driven, which would be an expectation of the leaders according to House et al. (2004). In
contrast, Swedish culture would seem the ideal culture for authentic leadership with its caring
and participatory expectations of the leader. The interesting thing here is that expectations of
leaders in Denmark seem to be somewhat in line with the United States in terms of
assertiveness, which could mean authentic leadership is not fostered by either organizational
nor national cultures, but by an individual drive. On the other hand, since leaders in
Denmark and the United States in general have more authoritative power, it could be
suggested they also have the room and “power” to be authentic in their leadership.
Alternatively, Danish leaders may be more influenced by the flexicurity model, which
rewards outcomes and success.

The themes that emerged for the leaders in this study showed that at the individual,
introspective level, they used the same words and expressions and understood authentic
leadership in a similar way. Leaders across the groups described what was important to them
in their leadership in terms of “being true to oneself,” “being real,” and “feeling comfortable
with yourself,” which are expressions of authentic leadership (Avolio et al., 2004; George &
Sims, 2007). Whether being inwardly- or outwardly oriented, authenticity is inextricably

linked with notions of identity (Ladkin, 2010).
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Identity isthus an implicit part of this studijdden in the depths of the lead@rs
stories and that would require an additional study in itself thepurpose of this study,
however albeit briefly,identity will be further exploredh the next section.

In returning to the lack of congruence betwdescribingandbeingauthentic
leaders, it is also important to point to how leadership per se is viffeeently in the three
countries. As Scandura and Dorfman (2004) ssgghe @rms leaders and leadership are
not as universally revered as we in America thinkO (p. 283), which means that in addition to
the different expectations on the leader dud¢ocultural context, the priori view on
leadership is differenfAs Scandura and Dorfman suggest, what the concept of leadership is
rooted in could seem as an important starting point for future-ctdgsal leadership
studies.This would entail carefiattention to the historical context as well, as leadership
theories are influenckeby the societal context, as described in Chapter 2. The need for a
more humane leadershiasprompted by ethical scandafsboth the corporate as well as
the nonprofit arenasuch as Enron ar@atholic Churchterroristattacks such &/11; and,
the economic turmoil, calling for leaders to be trustworthy, honest and with strong integrity
(Gardner et al., 2005; Alimietcalfe, 2013).

Finding #2: Personal and Professioal Authenticity

The note of identity leads us to the second key finding from this :dtugly
impossibility to distinguish authenticity between personal and professional péisloough
Walumbwa et al. (2008) suggest ALT builds from a multidimensionadtcoct of being true

to oneself, with authenticity being but one componeamtitis group of leaders, authenticity
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thus seemed part of their identitifor some leaders, | got a sense this was something that
was still developing in them, reflective oftldynamic process leadership is to the individual.
With this in mind, it was thus not a question of not beingae#re but rather a question of
an immersed view of their leadership, in which their leadership was an extension of
themselves, the Osometithof the leadership being part of who they are (Finlay, 2010)

This could on one handbe an example of what Ladkin (2010) refers to as ra&dy
hand in phenomenological terms: to those people, leadership is not something they stop and
think about, ladership is simply not Odistinctive from its purpose to which it is putO (Ladkin,
2010, p. 45) On the other hand, it coullsobe that the leader does not have immediate
access to his or her innermost, deepest thoughts and fedbiatisaspects couldxplain
why | was not able to distinguish how people distinguish work self from real self

However, as | was unable to distinguish authenticity in terms of personal or
professional role, | realized this could also depend on the possibility that atitiiewdis
nondistinct. Authenticity simplypervaded all aspects of lifaxd was not something the
leaders reflected onThis findingseeminglycontradicts ALT In ALT, leaders have a deep
knowledge of self and who they are, which lends an idea of aithestdership as being
consciously reflected on and intentionally applidthis could lead into an almost
existentialist debate about authenticity and whetherii i®ct, possible to be truly authentic
all the time or whether the conscious reflectiayuld point to moments of inauthenticity that

causes this reflectiorFurthermore, if authenticity is something that is being deliberately



reflected upon in terms of a desirable outcome, there is a risk to become inautheni@® in one
authenticity at theast of true authenticity

In terms of this study, the majority of the leaders had not consciously thought about
authenticity in terms of their leadershipo them, authenticity rather appeared to transcend
consciousness, a natural part of who theylao#) as professionals and as private
individuals.

Does this mean the leaders were authentic leaders in everything they did? Is that even
possible? The difficulty with the concept of authenticity is that in its broad sense of meaning
as defined in dictinaries, authenticity mea@® be true to yoursefi(Oxford English
Dictionary).Within that broad sense lays an implicit idea that to be true to yourself, you must
know yourself Arendt (L978)argues that a person can never ki or herself in the wa
that proponents of authentic leadership sugdesauthentic leadership, authenticity is
defined around leaders who know and act upon their true values, beliefs, integrity and
strengths (Avolio & Gardner, 2005; Avolio, Griffith, Wernsing Valumbwa, B10;

Walumbwa et al., 2008), and emphasizes the Odeep knowledge®Hsslever, who is to
determine how deep is deep?

The discussion of authenticity does not come without its crific8raman 2008)
authenticity has become a Ocommon linguistieaeyr in contemporary cultureO (p.4), with
a seltcentered focus that causes autiwty to become the very atiiesis to what it is
assumed to be and take a narcissistic. flarALT, authenticity isin fact focused on self,

the core components beisgl-awareness and seakgulation (Chan et al., 2005However,
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Gardner et al(2005b) claims that authentic leadersdathe capacity for selfeflection and
introspection required for a true understanding of the self (or others), which sigygest
deepe sense of seldwarenessAuthenticity acording to ALT is thus based on a
construction of selawareness, values and sedfjulation.

As the word authentic and authenticity is a huge topic per se, surrounded by
philosophical debates, a thought is wiegtthe namauthenticleadership renders what this
leadership theory truly is about, or whether for example the gemdinein effect better
captures the theory as suggested by Avolio and Gardner (2005). At the same time, using the
word authentic invitegor skepticism and further exploration, which is good for the
continuing understanding of the theory although also exhausting as the same criticism are
discussed. Genuine, on the other hand, is not a topic per se in the same way authenticity is.
The choie would be between a catchier and perhaps more provocative use of the word
authentic towards the more careful but perhaps in reality more true use of the word genuine.

In this study, authenticity appeared as a way of being, a natural way of approaching
things in life, through learning from experience and learning about self and what is
important which is reflective of the ongoing process Walumbwa et al. (2007) ref@hie
conveyed a sense of deeper level of-aalirenessHowever, | also got a semshat leade@
ability to be deeply selfeflective varied greatlyThe difference was reflecting on self with
the own person as being the point of departure in a quest to understand self, or with others as
a point of departure with a quest to understaiters view of selfThis could be a reflection

of the cultural impact of thelnited Statess being one of the most individualistic cultures,
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while both Sweden and Denmark, although still individualistic, are also oriented towards a
collective culture.

The difference is subtle and deeply engrained and the individualistic view did not
seem to alter leaders’ individual authenticity in any way, but was a reflection of how deeply
culture impacts everything we do. To illustrate the overall meaning of my reasoning, let’s
look at such everyday workplace related symbols such as the performance appraisal. In the
United States the annual appraisal clearly points to the individual “appraisal” and
“performance,” in line with the findings of the leadership dimension as being performance-
oriented (House et al., 2004). It further enhances the roles of one individual being appraised
by another, implicitly conveying a sense of authoritative power. In both Denmark and
Sweden, the same instrument reflects the equality principle through the focus on the word
“conversation” and with the intention to enhance individual development
(medarbejderudviklingssamtade MUS in Danish; medarbetarutvecklirsgamtalin
Swedish).

The way the leaders embodied authenticity led me to the thought of how Kernis
(2003) suggests authenticity as “reflecting the unobstructed operation of one's true, or core
self in one's daily enterprise” (p. 13). In Kernis’ (2003) view of authenticity, “individuals are
free to choose their own reality, but they must have trust in it and recognize that it is not the
only reality” (p. 15). However, Kernis’ (2003) notion of freedom puts a halt to the idea that
ALT could possibly be a universally applicable leadership theory. In reality, how much

freedom to choose their own reality do people, even leaders, in underdeveloped countries
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have? Perhaps more than talking about universal cultural constructs, there should be more
attention towards whether the constructs of ALT are limited to being a Western universal
construct. The individualistic focus suggests a more Western concept of self. The three
countries involved in this study are individualistic cultures, although at two opposite sides of
the spectrum: the horizontal cultures of Denmark and Sweden towards the vertical culture of
the United States. In horizontal individualistic cultures, the individual is seen as unique,
while not sticking out, self is viewed as equal to others. This is in contrast to the vertical
individualistic culture, where the view of self is seen as different other and along a hierarchy
(Triandis, 1995). As such, the differences in view of self are significantly different, clearly
reflecting the context of society as being more collective oriented, based on principles such
as equality (Denmark and Sweden) or individualistically oriented, based on principles such
as achievement and competition (United States). However, in spite of this, there were still
subtle differences between the three.

The question is how the constructs would be viewed in non-Western cultures such as
Islamic or Asian countries. Although Walumbwa et al. (2007) found validity in the
instrument of ALQ in both Kenya and China, the cultural view of self did not emerge, which
could be acquired through complementing the quantitative studies with qualitative. The
ALQ does not account for contextual influences (Walumbwa et al.), which means that the
initial finding of a universal construct in ALQ cannot alone determine that there is
universality in the understanding of the constructs, the cultural view of self being of core

importance.
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Understanding the context of culture and how it impacts the constructs is thus of key
importance to understanding the differences as these are manifested through enactment.

Finding #3: Orientation to Others Through Intrinsic and Extrinsic Care

The third key finding was the leaders’ orientation to others as an intrinsic interest,
which did not quite align to any of the constructs as the nature of altruism, perhaps because it
emerged among these leaders as a personal characteristic. Hannah et al. (2005) introduced
the construct of altruism as based on the notion of what Batson (2011) refers to as a
“motivational state with the ultimate goal to increase another person’s welfare” (p. 20) and
that encompasses empathy, acts of charity as well as bystander engagement (Hannah et al.,
2005).

Altruism is a complex topic in itself that spans a variety of academic fields. Clavien
and Chapuisat (2013) suggest altruism can be categorized in four distinct but related
concepts: psychological altruism involves the genuine motivation to improve others’ interests
and welfare; reproductive altruism involves increasing others’ chances of survival and
reproduction at the actor’s expense; behavioural altruism involves bearing some cost in the
interest of others, and preference altruism, which is a preference for others’ interests. Two of
the four can in particular be related to this study: preference concept and psychological
concept. In ALT, altruism would appear to be in line with being a preference concept of
altruism, while it emerged in this study as a psychological concept. Psychological altruism is

“characterized by genuine concern for others” (p. 134) while preference altruism may not
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necessarily show any genuine motivations and thus appear to be more oriented towards
others than it really is (Clavien & Chapuisat, 2013).

In this study, the theme that eventually became altruism was initially labeled
orientation to others. The aspect of others within ALT is mainly brought forward through
how the authentic leader impacts followers in terms of their motivation and commitment or
in terms improving communication, thus from the perceptive of how the followers perceive
them (Avolio & Gardner, 2005). Others are also included in the ALT-model, in which one
leg of the model involves the followers’ response to the four constructs to ALT in regard to
the leader. However, I did not feel this orientation towards others, or what I later labeled as
altruism, captured the sense of altruism as part of the person the way it emerged in this study.
The majority of the leaders in this study had a genuine interest in followers, which was
expressed through words such as having a sincere interest in people, emphasizing the
importance of the human perspective, seeing people for whom they are, believing in people,
empowering people or helping people.

Like authenticity, altruism opens up to a huge debate, which is beyond the scope of
this study. Hamilton (1964) discussed kin altruism and Trivers (1971) reciprocal altruism,
while Ghiselin (1974) provokingly suggest:

No hint of genuine charity ameliorates our vision of society, once sentimentalism has

been laid aside. What passes for cooperation turns out to be a mixture of opportunism

and exploitation . . .Scratch an altruist, and watch a hypocrite bleed (p. 247).
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However, whether as a derivative of egotism or as a human quality, altruism is part of the
structure of being and plays a pivotal role in the human condition (Draguns, 2013).

Besides Hannah et al.’s (2005) introduction of the construct of altruism, in most of
the key articles about ALT, altruism seems to encompass the notion of being good, or having
noble intentions, which is one of the frequently voiced critiques to ALT, as authenticity is not
necessarily connected with good intentions (Alvesson & Spicer, 2011). As Avolio and
Wernsing (2008) point out, that is inevitably always the remark.

In ALT, it is rather clear that it is in the construction of the constructs together, that
authentic leadership is created and thus the explicit importance of values and morals rules out
there being any assumptions of noble intentions. For example, Peterson et al. (2012) suggest
internalized moral perspective “refers to leader behaviors that are guided by internal moral
standards and values” (p. 503) rather than behavior due to external forces. Values guiding
the leaders’ behavior were evident throughout, although most were more dispersed in the
conversations. Expressions would thus take the form of descriptions of situations indicating,
for example, honesty or hard work or respect for the human being. In terms of altruism, it is
within the broader category of values that altruism is embedded.

However, in this study, altruism emerged strongly as a meta-awareness, which
suggests a different dimension of altruism as it manifests itself from within the individual.

As such, this could suggest that ALT does not give altruism the weight that it could need.
The question is if altruism could build upon the model and be improved if this construct was

added. In fact, altruism as an added construct to the theory could be linked to the discussion
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around pseudauthenticity Pseudeauthentic leaders are leaders who may appear as
authentico others butvho decouple selawareness from setégulation (Chan et al005.
This can happen when a leader is either not capable or not motivated to Oconduct an accurate
and controlled selassessmentO (Chan et2005 p. 30) or who applies setfistortion,
trying to be someone he or she is not ready to be.

The conundrum with ALT, or all authentic leadership regardless of approach, is the
importance of knowledge of self, which thus calls for substantial attention toAselaylor
(1991) suggss, Ot seems true that the culture of seiffillment has led many people to lose
sight of concerns that transcend themO (p. 15) with an exaggerated focus on self in the name
of authenticity thus becoming a travesty fact, although the proper useALQ is to be
administered to leaders and followers alike, used solely by leaders as in thist shiayynot
capture the true level of authenticity as truly authentic people could underestimate answers to
each respective construct, while pseadthentt people could overestimate their answers.

The question is thushetheraltruism as a fifth construct to ALT could have an effect
onthe modeklndfurther understanding dfow ALT in terms of developmebuld be
designed and implementedVith altruism & a construct, it could be suggested Huwdit
focus necessarily must shift to attention to others and howddroéy authentic leader with
others As a potential construct, altruism refers to a genuine interest in other people, an
internalized and irtgrated form of orientation to other people that manifests in care and

concern for people, seeing people as they are and a strong belief in humanity.
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Placed in this dimension, altruism needs to be highlighted and further research
conducted to assess whet altruism is conceptually equivalent to the other constructs and
whether in effect, altruism should be a fifth construcesdend he ALT-model.

To summarize this section, three key findings emerged that in essence found that for
the majority of partipants in this study, authentic leadership was part of who they are and
how they enact in a culturally authentic way. To a great extent in alignment with ALT, a
salient feature that emerged was the intrinsic nature of both authenticity and care and conce
about others, which seemed to go beyond how orientation to others in ALT is centered
around work outcomes as well as the moral component.

Although ALT is a developmental form of leadership that perhaps is a natural journey
for many individuals, it coul seem pertinent to build upon the constructs and consider the
difference between individuals intrinsic versus extrinsic adherence to the theory.

Limitations

This work was intended to begin exploring how leadiens different culturesreate
meaning of he underlying constructs ALT and was not intended to be generalizeaBle
obvious reason for this is not exclusively, but partially, that meaning itself is iterative and
emergent ancas such, never absolutAnother reason is that this is a limiteample of
twelve individuals andwhile still well within the sampling range for phenomenological
studies (Creswell, 2007), findings are thus not transferakdeecognized experts

furthermore selected participants, it is a purposefully drawn sampadadéis The study can



16¢€

thus not be representative as such for each nationality, but will rather contribute to the
growing body of literature addressing ALT and crosKural aspects

In addition, the study relies on individuals and their willingnessptnly and
honestly share their thoughts and experiences, which of course cannot be vatidated
confirmed in an objective sensEurthermore, the study only involved two countries out of
Scandinavia or Europe as a whol&he view of théJnited Statess comparable to the two
Scandinavian countries is further a limitation, asUhéed Statesn effect has many strong
subcultures However, as the scope of the study was to understand the individual leader, the
focus was on identifying the authenticdea, regardless of possible salitural belonging.
It could be argued that a cressltural perspective of ALT requires more diverse cultural
settings. | would however suggest that crosiural perspectives that forces us to consider
nuances, is an eglly important aspect to the understanding of the impact of culture.

An additional limitation was the limited tinsvailable to the researchirconduct
the interviews in Denmark and Swedeflthough,thorough advance planning helped
schedule interviewsinforeseen cancellations did alter the planning somewbatfew
interviews had to beonductedising Skype In comparisoro the faceo-face interviews,
this changehowever neither impactethe time spent with each participanor the
experiencef the interview

The major delimitation to the study is that | have collected data from parts of
Scandinavia as opposed to all Scandinavian countries or Europe, for that imagteeason

for choosing Denmark and Sweden is as it was feasible to corehearch in terms of



identifying leaders, travel and accommodatidimis does not exclude that | would like to
take this study further in a next step and conduct the same study including the rest of
Scandinavia as well agherEuropean countries.

It could further be questioned why the selected leaders are not within the same
organization but rather span a range of different organizatibims rationale to this is that
the focus of the study is on the lived experience of the leaders in the study autientic
leadership is the phenomenohhe organizational context is thus not the focus, which
however does not exclude considerations being made assuming the organizational context
influence leadership.
Implications

The implications of the study exté to both the research and practice of leadership,
as well as crossultural studies. The implications include 1) exploring the Q10 and Owe0
narrative further through research on other leadership theories in other cultural contexts; 2)
adding a new constct focused on altruism to ALT theory; and 3) exploring authenticity as
not being bounded between professional or private persona.

In terms of exploring the OO and OV @ative further, this extends beyond ALT
and could also be an implication involviother leadership theories. The full implication of
this finding entails requires further research, however, as it emerged in this study, it
highlights the absences of culture that is present in everything we do and thus necessarily

will shift emphases ofspects that lends to the understanding of the theory.



168

Adding a new construct to the ALT-model is similarly a theoretical implication.
Diddams and Chang (2012) suggest empathy might be an important component to the model,
which signals other scholars have found a need to add aspects to extend the model. Whether
empathy as suggested by Diddams and Chang could be housed in a possible additional
construct of altruism as suggested in this study, remains to be understood through further
research.

Exploring the significance of authenticity as non-distinct between professional and
personal persona is further an implication of this study. Whether or not this has significance,
this finding still shows that it understanding authenticity in terms of identity is an important
aspect that could impact practical application of ALT and understand pseudo-authenticity. As
previously described, the pseudo-authentic leader is the leader who presents him or herself as
authentic for “impression management purposes only”” (Chan et al., 2005, p. 6), thus not
producing the effective leadership ALT could in theory do.

Future Research

In the absence of sufficient empirical research on authentic leadership in cross-
cultural settings, future researchers could follow a number of different approaches to study
important questions raised by these findings. Future work could consider whether there is a
need for a fifth construct in the model to extend ALT as a representative model of leadership
that could provide the most comprehensive analysis of authentic leadership. Future research
should further attempt this work involving more countries in Europe in line with the GLOBE

project as well as ultimately involve the world. The impact of context is crucial, and the



understandings of the constts need to be further researched through a mix of methods
The qualitative body of literature is a mucbeded complement to the plethora of
guantitative factor analysis of ALT.

One dimension of this study is the researcherOs multilingual abiliieeep
knowledge of the cultural contexts in which the leaders live and work. This knowledge lends
itself to a deeper understanding of cultural expressions and words that otherwise could
possibly be lost. Expressions such as the Danish Olook each dtiseeyesO could for
example convey a more romantic idea, however, it can also mean OletOs be honestO, in a
context of candid conversation between two people. Other aspects are, for example, the
individualOs use of sarcasm or irony, which further may echiue to a lack of
understanding the cultural fabric, or getting a sense of the cultural fabric through
understanding the deeper meanings behind the words. Future research should thus consider
this aspect and gauge the importance it provides in terwedus, power, rigor, and
trustworthiness to the study.

Understandinghe multidimensional aspects of culture would also be important to
furtherunderstad ALT. As such, exploringhe direct impact o$ub-cultures and
organizational cultures on this leadhip theory would be important in the futuls.Hannah
et al. (2005) suggest in regard to the moral component of ALT, it is important to understand
how Ovarious contexts may either bolster or strain the moral leaderOs ability to be true

(authentic)/parenthesis as in text] to his or her core ethical beliefsO (p. 74).
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More research on the difference between describing and being an authentic leader is
needed. Furthermore, studies should explore authenticity as a consequence of ALT, or
whether authenticity may show to be best conceived as an antecedent. The risk in terms of
implementing ALT in practice, may be to dilute the theory and create pseudo-authenticity or
limit authentic leadership to be socialized culturally, where individuals know what to do and
how to act, but do not “espouse the value consistent with the action” (Scandura & Dorfman,
2004, p. 284).

Another interesting thought is how this study would translate to young and emerging
leaders. As Chan et al. (2005) suggest, self-awareness develops through “increased levels and
complexity of self-knowledge” (p. 16), which in turn lends to the idea of maturity acquired
through the journey of life. This study involved participants aged 40 and over who were all
experienced and had endured at least one life-changing event, such as for example having
children. Whether young emerging leaders would be psychologically ready for the level of
self-reflection necessary in ALT or whether the younger generation is more readily able to
grasp such constructs, would thus be an important area for future research. In other words,
whether psychological maturity has anything to do with age, and in turn if age impact ALT,
would be an important area for future inquiry given the need to understand what the next
generation of leaders will be about.

A final consideration for future studies would be the impact of gender. Although both
women and men were involved in this study, gender did not seem to influence ALT in any

specific way. However, the scope of the study was framed around cross-cultural aspects and
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did thus not look at ALT from a gender-perspective. This would further indicate an important
area for future studies. Eagly (2005) suggest, “when leadership is defined in masculine terms,
the leaders who emerge are disproportionately men” (p. 464). Whether ALT translate as a
being defined in masculine terms or not would thus benefit the understanding of ALT as a
theory from a gender-perspective. In combination with findings from cross-cultural studies
such as the GLOBE-study, where culture was found to have an impact of leadership, the
question should further be what the impact of leadership expectations that are defined in
masculine terms would be on ALT.

Conclusion

A thought provoking point is whether the theory should even be called authentic
leadership or whether label the theory “genuine” leadership more fittingly describes the
broader understanding and meaning of the word, using authenticity may not exactly capture
the essence of these combined constructs. This could allow for more constructive debate in
regards to the applicability of the theory rather than the nature of authenticity per se and the
moral component that may or may not pertain to authenticity.

However, in turning to looking at what absences could be present in the conversation
with the leader, Ladkin (2010) suggests, from a phenomenological perspective, “the full
identity of any phenomenon cannot ever be completely known” (p. 37). Even in considering
that what can be known is the identity of the phenomenon as perceived by the individuals
involved in the study; thus the essence of that identity is what we see. However, the depth of

thoughts, feelings and reflections behind that identity may lie deep beyond our conscious
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awarenesand thus not readily acegble to us In this study, leaders who are recognized by
experts agiood leaderandviewed as authentiopened up to the point they felt comfortable
and reflected on their journey as leaders, important vamesexperiences from which they
drew conalisions about their leadership

In essence, all of the themes identified in this study lead up to the quésftionate
we?0 As Zahav2(12 suggest, Who one is depends on values, ideals and goals one has,
guestions of what has meaning and significsfoc@ne and this of course is conditioned by
the community of which one is partO 1g6).

Leader@experienceareabout lived time, lived space, lived body and lived
orientation to others (van Manen, 1994), which all acquire a different meaning duautal
context Earlier | referred to this as a gene, but the picture | want to paint is almost one of a
cloudfloating in the sky Each cloud holds the words of the leaders, but the words are
floating within this cloud of culture, which thus permeateswords in a way that is beyond
mere linguistic translation, conveying a silent understanding of a much deeper meaning to the
word. The much deeper meaning is the sun behind the clouds, for which we have no words.
We may sense the sun behind us in tiofesilence and reflection, but language to describe
this is beyond our knowing.

For example,ite word for time in Danish, Swedish and English translate directly, but
theunderstanding of time as floating around within the cultural cloud is differedithough
Scandinavian countries and theited Statesiave several aspects of the concept of time in

common as Western societies (Brislin & Kim, 2003), a significant difference is illustrated
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through the example of how the three countries view life-work balance, or rather leisure —
time and work-time. Based on OECD’s ranking of best work-balance
(www.oecdbetterlifeindex.org), time in Denmark could for example appear to be considered
valuable, as work is not all in life while in the United States time is a question of money, or
“live to work”™.

Thus, key findings show that while there is internal coherence and consistency among
the leaders in terms of reflecting, talking and understanding authentic leadership, the cultural
context impacts how authentic leaders enact their leadership. To extend the cloud and sun
metaphor, the constructs of ALT can be likened to the sun, the sun spreads its rays equally
across the cosmos. On planet earth, the rays are filtered through a cloud which alters the
intensity, the warmth or the strength of the sunrays and how they touch the individual. In
this metaphor, the cloud signifies the cultural and societal context in which we are living and
experiencing the world, and as such shapes how we understand and experience life.

This study indicates that until we really understand the clouds, and how they shape
our understanding of the sun’s rays, ALT could risk becoming just another leadership fad,
fading into the background at the dawn of the next big leadership buzz.

As a theory, there is great promise for ALT at the individual as well as group level,
and even at the societal level. However, unless it can be understood in its cultural context, it
is questionable whether this theory can reach its potential to have significant impact on

organizations and society at large.
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North Carolina State University
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GENERAL INFORMA TION
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Leadership between Leaders in Scandinavia and USA w/n
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As the principal investigator, my signature testifies that I have read and understood the University
Policy and Procedures for the Use of Human Subjects in Research. I assure the Committee that all
procedures performed under this project will be conducted exactly as outlined in the Proposal
Narrative and that any modification to this protocol will be submitted to the Committee in the form of
an amendment for its approval prior to implementation.
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Principal Investigator:

Kristina Natt och Dag

*
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As the faculty sponsor, my signature testifies that I have reviewed this application thoroughly and will
oversee the research in its entirety. I hereby acknowledge my role as the principal investigator of
record.
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North Carolina State University
Institutional Review Board for the Use of Human Subjects in Research
GUIDELINES FOR A PROPOSAL NARRATIVE

In your narrative, address each of the topics outlined below. Every application for IRB review
must contain a proposal narrative, and failure to follow these directions will result in delays in
reviewing/processing the protocol.

INTRODUCTION
Briefly describe in lay language the purpose of the proposed research and why it is important.

The purpose of this study is to draw parallels between authentic leadership and cultures. More
specifically, the study seeks to explore the constructs of the Authentic Leadership Inventory (ALI)
and how leaders create meaning in different cultures, in this case Scandinavia and USA. It is my
hope that findings from this study will expand on existing theory as well as shed light on what
authentic leadership theory from a cultural perspective.

The study could reveal future areas for research in regards to exploring authentic leadership theory
from a cultural perspective.

Furthermore, as this is a qualitative study, it adds to the significant gap in amount of qualitative
versus quantitative studies. A majority of leadership studies are positioned in the quantitative
paradigm. Authentic leadership theory is also an emerging theory. With this qualitative study, I
thus hope to contribute to the existing and growing body of knowledge that discuss authentic
leadership.

If student research, indicate whether for a course, thesis, dissertation, or independent research.

This study is proposed for the purpose of dissertation research.

SUBJECT POPULATION
How many subjects will be involved in the research?

Phase 1 of the investigation involves approx. 20 leaders from each country (total of 40) that will
conduct a survey on-line based on an instrument used in authentic leadership theory, Authentic
Leadership Inventory (ALI)

Phase 2 of the study involves selecting the highest and lowest ranking on the ALI, for maximum
variation and then conduct in-depth interviews with 6-8 leaders in each country (total of 12-16).

Describe how subjects will be recruited. Please provide the IRB with any recruitment materials that
will be used.

Recognized experts and individuals in senior HR- positions from my interpersonal network will
help identify effective leaders, intentionally not defining effective leadership. The rationale for not
defining what constitutes effective leadership is the ability to have maximum variation between
leaders as well as not providing any bias for authentic leadership. The study is not about exploring
if the leaders are authentic or not, but rather how they perceive/interpret the constructs of the
theory.

Once the leaders have been selected, they will receive a letter from the researcher that explains the
study as well as a link to the survey, using Qualtrics.

From the surveys, I will select the highest ranked and the lowest ranked and then contact again,
with a letter explaining phase two of the study, which is in-depth interviews.

The employees will initially be contacted via email, followed up by phone.




No specific population of employees is being intentionally excluded from the study.

Attached, you will find a proposed email invitation.

List specific eligibility requirements for subjects (or describe screening procedures), inchmseg
criteria that would exclude otherwise acceptable subjects.

Eligible participants wilbe leaders who are recognizedeffective leadesthat has been
identified as such by recognized experts in the field as well am#iRduals in senior posiins.

4.  Explain any sampling procedure that might exclude specific populations
5.  Disclose any relationship between researcher and subjsath as, teacher/student;
I have no prexisting or current relationship with any of the study participants other than w
or friendship ties.
6. Check any vulnerable populations included in study:
1 minors (under age 18)f so, have you included a line on the consent form for the parent/guardian
signature
[ ] fetuses

[] pregnant women

|

persons with mental, psychiatric or emotional disabilities
persons with physical disabilities

economically or educationaljisadvantaged

prisoners

elderly

students from a class taught by principal investigator
other vulnerable population.

7. If any of the above are used, state the necessity fog doirPlease indicate the approximate age range

of the minors to be involved.

N/A Bunless any of the subjects happen to be pregnant. As pregnancy is not central to the
and the nature of the study does not involve any elements that could endpregancy in any
way, this should not be a reason to exclude participants.

PROCEDURES TO BE FOLLOWED

In lay language, describe completely all procedures to be followed dbangpurse of the

experimentation. Provide sufficient detail so that the Committee is able to assess potential risks to
human subjectdn order for the IRB to completely understand the experience of the subjects in your
project, please provide a detailedtline of everything subjects will experience as a result of

participating in your project. Please be specific and include information on all aspects of the research,
through subject recruitment and ending when the subject's role in the project is eo#lplet

descriptions should include the informed consent process, interactions between the subjects and the
researcher, and any tasks, tests, etc. that involve subjects. If the project involves more than one group
of subjects (e.g. teachers and studentpleyees and supervisors), please make sure to provide
descriptions for each subject group.
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1.

10.

11.

12.

After IRB-approval, recognized experts in the field of leadership and HRD and HR-
individuals in senior positions will begin identifying the leaders. And send list to me.

2. Once the list have been compiled, the individuals on the list will receive an email
from me with an introductory letter and asking to participate in a survey and
possibly also participate in an in-depth interview at a later stage.

3. If participant agrees to participate, they will receive a second email with the link to
the survey.. I will continue to recruit participants until about 20 people from each
country have agreed to participate.

4. After collecting the surveys, I will identify the 3-4 highest and lowest ranking on
the survey from each country and then contact these via email again.

5. First interview will be scheduled upon confirmation of participation in the in-depth
interviews.

6. Interviews will be conducted using the attached interview guide.

i.  After introduction, I will review the purpose of the study and explain
how the study is designed
ii. I will then explain the informed consent process and clarify any possible
questions the participant may have
iii.  Conduct interview
iv. Schedule possible phone follow-up upon transcription of the interview
7. Interviews will be audio taped
1. After each interview, I will transcribe ad verbatim

Once all interviews have been transcribed, I will begin analyzing the data through
phenomenology. I will look for any significant statements, sentences or quotes in the
material produced from interviews and field notes that describes how the participants
experienced authentic leadership.
The next step will be to develop clusters of meaning from the statements and arrange into
themes.
Once I have identified the central themes of the research, participants will be sent a copy
of their transcript and a description of themes. Based on participant feedback, I will refine
the themes and correct any mistakes identified in the interview transcripts.
Based on the analysis of the data, I will proceed to write a textural and structural
description of the participants’ experiences.
Based on the two descriptions, I will advance a composite of the two, to convey the
meanings of constructs of authentic leadership theory between the different countries.

How much time will be required of each subject?

I estimate that each individual leaders will need to commit approximately 10-15 min., to
the ALQ-survey. Selected leaders will then commit to approx. 3 hrs, which consists of the
interview (est. 2 — 2.5 hrs) and a brief read-through of their transcripts for member checks.

POTE

NTIAL RISKS

State the potential risks (physical, psychological, financial, social, legal or other) connected with the
proposed procedures and explain the steps taken to minimize these risks.

No risks are anticipated. |
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2. Will there be a request for information that subjects might consider to be personal or sensitive (e.g.
private behavior, economic status, sexual issuéigiaes beliefs, or other matters that if made public
might impair their seHesteem or reputation or could reasonably place the subjects at risk of criminal or
civil liability)?
I will ask leaders to share how they make meaning of the constructs id\(slwh as e.g.
ethics) in authentic leadership and what their thoughts, feelings and similar are in reg
that. Participants decide how much information they wish to reveal during the researg
process and will not be encouraged to participate inagpgcts of the study, which they
perceive to be too personal or private.

a. If yes, please describe and explain the steps taken to minimize these risks.

The questions are broad general questadimit authentic leadership. While it is not my
intent to ask intrusive questions, some participants may have a higher level of sensiti
revealing their real thoughts and emotions. The majority of the information gathered i
disclosed and givesapticipants a high degree of control over what information is share
the study.

b. Could any of the study procedures produce stress or anxiety, or be considered offensive, threatening, or
degrading? If yes, please describe why they are important lastdanrangements have been made for
handling an emotional reaction from the subject.
Not likely. Authentic leadership is generally considered a positive leadership style an
aim in this study is to find out authentic leadership theory mirrors effeleigership in
different cultural contexts.

3. How will data be recorded and stored?

All of the information shared is confidential. All interviews will be recorded digitally an
via handwriten notes. The data will be stored in my home. All electronic files will be
stored on my personal computer and password protected. All hand written notes will
stored in files in my home.

a. How will identifiers be used in study notes and other nel&?
Each participant will receive a pseudonym and the master list of participant names wi
be saved in the same file or stored in the same electronic location as the interview da

b. How will reports will be written, in aggregate terms, or wililividual responses be described?
The report will be written with individual responses being attributed to the appropriate
pseudonym.

4. If audio or videotaping is done how will the tapes be stored and how/when will the tapes be destroyed
at the conclsion of the study.
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Digital files will not be associated with participant names and will be stored on my home
password protected home computer and backed up to a hard drive. Once the research
process is complete, the files will be deleted from the computer and the hard drive.

Is there any deception of the human subjects involved in this study? If yes, please describe why it is
necessary and describe the debriefing procedures that have been arranged.

No

POTENTIAL BENEFITS
This does not include any form of compensation for participation.

What, if any, direct benefit is to be gained by the subject? If no direct benefit is expected, but indirect
benefit may be expected (knowledge may be gained that could help others), please explain.

While there are no direct benefits expected from this study, indirect benefits include
contributions to the existing body of research regarding authentic leadership theory.
Additionally, study participants may benefit from the opportunity to share the insights of
their lived experience and feel important to have been selected to participate in the study.

COMPENSATION

Please keep in mind that the logistics of prowydiompensation to your subjects (e.g., if your business
office requires names of subjects who received compensation) may compromise anonymity or
complicate confidentiality protections. If, while arranging for subject compensation, you must make
changes tdahe anonymity or confidentiality provisions for your research, you must contact the IRB
office prior to implementing those changes.

Describe compensation

N/A

Explain compensation provisions if the subject withdraws prior to completion of the study.

NA

If class credit will be given, list the amount and alternative ways to earn the same amount of credit.

NA

COLLABORATORS

If you anticipate that additional investigators (other than those named on Cover Pagé may be
involved in this research, list them here indicating their institution, department and phone number.

NA

Will anyone besides the PI or the research team have access to the data (including completed surveys)
from the moment they are collected until they are destroyed.

The researcher’s faculty sponsor and peers from her doctoral cohort may be asked to review |
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codes and drafts of the final report. However, no one other than the principal investig
will have direct access to the data.

H. CONFLICT OF INTEREST
1. Do you have a significant financial interest or other conflict of interest in the sponsor of this project?
No

2. Does your current conflicts of interest management plan include lgtismehip and is it being
properly followed? N/A

l. ADDITIONAL INFORMATION
1. If a questionnaire, survey or interview instrument is to be used, attach a copy to this proposal.

2. Attach a copy of the informed consent form to this proposal.

3. Please provide gmadditional materials that may aid the IRB in making its decision.
J. HUMAN SUBJECT ETHICS TRAINING
*Please consider taking t@mllaborative Institutional Training InitiativeCITI), a free,

comprehensive ethscraining program for researchers conducting research with human subjects. Just
click on the underlined link.

Project Timeline and Procedures

Project Goal Projected Deadline
Receive IRB approval May

Conduct Pilot Interview May-July

Recruit Study Paicipants April - May

Complete Data Collection September

Analyze Data JuneNovember
Complete Final Chapters and Revise NovemberDecember
Defend Dissertation DecembetJanuary 2014

2. Selection criteria list
Participant Selection Criteria:

Recognzed experts within the field of leadership and/or HRD (such as e.g.
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scholars, published writers) and senior-HRividuals (such as e.g. Senior Vice
Presidents and CEOOs) will select a number of leaders they deem as effective or good.
The criteria for s@cting the leaders is thus based on the assumption that senior
professionals and experts have the adequate knowledge and expertise for evaluating
what is effective and/or good leadership

Once identified the leaders, the experts and senior professioreais rol

terminated. The identified leaders will then be the unit of analysis for the study.
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APPENDIX B bSample letters
Participant sample letters- Danish

K%are

Tak for dit interesse omkring mit studie i autentisk ledelse. Jeg s%atter stp@pdd unikke
bidrag til mit studie og jeg gl¥der mig til at du vil vre delagtig.

FormElet med dette brev er at igen forklare nogle af de ting vi har diskuteret og sikre at du har
modtaget enlnformed Consent Form, som er en del i de regler og standamtakring forskning i
USA der er til for at sikre etisk og korrekt forskning omkring den individuelle deltager. Jeg vil bede
dig om at underskrive denne form og sende tilbage til mig, enten via mail eller via normal post.

Den forskning model jeg vil bruger en kvalitativ model, der har til form(El at forstE
individuelle erfaringer og fornemmelser. PCE denne m&Ede vil jeg pr¢ ve at svare pE mit forsknings
spérgsmEHow do leaders in Denmark and Sweden create meaning of the constructs of authentic
leadership compared to leaders in the United States? (Oversat: hvordan skaber Danske og Svenske
ledere mening omkring tankebanerne indenfor autentisk ledelse sammenlignet med ledere i USA?).

Gennem din deltagelse, vil jeg pr¢,ve at forst@E essensen af autentisksimueden viser sig
gennem din erfaring. Efter et f¢ rste sp¢rgeskema, vil du evt. blive bedt om at deltage i fase to, hvor
jeg vil lave individuelle interviews, og stille sp¢rgsm&l omkring dine erfaringer, situationer, og
vigtige episoder for dig i din telse. Jeg s¢,ger ¥gte, Ebne, levende beskrivelser omkring din erfaring
og mennesker, steder, pladser du forbinder med disse beskrivelser og hvad de bet¢ d for dig; dine
tanker, f¢lelser og adf%ard.

Din deltagelse er meget v3¥rdifuld for denne studie, ogijgel forh@End sige tak for din tid,
energi og indsats. Om du har flere sp¢,rgsm@&EIl omkring studie, m@&mneémmest via email:

[NAME] @ncsu.edu.

De bedste hilsener,
[NAME]
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Sample letter — Swedish

KSra

Tack fsr ditt intresse i min doktorshandling om autentiskt ledarskap. Jag uppskattar ditt
unika bidrag vSldigt mycket och ser fram emot din medverkan.

Syftet med det hSr brevet Sr att Eterigen fsrklara n@Egra av de saker vi har diskuterat samt att
sSkra att du har mottagit &formed Consent Form, som Sr en del av de regler och standards som
omger forskning i USA och som Sr till fr att sSkerstSlla att all forskning dSr individer deltar, gEr
etiskt och korrekt till. Jag skulle vilja be dig att skriva under formulSret och skicka tillblarkgtil
antingen via mail eller vanlig post.

Den forskningsmodell jag kommer att anvSnda Sr en kvalitativ modell med syfte att fSrst@E
individuella erfarenheter och uppfattningar. PE s sStt vill jag besvara min forsknidgsfiidga
leaders in Denmark and Sweden create meaning of the constructs of authentic leadership compared
to leaders in the United States? (...versatt. hur skapar Danska och Svenska ledare mening av de
tankekonstruktioner som ligger till grund f3r autentiskt ledarskap jSmfsrt med led&®7).

Genom att du deltar, vill jag fSrsSka fSrst(E essensen av autentiskt ledarskap sEsom den visar
sig genom din erfarenhet. Genom ett f&rsta fr&EgeformulSr kommer jag att ev. be dig delta i en andra
fas, dSr jag kommer att utfdra individuella intervjoeh stSlla fr&Egor om dina erfarenheter,
situationer och viktiga hSndelser f&r dig och ditt ledarskap. Jag sSker Skta, $ppna och levande
beskrivningar av din erfarenhet och mSnniskor, platser och situationer du f&rknippar med
beskrivningarna och vad de Haetytt f&r dig, dina tankar, kSnslor och beteende.

Ditt deltagande Sr mycket vSrdefullt f&r den hSr studien och jag vill pE fsrhand sSga tack f5r
din tid, energi och insats. Om du har fler frEgor om studien mdky @itast via email:

[NAME] @ncsu.edu.

MCEnga hSlsningar,

[NAME]
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Sample letterDEnglish
Dear s

Thank you for your interest in my dissertation research on Authentic Leadership. I value the
unique contribution that you can make to my study and I am excited about your participation. The
purpose of this letter is to reiterate some of the things we have already discussed and to secure your
signature on the Informed Consent Fornwhich is a part of the US rules and standards in research in
that exist to ensure ethical and correct research when human subject are involved. I would like you to
sign the form and send back to me either by email or regular mail.

The research model I am using is a qualitative model through which I am seeking to
understand individual experiences and perceptions. In this way I hope to answer my research question

How do leaders in Denmark and Sweden create meaning of the constructs of authentic
leadership compared to leaders in the United States?

Through your participation, I hope to understand the essence of authentic leadership as it
reveals itself in your experience. After a firth questionnaire I may ask you to participate in the second
part of the study, in which I will conduct individual interviews and ask you about your experiences,
situations and important events to you and your leadership. I am looking for real, open and vivid
descriptions of your experience and of the people, places and situations you connect with the
descriptions and what these have meant for you, your thoughts and your feelings.

I value your participation and thank you in advance for your time, energy and effort to this
study. If you have any questions about the study, please do not hesitate to contact me on

[NAME]@ncsu.edu.

Kind regards,

[NAME]



APPENDIX C — Authentic Leadership Questionnaire

Authentic Leadership SeAssessment Questionnaire
1 | can list my three greatest weaknesses 112(3[4]|5
2 My actions reflect my core values 112(3]4]|5
3 | seek others opinions before making up my own mind 112|345
4 | openly share my feelirggwith others 112(3]4]|5
5 | can list my three greatest strengths 112(3[4]|5
6 | do not allow group pressure to control me 112(3|4]|5
7 | listen closely to the idea of those who disagree with me 112(3|4]|5
8 | let others know who | truly am as a person 112(3]4]|5
9 | seek feedback as a way of understanding who | reallyamasaperson | 1|2 | 3| 4|5
10 | Other people know where | stand on controversial issue 112|345
11 |Ido not emphasize my own point of view at the expense of others 112|3]4]5
12 | I rarely presat a OfalseO front to others 112|3|4]5
13 | I accept the feelings | have about myself 112(3]4]|5
14 | My morals guide what | do as a leader 112(3]4]|5
15 |1 listen very carefully to the ideas of others before making decisions 112(3]4]|5
16 | | admit my mistake$o others 1123|465
Selfawareness=1,5,9,13; Internalized Moral Perspective=2,6,10,14; Balanced Processing= 3,7,11,15;

Relational transparency=4,8,12,16
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APPENDIX D bTable of Significant Statements and Formulated Meanings

Significant Statement Formulated Meaning

1. | think itOs important that you are yourselfE so thereO. Being an authentic leader means being who you are and be
some layer youOre not aware about aware of who you are

2. 1 know sometimes my male managers woalgthings Being an authentic leader means standing up Far your Otrue
like Oyou need to be meaner, you need to be tougher®, youO is

IOm like, you know, that isnOt me. And if you need me tc

that, then maybe you donOt need me. | always try to stay

to who you are.

3. I was a terrible leader in the army for example, that jus Authentic leadership is about knowing wynau are as a leader
wasn't my thing and wouldn't have succeeded in the milit

life had | stayed in that, and so circumstances really are

important

4. | think I can play most roles on the team, without bein¢ Being an authentic leader, you know what you can do and ¢
one where 10m unique, but | play well in all positions not need the spotlight

5. | have a nasve belief in the bespeople, and | believe  Authentic leadership is about believing in followers and whe
people will do [what theyOre supposed to do] without bei they do

whipped or orders and commands.

6. | donOt think | can look back over time and see that | Being an authentic leader is about having a strong set of va
haver©been myself. IOve been immensely authentic and and not compromising on your values

faithful to my own principles.

7. Good leaders are those that havenOt been interested Authentic leadership is about presence and not compromist
next step or rre power but rather been in the situation th other ambitions

are and been present in the moment
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8. You have to draw a line for how bad you allow yoursel
feelEit Os a little bit of a survival instinct too.

9. One of the driving forces [to my leadership] is when
people develop and grow, being able to support them an
have that dialogue witthemE

10.To have a human perspective, make people feel
confirmed andEbe interested in them [followers] as peop
11. I always say that | prefer when people are honest anc
directEl do that too as a leader, | apply being very much
who | am without wrapping anything up

12. I think ts important there not some layer that gets in t
way of building mutual trust

13. 10m more grounded in myself now than | was beforel
think itOs a quite common journey

14. 1 can get caught up in the [issue] and have to think to
myself that Ocome on, you are the leader® and then you
to know how to balance, iime end you also need to be abl
to have that difficult conversation

15. OA really hard guy to work for told me Ol appreciate
having a yesnanOO , itag great to hear that he appreciatt
that and maybe th@t a little bit of a leadership element.
16. Even maybe with a bigger sense of purpose and in nr
a small sense of, at the end of the day, if mysthad been
watching me, would they be proud of me; had | done wel
had | done the right thing, had | done that extra little thing
help a colleagud would feel that at the end of the day.

Authentic leadership is directed as much toward the own pe
as to others

Being an authentic leader means empowering followers anc
feeling confident in your role doing that

Authentic leadership entails a genuingermest in others as
human beings
Being authentic also means disclosure of who one is

Being authentic as a leader means being able to build trust
followers and get followers to trust in the leader

Authentic leadership is something that is developed over th
journey of life

Authentic leaders knows how to balance emotions with the
situation, being authentic to their role

Being authentic as a leader also calls for courage

Authentic leadership is about having a greater sense pbgeyr
beyond self
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Table continued
17. Lots of Americans are very overt and have no hesitat Being authentic means accepting who you are regardless o
stepping up and talking big and trying to take control of tt societal norms
meeting or making sure everybody understands that they
know what they're talking about ahdon't feel that
compelling need that | think different personalities do.
18. Not recognizing the human value and only focus on Authentic leadersp is embracing others, valuing humans an
performance, | think thatOs bad their contributions
19. IOm always in doubt so | havenOt found my role as ¢ Being an authentic leader is aboutiag yourself who am | as
leader, | mean, | always doubt if | do it wellEmy starting a leader
point is always that | can do it better
20. | have a deep sense of respect for [leaders that insta Being an authentic leaders signifies being open to feedback
trust and gives space and that also dares to challenge pe learning
[to develop]
21. It®@ a developmentEand | have heard myself in a hea Authentic leadership is about harnessing moments of aware
conversation say Obut this is me, and | cant change that!
would hate living with someone like that.
22. 1tOs about seeing the best irpfEemot think about them Being an authentic leader signifies having a genuine interes
as if they leave the brain by the gate as the come to worl people and view them as equals.
to see them andEwell, to like them.
23. We are not going into aws#tion and talk about money Authentic leadership rests upon strong values.
first, but when we know our goals, our values and where
weOre heading, then we can talk about itEbut not enter &
situation thinking about profit first.
24. But | do not hold grudge! just do not. IOve changed t/ Being an authentic leader means improving yourself, throuc
in myself. And | donOt know, it may not sound like a big self-reflection and awareness.
thing but it was a big deal to me to know that OthatOs jus
way IOm made0, is not an excuse.
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Table continued.

25. When they’re [leaders] talking to you, you actually Authentic leadership cannot be applied or faked.

believe what they are saying and it’s not just the nice spin

because you have read in management books to do this, but

they really believe that this is the way to operate and work

and be straightforward.

26. I am very much a believer in letting people do things the Being an authentic leader means having optimism and hope.
way they feel best...and just [have] the faith that if you’re

doing the right things, it is going to work out right, and any

bad experiences you learn from...I am definitely a very glass

half full kind of person.




