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Abstract

Employee Perceptions of Authentic Leadership and
Outcomes of Planned Organizational Change

This survey research study examined the relatipriséiween employee
perceptions of authentic leadership and plannednizgtional change outcome as well as
employee perceptions of authentic leadership aswbrese to planned organizational
change. The research questions that guided thdy sire:What is the Relationship
between Employee Perceptions of Authentic Leadeesid Planned Organizational
Change Outcome? What is the Relationship betwegsidyee Perceptions of Authentic
Leadership and Response to Planned OrganizatiohahGe?

The study population consisted of 200 survey paditts who were sought through
Amazon Mechanical Turk. Participants were asketthittk of one specific
organizational change that was experienced, anditty of this experience, completed a
guestionnaire consisting of existing and validateales to measure perceptions of
authentic leadership and response to organizataraige. Organizational outcome was
also measured in addition to organizational chayge, organizational commitment, and
basic demographics.

This study investigated and found positive andrgjroorrelations between
employee perceptions of authentic leadership ggHreness, relational transparency,
balanced processing, and internalized moral petisg¢@and response (cognitive,
emotional, and intentional) to planned organizalamange. This study also found
positive and moderate correlations between emplpgeeeptions of authentic leadership

and organizational change outcome.



Consideration of the benefits of authentic leaderah it relates to change is
particularly important to organizations due to kingh rate of organizational change
failure, which has been found to average around @086 the past 50 years (Beer &
Nohira, 2000; Burnes, 2009; Cope, 2003; Greine8/1®lammer & Champy, 1993;
Hughes, 2011; Keller & Aiken, 2009; Kotter, 2008ater, 2010; Rogers et al., 2006;
Senturia et al., 2008). The findings of this stpdgvide further evidence for this dire
situation where 93% of participants indicated thatplanned organizational change
effort did not succeed, by not meeting all intendedls.

This study provides empirical evidence for the pesieffects of authentic
leadership, specifically organizational change sas@nd positive employee response to
organizational change. It is possible that if ofgations proactively develop and
promote authentic leadership prior to or duringpeganizational change, the change
effort may have greater potential for success. & Hieslings will assist leaders and
practitioners in adjusting leadership practicesalection and development of authentic
leadership to ensure the optimization of leaderbkipaviors that enhance organizational

change outcomes.

Vi
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CHAPTER 1: INTRODUCTION
The purpose of this study was to explore the @tahip between employee
perceptions of authentic leadership and plannednizgtional change outcome as well as
employee perceptions of authentic leadership aswbrese to planned organizational
change. Specifically this study investigated drinwas a correlation between employee
perceptions of authentic leadership (self-awaremetational transparency, balanced
processing, and internalized moral perspective)maaned organizational change
outcome. It also investigated if there was a datien between employee perceptions of
authentic leadership (self-awareness, relatioaaktrarency, balanced processing, and
internalized moral perspective) and response (¢twgnemotional, and intentional) to
planned organizational change. This study inclualetbderating variable of
organizational change type (alpha, beta, and gamittag findings of this study build on
current notions of leadership within literature,arthentic leadership theory as well as
organizational change theory.
Statement of the Problem
Organizational change often causes great streébgvain organization. Research
has found that leaders can leverage successfuliaegenal change as competitive
advantage. Leaders play a key role during orgéinizal change due to their
interpersonal interactions (Drucker, 1999). Iniadd, leaders are responsible for
change strategy, implementation, and monitoringd,therefore directly influence the
actions within the organization that enable chaiyecker, 1999; Gilley, 2005, Kanter,

Stein, & Jick, 1992). The challenge of leadingray®is therefore one of the most



essential roles of a leader within the ever-chamgiganization (Nohira, Joyce, &
Roberson, 2003; Ahn, Adamson, & Dornbusch, 2004).

Long-term studies of organizational change effbage indicated that change
efforts do not often achieve desired results (BEmenstat, & Spector, 1990). Studies of
change initiatives indicate failure rates of 33%asohigh as 90%t, but over the past 50
years a failure rate of approximately 70% has lemalent (Beer & Nohira, 2000;
Burnes, 2009; Cope, 2003; Greiner, 1967; Hammehé&npy, 1993; Hughes, 2011;
Keller & Aiken, 2009; Kotter, 2008; Maurer, 2010oders et al., 2006; Senturia et al.,
2008). Research has shown that employees’ atsitimdeard change are essential
contributors to whether an organization’s chanderesucceeds or fails (Lines, 2005).
In addition, Gill (2003) suggests that many chaefjerts fail due to lack of effective
leadership. It has been suggested that thesagesalspecifically due to lack of positive
leadership traits such has honesty and moralitl, &103). Authentic leadership
specifically espouses the traits of honesty throsgjfrawareness and relational
transparency. Authentic leadership promotes ntgrédrough internalized moral
perspective.

Authentic leadership is based on an interactivegamiline relationship that
develops between a leader and a follower and dsrafisour main aspects: self-
awareness, relational transparency, balanced mioggsnd internalized moral
perspective (Walumbwa, Avolio, et al., 2008). mmi@tion supporting the link between
employee attitudes toward change and positive tshgetraits, such as those espoused

by authentic leadership, would be particularly b because both have been



separately shown by researchers (Gill, 2003; LiA885) as essential to organizational
change success.

However, we do not have adequate information tio diathentic leadership to
employee response to organizational change betlaisselationship has not been
researched to date. In addition, there is litthg®ical research on the effects of
authentic leadership on organizational successs sthdy was conducted to provide
evidence that a positive relationship exists bebtnaghentic leadership and employee
response to organizational change. As a resultisfelvidence, it is possible that if
authentic leadership is espoused during an orgadonzdh change, change failure could be
mitigated.

Purpose and Research Questions

Consideration of the benefits of authentic leaderah it relates to change is of
critical and immediate concern to organizations tugne high rate of organizational
change failure (Parry & Proctor-Thomas, 2001)ortfanizations are prepared and
promote authentic leadership during an organizatiohange, the change effort may
have greater potential for success. Thereforeptingose of this study was to explore the
relationship between employee perceptions of atithezadership and organizational
change. This study builds on current notions ¢fi@ntic leadership and planned
organizational change. The research questiongthdéd this study are:

What is the Relationship between Employee Perceptions of Authentic Leadership and
Planned Organizational Change Outcome?
What is the Relationship between Employee Perceptions of Authentic Leadership and

Response to Planned Organizational Change?



It was first proposed that high levels of percemiof authentic leadership have a
positive correlation to organizational change ooteand that high levels of perception
of authentic leadership positively correlate toippos outcomes of organizational change
(Hypothesis 1). This study included the moderatiagable of type of organizational
change which was also measured because peoplesenges of organizational change
vary and it was proposed that high levels of pefoamf authentic leadership positively
correlate to responses to organizational changeasgly as organizational change type
becomes more complex (Hypothesis 2). It was alspgsed that high levels of
perception of authentic leadership positively clatesto positive response to
organizational change when controlling for orgaticraal commitment (Hypothesis 3).
The hypotheses are as follows:

Hypothesis 1. There is a positive correlation betwen employee perceptions of
authentic leadership (overall authentic leadershipself-awareness, internalized
moral perspective, balanced processing, and relatial transparency) and planned
organizational change outcome (organizational chamgsuccess, overall response to
change, cognitive response to change, emotional pesse to change, and intentional
response to changelt is hypothesized that planned organizationahgesefforts are
more likely to succeed (meet intended goals) anpl@yees respond more positively to
planned organizational change with stronger auihérddership.

H1lao: There is no positive correlation between emplgyeeeptions of authentic

leadership (overall) as measured by the ALQ (Auticdreadership Questionnaire)

and planned organizational change outcome.



H1la:: There is a positive correlation between emplgy@eeptions of authentic
leadership (overall) as measured by the ALQ andnad organizational change
outcome.

H1go: There is no positive correlation between emplgyereeptions of authentic
leadership (overall) as measured by the ALQ anplorese (cognitive, emotional,
and intentional) to planned organizational charggmeaasured by Piderit's
Reaction to Organizational Change Scale.

H1g:: There is a positive correlation between emplqeeeptions of authentic
leadership (overall) as measured by the ALQ anglomese (cognitive, emotional,
and intentional) to planned organizational charggmeasured by Piderit's
Reaction to Organizational Change Scale.

Hlco: There is no positive correlation between emplgyereeptions of authentic
leadership (self-awareness) as measured by the(Au@entic Leadership
Questionnaire) and planned organizational changsome.

Hlc1: There is a positive correlation between emplqeeeptions of authentic
leadership (self-awareness) as measured by theakidplanned organizational
change outcome.

H1lpo: There is no positive correlation between emplgyeeeptions of authentic
leadership (self-awareness) as measured by theakidyesponse (cognitive,
emotional, and intentional) to planned organizalamange as measured by
Piderit’'s Reaction to Organizational Change Scale.

H1lp:: There is a positive correlation between emplq@eeptions of authentic

leadership (self-awareness) as measured by theakidyesponse (cognitive,



emotional, and intentional) to planned organizalamange as measured by
Piderit’'s Reaction to Organizational Change Scale.

Hleo: There is no positive correlation between emplgyereeptions of authentic
leadership (internalized moral perspective) as oreasby the ALQ (Authentic
Leadership Questionnaire) and planned organizdtoreamge outcome.

H1le:: There is a positive correlation between emplgyereeptions of authentic
leadership (internalized moral perspective) as oreasby the ALQ and planned
organizational change outcome.

H1ro: There is no positive correlation between emplgyeeeptions of authentic
leadership (internalized moral perspective) as oreaisby the ALQ and response
(cognitive, emotional, and intentional) to planm@danizational change as
measured by Piderit’s Reaction to Organizationar@fe Scale.

H1r:: There is a positive correlation between emplgy&eeptions of authentic
leadership (internalized moral perspective) as oreaisby the ALQ and response
(cognitive, emotional, and intentional) to planm@danizational change as
measured by Piderit’s Reaction to OrganizationarCfe Scale.

Hlco: There is no positive correlation between emplgyeeeptions of authentic
leadership (balanced processing) as measured ALQgAuthentic Leadership
Questionnaire) and planned organizational changsome.

Hls:: There is a positive correlation between emplqy@eeptions of authentic
leadership (balanced processing) as measured BLQend planned

organizational change outcome.



H1lo: There is no positive correlation between emplgyeeeptions of authentic
leadership (balanced processing) as measured BALQeand response (cognitive,
emotional, and intentional) to planned organizalamange as measured by
Piderit’'s Reaction to Organizational Change Scale.

H1y:: There is a positive correlation between emplg@eeptions of authentic
leadership (balanced processing) as measured BALfQeand response (cognitive,
emotional, and intentional) to planned organizalamange as measured by
Piderit’'s Reaction to Organizational Change Scale.

H1l: There is no positive correlation between emplgyeeeptions of authentic
leadership (relational transparency) as measuredeoLQ (Authentic Leadership
Questionnaire) and planned organizational changsome.

H1l;: There is a positive correlation between emplgeeeptions of authentic
leadership (relational transparency) as measuredeopLQ and planned
organizational change outcome.

H1,0 There is no positive correlation between emplgyereeptions of authentic
leadership (relational transparency) as measurededoiLQ and response
(cognitive, emotional, and intentional) to planm@danizational change as
measured by Piderit’s Reaction to OrganizationarCfe Scale.

H1;:: There is a positive correlation between emplqereeptions of authentic
leadership (relational transparency) as measuredeoLQ and response
(cognitive, emotional, and intentional) to planm@danizational change as

measured by Piderit's Reaction to Organizationargje Scale.



Hypothesis 2: There is a positive correlation betwen employee perceptions of
authentic leadership (overall authentic leadershipself-awareness, internalized
moral perspective, balanced processing, and relatal transparency) and response
to planned organizational change (overall responsepgnitive, emotional, and
intentional) when moderated by type (alpha, beta,r@d gamma) of planned
organizational change. It is hypothesized that employees respond moséipely to
planned organizational change with stronger auitbéddership as type of planned
organizational change becomes more complex.

H2a0: There is no positive correlation between emplgyeeeptions of authentic

leadership (overall authentic leadership, self-anwass, internalized moral

perspective, balanced processing, and relatioaasprarency) as measured by the

ALQ and response (overall response, cognitive, Emal, and intentional) to

planned organizational change as measured by 2sdedaction to Organizational

Change Scale when moderated by type (alpha, bedagamma) of planned

organizational change.

H2a1: There is a positive correlation between emplq@eeptions of authentic

leadership (overall authentic leadership, self-anwass, internalized moral

perspective, balanced processing, and relatioaasprarency) as measured by the

ALQ and response (overall response, cognitive, Emal, and intentional) to

planned organizational change as measured by Psdeaaction to Organizational

Change Scale when moderated by type (alpha, bedagamma) of planned

organizational change.



Hypothesis 3: There is a positive correlation betwen employee perceptions of
authentic leadership (overall authentic leadershipself-awareness, internalized
moral perspective, balanced processing, and relatal transparency) and response
to planned organizational change (overall responsepgnitive, emotional, and
intentional), controlling for organizational commitment. It is hypothesized that
employees respond more positively to planned opgaioinal change with stronger
authentic leadership when controlling for organaaal commitment.
H3a0: There is no positive correlation between emplgyeeeptions of authentic
leadership (overall authentic leadership, self-awass, internalized moral
perspective, balanced processing, and relatioaasprarency) as measured by the
ALQ and response (overall response, cognitive, Emal, and intentional) to
planned organizational change as measured by 2sdedaction to Organizational
Change Scale, controlling for organizational comnmeitt as measured by the
Meyer & Allen (1997) Organizational Commitment Quesnaire.
H3a1: There is a positive correlation between emplqyeeeptions of authentic
leadership (overall authentic leadership, self-awass, internalized moral
perspective, balanced processing, and relatioaasprarency) as measured by the
ALQ and response (overall response, cognitive, Emal, and intentional) to
planned organizational change as measured by 2sdedaction to Organizational
Change Scale, controlling for organizational comnmeitt as measured by the

Meyer & Allen (1997) Organizational Commitment Quesnaire.



Significance of the Study

Significant attention is being directed toward tbke that leaders play in follower
engagement at work, and it has been suggestedrtigtizational outcomes are greatly
enhanced when employees believe that they are geppoecognized, and developed by
their leaders (Harter et al, 2002). Authentic k¥atiip espouses these ideas of employee
support, recognition, and development. Findingafthis study are important to
practitioners because results from this study eigi@ positive relationship between
authentic leadership and organizational changeestimg in authentic leadership
development has the potential to enhance orgaaimdtchange.

Further, given the state of high-profile casesradthical leadership as well as the
instability of organizational outcomes during ampa initiative, a study of authentic
leadership and response to organizational changeaety and relevant. This study
found a positive relationship between authentidéeship and organizational change.
Findings from this study can be used as the basietommending authentic leadership
selection and development within organizationscgpdting an organizational change.

The findings of this research help to fill the r@s# gap on the relationship
between authentic leadership and organizationalgdaThis research specifically adds
to existing authentic leadership research by shglys relationship with organizational
change outcome and employee response to changs,thet have not yet been
researched to date. Walumbwa and colleagues (2p@gjfically cite a need for
researchers to examine whether authentic leadehsisian impact on the performance of

the individual, unit, or overall organization.
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Employee reactions to change are often overlookedscovitch & Meyer, 2002)
with the common focus of leadership as well as geaesearch on higher level leader-
focused, macro, or systems-level approach (Judgal, ¢999). Judge, et al., and others
(e.g., Aktouf, 1992; Bray, 1994; Wanberg & Bana30@) have called for a more person-
focused approach to the study of organizationahgba(Herscovitch & Meyer, 2002) as
well as leadership (Hollander, 1992; Hollander &&@iann, 1990; Meindl, 1990;
Meindl, 1993). The findings of this study helpfilbthe research gap in employee
response to planned organizational change.

Much of the research on leadership and its impadollowers utilized qualitative
measures versus using quantitative designs aneftinerconclusions from some of this
literature are limited due to the inability to vigrand validate the relationships proposed
therein (Yukl, 2006). Scholars have called foemawed focus on conducting
guantifiable studies in order to broaden our undeding of the effects of leadership on
followers (Day, Zaccaro & Halpin, 2004; Walumbwaaét 2008). This research helps to
fulfill the need for more quantitative studies otl@entic leadership and organizational
change.

Leaders and practitioners are more informed anel @gbositively impact
employees during an organizational change by pradgtembodying the traits of
Authentic Leadership based on the evidence fromghidy. Therefore, if strong
authentic leadership behaviors are enacted, orgtamal change failure may be
mitigated or reduced. Authentic leadership traitd behaviors can be propagated and

developed through leadership development programeel as leadership coaching.
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Conceptual Framework

Figure 1 depicts the proposed relationship betvieaaership and planned
organizational change. The first relational arrepresents the relationship between
leadership and organizational change. Leadershigiparty ultimately responsible for
change strategy, implementation, and monitoringi¢Rer, 1999; Gilley, 2005, Kanter,
Stein, & Jick, 1992). The challenge of organizatiochange is therefore one of the most
essential roles of a leader within the ever-chajngmganization (Nohira, Joyce, &
Roberson, 2003; Ahn, Adamson, & Dornbusch, 2004).

The first question mark and second relational afnro®igure 1 represents the first
research question. The first research questiotersearound the relationship between
employee perceptions of authentic leadership aawngld organizational change
outcome: What is the Relationship between Employee PeraeptdAuthentic
Leadership and Planned Organizational Change Ou&®dithis proposed that in the
presence of positive leadership, planned orgaoizatichange is more likely to be
successful.

The second research question centers around #t®nship between employee
perceptions of authentic leadership and responpltmed organizational chang@/hat
is the Relationship between Employee PerceptioAgitifentic Leadership and Response
to Planned Organizational Change®hen positive leadership is espoused, employees
are more prone to perceive their environment ap@tipe, and are therefore more likely
to reciprocate support to the organization (Bandi®&6). It can therefore be proposed
that in the presence of positive leadership, eng#@eyespond positively to planned

organizational change.
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The second question mark in Figure 1 representadtigional hypotheses. It is
hypothesized that when a planned organizationalgdé implemented by an authentic
leader, who positively espouses the traits of aelireness, balanced processing,
relational transparency, and internalized moragjpective (independent variables),
employees respond to that change positively oretleneels: cognitive, emotional, and
intentional (dependent variables).

The first bottom box represents the moderatingakdei of type of organizational
change which was measured because people’s expesiehorganizational change vary.
This moderating variable affects the relationstepneen the independent and dependent
variables. Organizational change type has beeratipralized by Golembiewski and
colleagues (1976) as alpha: the lowest level chafigcting only tasks, beta: a moderate
change affecting people and tasks, and gamma chémgmost significant change that
entails organizational transformation. The secaoitbin box represents organizational
commitment which also has the potential to affbetrelationship between the

independent and dependent variables and was dexltfol.
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Figure 1. Conceptual Framework

Leadership - 5 Organizational Change
Follower
Perceptions of | ;.cearch questions Response to
Authentic G D > Planned
Leadership Planned Organizational
Organizational Change
Change
Self-awareness O utcome
Cognitive Response to Change
Balanced Processing Hypotheses
Cm D D> Emotional Response to Change

Relational Transparency

Intentional Response to Change
Internalized Moral Perspective

i)

Level of Organizational Change

Alpha Level
Organizational Commitment
Beta Level

Gamma Level

Figure 1.Positive perceptions of authentic leadership legaositive planned
organizational change outcomes such as organizhtibiange success and positive

follower response.

Authentic Leadership

Luthans and Avolio have defined authentic lead@rslsia process that “results in
both greater self-awareness and self-regulatediy®$fiehaviors on the part of leaders
and associates, fostering positive self-developi@003: 243). Authentic leaders are

“deeply aware of how they think and behave andpareeived by others as being aware
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of their own and others’ values/moral perspectikeswledge, and strengths; aware of
the context in which they operate; and who areident, hopeful, optimistic, resilient,
and of high moral character” (Avolio, Luthans et aD04, p. 7).

Walumbwa, Avolio, et al. (2008), asserts that anticdeadership consists of four
contructs: self-awareness, relational transpardmaanced processing, and internalized
moral perspective. Authentic leadership is devetband nurtured within interactive and
genuine relationships that develop between a lematkia follower.

Planned Organizational Change

Planned organizational change is an intentionaicehto modify an organization’s
system (Burke, 2002). Leaders, practitioners, @l ag scholars often find that the
accomplishments of various organizational chanfgetefare often found to be a linchpin
of organizational success or failure (Drucker, 199bhis criticality has stimulated
further research into change practices, methodesogind results (Drucker, 1999).

Response toward organizational change is defineah @nployee’s overall
evaluative judgment of a change initiative impleteerby his or her organization, and
this organizational change can be viewed as bethgreositive or negative by the
employee (Lines, 2005). Employee response to czgdonal change is an essential
contributor to whether an organization’s changeré8ucceeds or fails (Lines, 2005).
When an employee possess a strong, negative respmokange, he or she is more
likely to oppose the change initiative. In turrhem an employee possess a strong,
positive response to change, he or she is morly likesupport and facilitate the change

initiative (Lines, 2005).
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Piderit (2000) and Oreg (2006) identify cognitieepotional, and behavioral
dimensions of response to change. Lines (20083 aitwide variety of responses to
change as behaviors, all of which can range betwieng or weak. Thus response to
change is viewed as multi-dimensional, which ndy amvolves how organizational
members behave (intentional) in response to chéredevior), but how they think about
the change (cognitive), and how they feel aboutti@nge (emotional).

Summary of Methodology

Survey participants were sought from Amazon Meateniurk, an online
crowdsourcing and survey tool. This population selected due to the diversity in
participants’ background and ease of access faritsdion. Participants were required to
have at least five years of full-time work expederand have personally experienced an
organizational change within the past five yearbese requirements ensure that
respondents were able to relate and appropriags|yond to the questionnaire due to
their previous work experience. In addition, tivedsity of the participant work
backgrounds adds to the generalizability of thislgt

Participants were asked to think of one specifgaaizational change that he or she
experienced, and thinking of this experience, cataol a questionnaire consisting of two
existing and validated surveys. The first sunfaythentic Leadership Questionnaire
(ALQ), measured perceptions of authentic leaderahgbconsists of 16 items on a 4-
point scale. This survey specifically measuredhawnitic leadership via four constructs:
self-awareness (.92 reliability), balanced proces$i81 reliability), relational
transparency (.87 reliability), and internalizedrai@erspective (.76 reliability). The

second survey, Piderit’'s Reaction to Change Sd&189), measured response to
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organizational change and consists of 31 items Dipaint scale. This survey
specifically measured response to organizationahgt via three constructs: cognitive
(.83 reliability), emotional (.87 reliability), andtentional (.84 reliability). Demographic
guestions to identify personal attributes wereudeld in the survey which included:
gender, age, ethnicity, education, job title, I&ngft full-time work experience,
organizational industry, and organizational level.

Because people’s experiences of organizationalgehaary, type of organizational
change was measured as a moderating variable. ofygrganizational change has been
operationalized by Golembiewski and colleagues 188 alpha (lowest level change
affecting only tasks), beta (moderate change affgqteople and tasks), and gamma
change (most significant change that entails orgdinnal transformation).

The individual attribute of organizational commitmé&as been found to be an
important consideration due to its potential impatresponse to planned organizational
change and it is therefore a supplementary itetrvtha measured. Organizational
commitment has been defined as "the extent to wdnglrson identifies with and works
toward organization-related goals and values" (etarnisch & Meyer, 2002, p. 475).
Organizational commitment was measured using MagdrAllen's (1997) three-
component model which is comprised of affective ggonal attachment and
identification), continuance (awareness of costieaving the organization), and
normative (feelings of obligation) commitment.

A Power Analysis was performed to determine appatpisample size and this
study targeted a sample size of 200 respondentsdd& Settle, 2003). Correlation and

regression analyses were performed using SPSSd BBasure the relationships
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between the independent variables (authentic Ishgerself-awareness, balanced
processing, relational transparency, and interedlinoral perspective) and dependent
variables (planned organizational change outcorda@sponse to planned organizational
change: cognitive, emotional, and intentional). SR8.0 was also used to run
descriptive statistics of the survey responses agalange, mean, median, mode, and
standard deviation.

Assumptions and Limitations

This study is limited by the survey method and @etalysis techniques. The
survey questions only allow for responses on aesgtonse scale and do not allow for
additional input by the participant. An additiotiatitation is the potential for single
source bias, a form of common method bias, whideaifrom overlapping variability
due to the data being collected from a single saurc

A major assumption in this study is that responsl@dre able to recall a specific
organizational change that they experienced andgraisdy respond to the questionnaire.
Also, it was assumed that participants truthfudgponded to the survey, recalling a
specific organizational change experience, anairefd from personal bias.

This study also has limitations based on the cardkthe authentic leader and
organizational change experienced by the individbdasuring the type of change the
respondent experienced allowed for control of thaxlerating variable.

Definitions of Key Terms
Alpha Change: Change that targets or affects only the tasks torites of an

organization is the lowest level change and hasethst impact on the organization. Task
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efficiency is improved, but neither the people raes they assume are affected

(Golembiewski et al, 1976).

Authentic Leadership: “A process that draws from both positive psychatagi

capacities and a highly developed organizationateod, which results in both greater
self-awareness and self-regulated positive behsanithe part of leaders and associates,
fostering positive self-development” (Luthans & Aep 2003: 243). Authentic Leaders
are “deeply aware of how they think and behavearderceived by others as being
aware of their own and others' values, moral petsge knowledge, and strengths;

aware of the context in which they operate; and at@oconfident, hopeful, optimistic,
resilient, and high on moral character” (Avolio,thans, & Walumbwa, 2004). There

are four aspects to authentic leadership: self@nwess, relational transparency, balanced

processing, and internalized moral perspective (Mialwa, Avolio, et al., 2008).

Balanced Processing: Objective analysis of all relevant data prior toking a decision

(Walumbwa, et. al., 2008).

Beta Change: Change that targets or affects both the peoplarenthsks they perform
within an organization. This is of greater impgthe organization than alpha level
change. This change is significant because ittffeeople within the organization, but it

does not represent the highest level change (Gaodsvski et al, 1976).
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Cognitive Response to Organizational Change: A cognitive response to a change is

what one thinks or believes about a change (PjdzQ0).

Emotional Response to Organizational Change: An emotional response is how one

feels about a change (Piderit, 2000).

Gamma Change: Gamma change that transforms the organization into a eetry.
This type of change affects the people, the tamkd the organizational and management
structure. Gamma change is the highest, mostfgigni level of organizational change

(Golembiewski et al, 1976).

Internalized Moral Perspective: A form of self-regulation that as a result of beawgare
of the impact of one’s behavior on others, behagionorally guided through equitable
and fair decision-making. (Avolio & Gardner, 20@ardner et al., 2005; Walumbwa et

al., 2008).

I ntentional Response to Organizational Change: An intentional response to a change is

what one plans on doing or behaving as a reswatabfange (Piderit, 2000).

Planned Organizational Change: Planned organizational change is a deliberate ehoic

to modify an organization’s system (Burke, 2002).
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Relational Transparency: Presentation of one’s authentic self as opposeda&e or

distorted self to others (Kernis, 2003).
Response to Organizational Change: An employee’s overall evaluative judgment of a
change initiative implemented by his or her orgatian which can be either positive or

negative (Lines, 2005) as well as cognitive, emmaipand intentional (Piderit, 2000).

Self-awareness. Understanding and acceptance of one’s own moterastions, desires,

and self-relevant cognitions (Lagan, 2007).
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CHAPTER 2: REVIEW OF THE LITERATURE
Introduction

This study builds on current notions of leadershiihin literature on authentic
leadership theory as well as planned organizaticmahge. This literature review
generally overviews organizational change theod/then delves into responses to
planned organizational change. Next, this liteateview overviews leadership and
more specifically outlines authentic leadershiptiye A discussion of the relationships
between authentic leadership and response to @agamal change provides support for
the proposed hypotheses.

This literature review utilized ProQuest/ABI InforfBusiness Source Premier,
Web of Social Science Citation Index, and Googledkr databases and focused on the
following key search terms: “leadership”, “autherdgadership”, “organizational
change”, and “response to change.” Search rasglisded published books, theoretical
articles, dissertations, and empirical researadtiiffigs. In addition a library catalog
search was used to find relevant books. Seminaliggeand models of organizational
change were used as well as past and present eahgitudies. Authentic leadership was
also researched using seminal theories and moslelelaas recent empirical studies and
dissertations.

This review focused on literature primarily frometlast 20 years, from the 1990s
to present, as this has been a time of major flmusrganizational change and authentic
leadership respectively. The literature was itetlan January 2010 and was

continuously updated as the research proposal witerwand revised until January 2014.
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Organizational Change

This section describes organizational change beggnwith organizational change
theory. A discussion of organizational changeréfimlure follows. An overview of
how individuals respond to organizational changectues the section. How
individuals respond to organizational change igtecal piece to solving the problem of
organizational change failure.

Planned organizational change is defined as aatelib choice to modify an
organization’s system (Burke, 2002). Emphasistange has increased as it has been
realized to be a critical driver of organizatiosatvival (Drucker, 1999). Present-day
organizations are faced with an accelerated pachasfge. Market competition,
advances in technology, and the global market@aeell factors in today’s
organizational landscape. This hyper-competitieek@atplace is evident in the constant
fluctuations in the Fortune 500 list over its retmmt history. The global marketplace has
seen the dramatic emergence of new organizatikesdoogle and conversely seen the
struggles of iconic organizations like General Mstand their failure to respond to the
changing market. History has shown that compah@ssucceed in this fluctuating
environment have shown great ability in respondaypdly to change. Further
investigations of change practices, methodologied,results have been fueled by this
criticality (Drucker, 1999). A review of organizanal change theory and research is
covered in the following section.

Lewin
Lewin’s (1947) model of organizational change was of the first centering

around organizational change specifically. Kunvireproposed a "force field" analysis
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model to understand organizational change. Irefietd analysis Lewin proposes that
an organization is typically in a state of equiliion. Two forces maintain organizational
stability: driving forces and restraining forces.

The elements of the organization which supportsarelé organizational change are
the driving forces. The restraining forces keepdhganization at equilibrium. If the two
forces are equal, the organization remains fixathen one of these two forces becomes
stronger than the other, called disequilibrium,ngeoccurs. The organization reverts to
a new state of equilibrium once the change ocdiewify, 1947).

Episodic and Continuous Change

Organizational change has been described by WeiQki&n (1999) as either
episodic or continuous. The leader plays a differele in each of these two change
models. Episodic change is discontinuous and fiateal, whereas continuous change
consists of small, yet intentional, adjustments.

Episodic change occurs when organizations are rgauvay from their
equilibrium during a period of divergence (Weick@&inn, 1999). This type of change
can be characterized as discontinuous, infreqaeuaitjntentional (McCarthy, 2008). The
organizational divergence is often a result of@agng misalignment between internal
structure and perceived environmental impacts (W&iQuinn, 1999). This type of
change is labeled episodic because it tends ta aeclistinct episodes or periods which
are caused by external triggers such as economintdmns or internal factors such as an

organizational merger (Weick & Quinn, 1999).
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A dominant assumption in episodic change is theddes create the conditions for
change (Rowland & Higgs, 2008). These conditiaescaeated through plans and
projects and can also include environmental oucaltimpacts.

Continuous change is organizational change thetadsing and ongoing
(McCarthy, 2008). Weick and Quinn (1999) descuobange as being grounded in
continuously updating work processes. The maieaspf continuous change is the
notion that continuous adjustments, whether smdlrge, created simultaneously across
the organization, slowly build and create subs#hctiange (Weick & Quinn, 1999).
When leaders evolve an organization into somettiiagcan hold the balance between
stability and change, the organization can throrethe edge of chaos’, where the
organization continuously evolves, by learning addpting (Rowland & Higgs, 2008).

Rowland and Higgs (2008) view the difference betwegisodic and continuous
change as the difference between how change geitsgad and how change actually
happens within organizations. They contend thgamzations manage change in a
programmatic, linear manner. Leaders lay out jpytnoject plans, try to predict
organizational outcomes, they appoint working ggowmd launch coordinated
initiatives. On the other hand, organizational @genan also happen more unpredictably,
often behind the scenes and from random inciderdsiaplanned events. This more
chaotic form of change requires leaders to be rattemtive in determining what is
happening within the organization and taking angasfunities to positively and
proactively change the course of events, rather ptenning efforts for the future

(Rowland & Higgs, 2008).
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Organizational Change Failure

Despite the knowledge about and attention givesrganizational change, many
change efforts often fail (Erwin & Garman, 201@.survey of 1,536 executives
involved in a wide variety of change initiativesufal that only 38% thought these
initiatives were successful. Success was definedesting the goals of the change
initiative. In addition only 30% of surveyed exawes thought that they contributed to
the sustained improvement of their organizatiossr(l and Pung, 2007). Resistance to
change, which is a negative response to changégis cited as a reason for problems
with implementation of change and the failure cddpe initiatives (Erwin & Garman,
2010). Prochaska et al. (2001) cite a Deloitte Bmgche survey of 400 organizations
which indicated that resistance to change wasaihedason for organizational change
initiative failures. In addition, Bovey and Hed®(Q1) cited numerous organizational
studies which indicate resistance to change asitiet common problem faced by
leadership in implementing change.

Organizational change and resulting resistancéaonge has been studied by
researchers for many years. Efforts during theéd$%%ere mainly focused on the
organizational and systemic levels of analyses ife&Garman, 2010). Using
systemic-level organizational factors such as misand strategy, policy and procedures,
and organizational structures that often influeoiganizational change, Burke and
Litwin (1992) have encouraged greater attentioregard to individual behaviors, needs,
values, and motivation in understanding and inftuieg the success of organizational

change efforts in their causal model of organizetigperformance and change.
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Organizational change strains not only the orgdimzaas a whole but also the
individuals within the organization (Vakola & Nikau, 2005). Research has shown
(Reichers, Wanous, & Austin, 1997; Rush, SchodBatnard, 1995; Schweiger &
DeNisi, 1991) that if an organization is to suctadsimplement change, a change
strategy must be developed that takes the emplogsgshological processes into
account. Failure of a leader to take this intabaot may cause the change initiative to
fail. Implementing a change initiative without tagiemployee’s psychological processes
into account can result in employees experiencels as stress and cynicism, both of
which have the potential to reduce organizatiopatmitment, job satisfaction, trust in
the organization, and motivation (Reichers, Wan&u&ustin, 1997; Rush, Schoel, &
Barnard, 1995; Schweiger & DeNisi, 1991).

Rowland and Higgs (2008) believe that if leaders master the management of
purposeful change efforts and simultaneously taptime natural inertia of organizational
change many change efforts would not “fail.” Theréoo often an over-emphasis on the
more formal, often forced, programmatic approacthtange at the expense of the less
planned, and natural approach.

Rowland and Higgs (2008) also hypothesized thattam reason why so many
big change efforts fail is because they have ovalypted a top-down and one-look
approach. Leadership should instead work with tfege in order to make conscious
and thoughtful decisions. This also leads to pakimsights about themselves and their
own leadership which enabled them to implement gban a different way, as they

engaged the rest of their leadership communitirénchange effort.
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A review of studies from the 1990s by Armenakis Bedain (1999) focused on
the individual reactions to organizational change how organizational change is
interpreted and reacted to by members of the orgéioh. Receptivity, resistance,
commitment, and other personal reactions were faard important aspects to consider
when implementing organizational change. Armenaki$ Bedain (1999) note that
organizations are open systems and, thereforelem@y dependent on human direction
for organizational change to succeed. They algblight several areas in which greater
attention was needed in the study of organizatiohahge: content, context
(environmental factors affecting the organizati@mg process (how the change occurred
over time). Response to organizational change eandiuded in areas for future
research, and is thus a topic of this study.

Response to Organizational Change

Research has shown that the success of a changeneffy be determined by the
individuals’ response to the change (Lines, 20@3)ganizational change can be
distressing for organizational members. Respottsesange can vary from eagerness to
resentment, relief to panic, and anywhere in betwedembers of the same
organization, who are responding to the same chefige, have the possibility react in
different ways. An organization exists due tofilmectioning of all its members and an
organization can only change as members’ behati@amges (Goodman, 1982).
Consequently, significant insights into the ma@wel organizational change dilemma
should be studied at the micro-level of the indixal

The notion of “resistance to change” has oftemlegibuted to Kurt Lewin

(1951). Lewin developed his concept based on ttiwiotual “as a complex energy field
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in which all behavior could be conceived of as ange in some state of a field”
(Marrow, 1969, p. 30). This concept representslibgum between the forces
preventing and allowing change. Lewin believed thther the strengthening of the
driving forces or the weakening of the barriersttange is necessary to produce the
unfreezing that allows change (Dent & Goldberg, 999

Response to organizational change is defined asnghoyee’s overall evaluative
judgment of a change initiative implemented bydrikier organization (Lines, 2005).
Employees’ attitudes toward change are essentmtibators to whether an
organization’s change effort succeeds or fails €kir2005). When an employee possess
a strong, negative attitude toward change, he @isshmore likely to oppose the change
initiative. In turn, when an employee possessangt positive attitude toward change,
he or she is more likely to support and facilitdie change initiative (Lines, 2005).
When responding to employee resistance to changeagers should not emphasize
overcoming the resistance to change, which maytie&ailure. Managers should instead
promote employee support and enthusiasm for theosex change initiative (Piderit,
2000).
Ranges of Response to Change

Bovey and Hede (2001) found that response to chielgaviors included
supportive versus resistant (accepting or not dswpp active versus passive (responsive
or unresponsive), and overt versus covert (expicimplicit). These responses paint the
picture for the types of behavioral responses tariipated during a change effort. To
build upon this, another study by Lines (2005) fdanwide variety of response to change

behaviors which can range between strong or weak.
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Ambivalence to Change

Piderit (2000) captured the complexity of resiseatachange, or a negative
response to change, by proposing that individupdésaie in all of these dimensions
simultaneously. Piderit (2000) reported that peaan even be ambivalent about the
change in each of the behavioral, cognitive, afectife areas. For example, an
individual may be both optimistic about the outcameesented by change and fearful
about not being able to perform the new work fuordirequired by the change. Also at
the same time, the individual may be agreeing éacttange on paper in a survey for
example, while not making an outward effort in soipimg the changes necessary to
accomplish the endeavor.

Cognitive, Affective, and Behavioral Response to Change

Response to change is viewed as multi-dimensiarfath not only involves how
organizational members behave in response to cHaedavior), how they think about
the change (cognitive), and how they feel abouttiange (affect) (Piderit, 2000; Oreg,
2006). In order to measure and describe a robcistre of employee response to
organizational change, all three perspectives mmeisticluded: behavior, cognitive, and
affect.

The behavioral dimension of response to changelehtav an individual reacts to
the change. For example, a person can embrace Jaiomgr sabotage a change effort
(Erwin & Garman, 2010). The cognitive dimensiota@s how an individual thinks or
conceptualizes a change (Erwin & Garman, 2010Y.ekample, a person contemplates
the value of the change, the benefits of the chaagd the consequences of the change.

The affective dimension of individual reactionsaisthow a person feels about the
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change. For example, a person can experience@mbtesponses such as happiness,
anger, anxiousness, fear, and hesitation (Erwinagntn, 2010).

Cognitive Response to Change

An individual’s response to change is shaped byitivg evaluations based on the
individual's assessment of how circumstances vifilda him or herself. Schemas are
created in the mind as knowledge shortcuts. Asnaept is encountered repeatedly, the
schema is triggered and used to understand and deaksons about the information at
hand (George and Jones, 2001). People utilizexszhavhen faced with change and they
are critical to organizing and assimilating dataider to develop an attitude toward
change (Lau & Woodman, 1995). Individuals mostmfteange mind-sets if the change
is clear and found to be agreeable enough to tehémge (Lawson & Price, 2003).

The foundation to cognitive response to changkdasvaluation of the need of the
change, the success probability, and the consegsdocthe individual. For an
individual to change, he or she must believe tbatething is wrong and requires the
change. In addition, the perceived benefits musieigh the costs in order for an
individual to be driven to change (Armenakis & Her2002).

Resistance to change is often found to be typigaltd the change process itself,
which requires an individual to go from somethimgpwn to something unknown (Bovey
& Hede, 2001). Other most noted motives for rasiseé to change has been cited as
associating change with the loss of power or coniraditions, routines, and

relationships (Isabella, 1990; Kanter, 1995; C®97).
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Affective Response to Change

Research has linked employee resistance to emofonsdational organizational
change in strategy, personnel, branding, or otleomnorganizational issues have been
found to cause strong emotions (Bartunek, 1984Motibnal response to change has
been compared in organizational change literaturegponses to traumatic change such
as grief and death (Perliman and Takacs, 1990JmBerand Takacs (1990) in particular
cited the similarity between the stages that aividdal goes through in dealing with
death, as described by Kubler-Ross (1969), andtdges that individuals go through
when they experience organizational change (Vakdapusis, & Nikolaou, 2003). Like
the stages that Kubler-Ross (1969) identified,Ranl and Takacs (1990) purport that
during an organizational change emotions can raeggeen denial, anger, bargaining,
chaos, depression, resignation, openness, readarebse-emergence.

Coch and French (1948) cited an undesirable emaltr@sponse to change,
aggression, which they believed to be caused Isgration in employees. Deep rooted
values and loyalty have also been cited as faatoemployee resistance (Strebel, 1996).
Eriksson (2004) described the role that emotioaggd in past change initiatives. These
past change initiatives left residual emotions,chwere often expressed as general
fatigue and weariness (Eriksson, 2004).

Behavioral Response to Change

Response to change has been most commonly assogigttecounterproductive
behaviors Portraying resistance in terms of belidas therefore been the commonplace
in initial studies of response to change (WaddeB@éhal, 1998). Research has found

negative symptoms of resistance to include hogtsioppy effort, fawning, and
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submissiveness (Zander, 1950), denial (Scott 8&J4888), workplace deviance
(Robinson & Bennett, 1995), defiance (Ashforth &éNal998), and turnover (Probst,
2003).

Specific behaviors have been easily identifiednpeical studies, but frequently
lack notions of causation. Watson (1982) theorihas managers often perceive
resistance as negative because they believe thbgees who resist are acting
disobedient. Bryant (2006) found that this perceixesistance is often met with disdain
by management. Additional research has shown thaistant” behavior can be
motivated by an individual's belief that they actirg in the best interest of the
organization. Voicing one’s dissatisfaction withraclge has been considered by
Hirschman (1970) and other researchers (Farre®i3;19an Dyne & LePine, 1998) as a
constructive response that intends to send a nleasage from employees to upper
management that problems exist and need to bessgate Similarly, research around
obedience to authority links resistance to an inldial’'s desire to act in accordance with
morals and ethics (Modigliani & Rochat, 1995).

There is a strong case that resistance shouldenaielwed negatively and can
instead play a useful role in an organizationahgeeeffort (Waddell & Sohal, 1998)
thus more appropriately termed as response to ma@mnal change. Non-acceptance
can ensure that the changes are most approprialigplanned, and are likely to achieve
the intended effects (Waddell & Sohal, 1998).

Personality Characteristics and Response to Change
Individual personality differences can also influemesponse to organizational

change (Erwin & Garman, 2010). Oreg (2003) exachjmersonality characteristics that
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linked with individuals with a resistance to chang@reg conducted seven self-report
survey studies that involved students, faculty, stadf at Cornell University. He
developed a scale to measure dispositional teneeteiresist organizational change. An
inclination to seek routines, a short-term focug] an inflexible point-of-view were all
found to be factors which influence a predispositimvards resistance.

Wanberg and Banas (2000) examined the effectsrebpal resilience on an
individual’'s self-reported openness to organizatlamange, and the relationship to
outcomes such as job satisfaction, intention to, gork-related irritation, and
organizational turnover. Personal resilience wdsee as a combination of self-esteem,
optimism, and perceived control. 130 members of pwadessional associations working
in 85 different housing authorities during a magerganization of the US Department of
Housing and Urban Development were surveyed. Restithe survey indicated that
personal resilience is a predictor of an employedihgness to accept change albeit if
the individual agrees with the organizational cleangnot.

Judge et al. (1999) examined self-concept andeigkance in relation to coping
with organizational change. They surveyed 514 marsaig Six organizations, located in
four different countries and five industries, expecing recent changes to include major
reorganization initiatives, changes in leaderstigwnsizing, mergers and acquisitions,
and business divestments. Self-concept includéat@mal locus of control, positive
affectivity, self-esteem, and self-efficacy. Rigkerance included higher openness to
experience, lower risk aversion, and higher toleedior ambiguity. The researchers

found that self-concept and risk tolerance werateel to an individual’'s job satisfaction,
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success in coping with organizational change, orgdional commitment, and career
success including both monetary as well as joboperdnce.

Bovey and Hede (2001) examined individual's sefferéed adaptive and
maladaptive defense mechanisms and their relatiptstan employee’s intention to
resist organizational changes. Bovey and Hede gadv&15 employees of nine
Australian organizations (both governmental andate sector) who were involved in
organizational changes such as restructuring cdrtiee@nts, systems, processes or
procedures. The findings highlighted that indivickiavith higher tendencies to blame
others, remain passive, to avoid life’s difficustjend to lack control of their own
destinies were significantly more likely to resibiange.

Giangreco and Peccei (2005) surveyed 359 mid-leaglagers from an lItalian
electric company to examine the influence of indials’ perceptions of the benefits of
change on attitudes towards change as wells asléivel of resistance to change. The
study reported that the extent the individual ywétsonally gain or lose as a result of the
change as well as perceptions of the actual coatehbutcomes of a change initiative
are both strong predictors of attitudes towards\geaand the level of resistance to the
change. In addition to this Oreg’s (2006) survel 67 defense firm employees,
examined resistance based upon individuals’ coscaoout the impact of the change on
their job security, intrinsic rewards, and how p&@ power and prestige were affected.
This study reported that concerns around job sigcwere strongly related to emotional
responses, changes in intrinsic rewards were tetatboth emotional and cognitive
responses, and power and prestige threats wernéagtly related to cognitive

reactions.
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Research has found a multitude of personal charsiite that impact resistance to
change. Individuals with an inclination to seektinoes, a short-term focus, an inflexible
point-of-view (Oreg, 2003), who remain passive,idvmnflict, and feel powerless over
their own futures were significantly more likelyresist change (Bovey & Hede, 2001).
Personal resilience (Wanberg & Banas, 2000), seitept, risk tolerance (Judge et al.,
1999), feeling of gain or loss (Giangreco & Pec265), and feeling of job security
(Oreg, 2006) were also related to response to &ang
Communication and Response to Change

Wanberg and Banas (2000) studied individuals egpemg change in the public
housing industry. They found a positive relatiopdhetween employees who reported
receiving information about change and their opsarte change. Lewis (2006) also
examined the influence of the communication of angfe endeavor on perceived
resistance. Lewis’ study involved undergraduatdestts who reported working for
organizations recently involved in the implemematof some new type of
communication or information technology. This studgorted that the higher the
perceived quality of change initiative informatidhe less the perceived resistance to
change.

Larson and Tompkins (2005) studied communicatiahastions of management
on a change initiative and the relationship to eygé resistance to change. This
gualitative study included document analysis, olet@ns, and interviews of 48
employees and managers of an aerospace companyesdachers identified that
certain messages conveyed by management werevet@s inconsistent with the

organizational change initiative. The researcheltsthat the contradictions created from
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the disconnect between what management said andtivdyadid created a perception of
ambivalence about the change initiative managenidd.resulted in opportunities and
justification by employees to resist.

In summary, research has shown that the perceptiqnality communication
efforts lead to greater acceptance of change (Wgr®anas, 2000). Negative
response to change occurred due to a disconneeedetvhat management said and
what management did (Larson & Tompkins, 2005). Tmssonnect created an
impression that management didn’t care about tae@ initiative and in turn caused
employees to justify their resistance to changedda & Tompkins, 2005).
Participation and Response to Change

Giangreco and Peccei (2005) examined middle masagemn Italian electric
company. Employee perceptions of their participatiothe development and
implementation of the change initiative was fouadé associated with more positive
attitudes towards the change and reduced resistartenge. Lines (2004) found
similar results in a self-report survey study 08 I8anagers of a telecommunication
company involved in a major organizational changees found strong relationships
between employee perceptions of their participatahe change effort and individual
and organizational goal achievement as well asniegonal commitment and reduced
resistance.

Msweli-Mbanga and Potwana (2006) studied accepatrticipation, willingness to
participate, and resistance to change using sptirtsurveys of 363 employees from

three state-owned South African organizations. Ttheynd a positive relationship
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between access to participation and willingnegsatticipate as well as a negative
relationship between willingness to participate eegistance to change.
Measurement of Response to Change

With an extensive review of literature and reseanaly one valid survey tool was
found to holistically measure response to orgaimnat change: Piderit’s response to
organizational change questionnaire. Piderit (19@8% unable to find appropriate and
valid measures of cognitive, emotional or behavidi@ensions of response to
organizational change. Therefore, Piderit constidia questionnaire with three 7-point
scales: cognitive, affective, and intentional. éitks questionnaire measures each
response to change attribute individually on a spacontinuum, which allows for
analysis by each dimension. Validity of questionad@iems was examined using a panel
of six judges, who rated the constructs reflectbthe theoretical definitions. Ease of
survey administration was examined by pre-testisgall sample of employees from a
different organization. Reliability of measures vedso tested by pre-testing a small
sample of the focal organization who had implemetite organizational change earlier
than other parts of the organization. In this @gteach scale in the survey was
examined, scale reliabilities were conducted, aotof analyses were calculated. This
guestionnaire was first used to assess employieedat toward newly created job
openings within a single organization in a studyPtigerit were over 500 employees were
surveyed. In addition, Szabla (2007) used Pider&sponse to organizational change
survey to study how employee perceptions of leduieistrategies influence responses to
organizational change. The survey examined pemepbdf 241 employees who were

part of an organization implementing a new electrgerformance management system.
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Summary

Research has shown that change efforts oftenyaibbreaching all intended goals
(Erwin & Garman, 2010). Resistance to change msnotfie most common problem faced
by leadership in implementing change (Bovey & H&)1; Erwin & Garman, 2010).
This resistance, or response to change, is viewadudti-dimensional, which not only
involves how organizational members behave in nespdo change (behavior), how they
think about the change (cognitive), and how they &vout the change (affect) (Piderit,
2000; Oreg, 2006).

In total, research has noted the importance ofidenag employees and their
response to organizational change into the equatimt doing so may contribute to the
failure of the change initiative (Reichers, Wanau#ustin, 1997; Rush, Schoel, &
Barnard, 1995; Schweiger & DeNisi, 1991). Therefdres wise for every leader to take
their employees into account in order to ensura@magtional change success. Rowland
and Higgs (2008), in particular, assert that iflla work with the change by making
conscious and thoughtful decisions through persmsaiht and active engagement,
instead of taking a top-down approach, less chaffgets would fail.

Leadership

The purpose of this section is to define authdetidership beginning with a
discussion of leadership theories. Leadershipriegeaovered include: trait, situational,
ethical, transformational, and authentic. A thotoegamination of authentic leadership
concludes which covers the four main aspects,ase#freness, relational transparency,
balanced processing, and internalized moral petisgeas well as authentic action and

authentic leadership development.
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The attempt to understand leaders and leadershifetido the development of
many different approaches and definitions. Upwdrti3® definitions of leadership exist
(Khanin, 2007) and it has been noted that no oaetedefinition of leadership exists
(Hughes, Ginnett, & Curphy, 2005). Burns (1978)extdhat leadership is a reciprocal
process of collaboration and learning between lesaaled followers for mutual
enrichment. According to Learning (1998), leadgyskithe ability to motivate and gain
the respect of others in order to achieve a shegtdf organizational goals.

Leadership is defined by Northouse (2001) as “(fi)azess of getting things done
through others based on an interactive relationshymat it is and (2) mutual goals are
achieved by influence and emotions — how it is @sed (pp. 2-5).” Vroom and Jago
(2007) define leadership as, “A process of mothgpeople to work together
collaboratively to accomplish great things” (p. 183adership is further defined by Yukl
and Van Fleet (1992) as “A process that includé@aencing the task objectives and
strategies of an organization, influencing peopléhe organization to implement the
strategies and achieve the objectives, influenttieggroup maintenance and
identification, and influencing the culture of thiganization”(p. 149). For the purpose
of this research, leadership is defined using Narsie (2001) as a reciprocal relationship
which exists in order to accomplish common goals.

The multiple definitions of leadership point to iéerent understanding of
leadership by various scholars. In order to le&ecef/ely, leaders need to understand the
basic concepts of leadership. This process begihstine understanding of leadership
theories that particularly describe the qualit=haviors, and actions that define an

effective leader. A review of leadership theorgsliscussed in the following section.
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Leadership Theories

Organizations first began with people coming togets groups for mutual
survival or for need fulfillment (Wren, 2005). Teeudy of leadership has advanced over
time, through the industrial revolution to the gnespostmodern period, following the
evolution of organizations in the modern world. deeship studies in the past focused on
power and control. The current understanding afdéeship now focuses on the
relationship between leaders and followers for raulbenefits (Harrison, 1999). Over
time, a large number of research and writing haenlfocused on the subject of
leadership with multiple and diverse approaches.

Leadership theories have been based on leaderalg the influence of the
situation on leadership behavior, contingency theand expectancy theory (Leonard,
2003). Through the study of leadership charactesisteadership theory has advanced
from trait theory, to situational theories, ancetbical and transformational theory (Yukl,
2006). Traits, situational, ethical, and transfatioraal leadership theories are examined
in the following sections to describe the evolviredure of leadership and relevance to
the study.

Traits

Although it has been previously noted that numedefmitions of leadership exist,
there is a consensus that the study of leaderggarbwith classification of leadership
traits, qualities, and behaviors that identify aneptional leader (Fuqua & Newman,
2004). The earliest theory of leadership is ttagory, or great-man theory, which

espouses that people are born leaders and are @hpdifferent from followers based
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on specific and identifiable traits and abiliti®ofthouse, 2001; Hughes et al., 2005;
Wren, 2005).

Carlyle (1840), a noted historian and philosopherd) the 19th century, is
recognized as a main author of the great man théargiscussed in Carlyle’s lecture,
The Hero as King, the history of the world was lolase the life history of great men.
Another early proponent of the theory that lea@deesborn not made, Galton (1869)
noted the relationship between heredity and cajpaldubsequent research was
attempted to define the specific abilities and¢rthat distinguished leaders from
followers but did not succeed at finding convincsupport (Hughes et al., 2005;
Leonard, 2003). As noted by Leonard (2003) thermtsenough evidence to prove that
there is a greater potential for leadership cafglsiblely due to personal traits.
Situational

As the focus of the trait approach was on the pedsattributes of the leader, the
focus of the situational approach was on the bemaifithe leader and the organization
within various situations. Much research focuse@xplaining how situational variables
defined the relative effectiveness of leadershgsdarchers and theorists in this area
include, Hersey and Blanchard’s situational moBmlder’s contingency model, and
House and Mitchell’s path-goal theory (Northoud#)P). Researchers (Rubenstein,
2005) proposed that leadership was a dynamic psdestsveen leaders, followers, and
situations. Situational leadership entails thagaaler adapts his or her style was adapted
to the preparedness of the followers as relatédeituation (Northouse, 2001).

According to Fiedler's (1976) contingency theosadership situations could be

distributed into three categories: leader-memblatioms, task structure, and position
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power. The foundation of contingency leadershiptieenters around the situation and
its profound effect on the leader. Leadershipesiyimodified to be successful for a
particular situation (Fiedler, 1976).

House and Mitchell’s path-goal theory proposed thatessence of leadership was
to ensure satisfaction and performance among tlevers. Under the path-goal theory
model, four leadership behaviors of leadership wagatified as suitable for different
situations: directive leadership, supportive leallgr, participative leadership, and
achievement-oriented leadership. Path-goal theayqgsed that effective leaders were
accountable for the removal of obstacles to goalesement, providing training and
resources for goal attainment, direction of ag@gitowards goal attainment, and
rewarding for goal attainment (Northouse, 2001).

Ethical Leadership

Ethical leadership is defined as “the demonstratiomormatively appropriate
conduct through personal actions and interperseationships, and the promotion of
such conduct to followers through two-way commutioeg reinforcement, and decision-
making” (Brown et al, 2005: 120). From this viewstclear that ethical leaders are seen
as making principled decisions based on altruisring about people as well as society
(Brown & Trevifio, 2006). There are two key aspe@dtsthical leadership: the moral
person and the moral manager. Tingral persorcomponent of ethical leadership depicts
the leader as being open, honest, fair, and hartegrity. Behaviors are displayed that
indicate that the leader actively seeks to doitji@ thing both personally and
professionally (Trevifio, 2000). Teoral managecomponent of ethical leadership

depicts the leader as “intentionally role modelatigical behavior” as part of their
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leadership agenda by both communicating and abtyregset of ethics and values
(Brown & Treviiio, 2006: 597). Ethical leaders amvavering in their behaviors despite
pressure or uncertainty (Brown et al., 2005).

The overlap between ethical leadership literatmck authentic leadership literature
has been cited my numerous scholars particuladsetfiound within the authentic
leadership arena (Brown et al., 2005; Brown & Tieyi2006; Walumbwa et al., 2008).
Both theories describe leaders as being moralpéxig openness, honesty, and
integrity, and with an ultimate focus on doing tight thing. Both ethical and authentic
leadership share a focal point on ethical role mngéGardner, Avolio, Luthans, et al.,
2005). Despite this, authentic leadership encongsas®re than being ethical. It requires
additional focus on self-awareness, relationalgpanency, and balanced processing as
well (Walumbwa et. al., 2008).

Transformational Leadership

Burn (1978) defines transformational leadershifrasognizes and exploits an
existing need or demand of a potential followerd dlooks for potential motives in
followers, seeks to satisfy higher needs, and esgytiee full person of the follower"” (p.
4). Transformational leadership consists of: atiilol charisma, idealized influence,
inspirational motivation, intellectual stimulatioand individualized consideration (Bass,
1998; Avolio, 1999; Yukl, 2006).

Burns (1978) identified transformational leadersimspa process where one or more
people engage with others and leaders and folloarertherefore transformed to higher

levels of motivation and morality. Thus transfongieadership is ethical and moral,
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through which the integrity of the organizationvas| as the leader is maintained and
enhanced.

Bass (1985) agreed with Burns and identified tramsétional leadership as a
process by which followers trust, admire, and resgeeir leader, and are consequently
motivated to do more than they were originally estpd to do. However unlike Burns,
Bass purported that transformational leadershigég on the leader’s vision and
personal motivation and may lead followers in aith@ositive and ethical or negative
and unethical direction.

Bass and Steidlmeier (1999) argue that to be tralysformational, leadership
must be grounded in moral foundations. Accordingass and Steidlmeier (1999) the
four components of transformational leadershipdii@ed influence, inspirational
motivation, intellectual stimulation, and individized consideration) are contrasted with
their counterfeits in dissemblimpgseudetransformational leadership on the basis of (1)
the moral character of the leaders and their corscler self and others; (2) the ethical
values embedded in the leaders’ vision, articutagod program, which followers can
embrace or reject; and (3) the morality of the peses of social ethical choices and
action in which the leaders and followers engageantiectively pursue (Bass &
Steidimeier, 1999). As in Bass’ 1985 work, Bass Steldimeier (1999) reject the notion
that transformational leadership may lead to ueatidirection. They suggest that there
is authentic transformational leadership, whicpasitive and ethical, and pseudo-
transformational leadership, which is negative anethical.

Yukl (2006), building on Bass and Steidlmeier (19%lds a fifth transformational

characteristic: attributed charisma. Yukl (2006%ctibes attributed charisma as the

45



impact of leadership and the reflection of follog/ascriptions thus inferred by
Walumbwa and colleagues (2008) as not reflectingctlieadership behavior.

Transformational leaders with idealized influentrese to meet their own set of
values and principles while often placing the nesfd$eir followers over their own
needs. This idealized influence sets the scenetfical leaders to be role models for
their followers (Avolio, 1999). Inspirational mo&tion entails inspiring followers
through meaning, understanding, and challenginkwimansformational leaders who
provide intellectual stimulation motivate followdrsquestion assumptions, rethink
problems, and approach situations in innovativesa@aykl, 2006). Individualized
consideration involves leaders paying attentiothér followers’ need for development
and achievement by mentoring, fostering learningootunities, and creating an
encouraging climate for personal growth (Yukl, 2D06

Scholars have cited the conceptual overlap betwatdrentic and transformational
leadership. Although authentic leadership is relétethe aspects of transformational
leadership, Walumbwa and colleagues (2008) corttesidhe proposed dimensions of
authentic leadership are not explicitly includedhivi transformational leadership. A key
distinction between the two theories is that autlsdaadership is anchored by a sense of
self-awareness. Authentic leaders know where tteydson their values, beliefs, and
important issues and they are open and transparémthose they lead. With that strong
foundation, they display internalized self-regudatby maintaining their personal course
through difficult challenges (llies et al., 200%herefore authentic leaders serve
themselves as well as their followers by behavingdnsistent core values (George,

2003). It is not contended that transformationatilys may also have a deep sense of
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ethical values. Avolio (1999) described transfolioval leaders as being counted on to
do the right thing and to maintain high standardstlical behavior. Thus, it appears
there is meaningful but only partial theoreticaédap between authentic leadership and
transformational leadership.

Authentic leadership is informed by most previouddfined theories of leadership.
Several of theories are antecedents to authemtitetship, to include ethical leadership
as well as transformational leadership. It is int@or to note that despite this overlap,
Walumbwa et al. (2008) specifically demonstrateasation between authentic
leadership, ethical leadership, and transformalile@aership through empirical findings.

Table 1 compares authentic leadership, ethicaklsfip, and transformational
leadership theories. Areas of intersection betvikegse theories are highlighted within

the table.
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Table 1
Comparisons of Authentic Leadership Theory, Ethiegldership Theory, and

Transformational Leadership Theory (Walumbwa et.2008)

Theoretical Components Authentic | Transformational Ethical
Leadership Leadership Leadership

Authentic leadership
Leader self-awareness

\/

*

Relational transparency

Internalized moral
perspective

Balanced processing
Ethical leadership

Moral person

Moral manager
Transformational leadership

Idealized influence *

Inspirational motivation

Intellectual stimulation

Individualized consideration
Note.V = key componenf; = minor component

<2 | < <2 | <

2
<
<2 | <

>
)(.

2L |2 |2 |2

Authentic Leadership

A theory of authentic leadership has emerged apd bdeveloped over the past 10
years from the areas of the leadership, ethicstiy®®rganizational behavior, and
organizational scholarship literatures (Avolio et 2004; Cameron, Dutton, & Quinn,
2003; Cooper & Nelson, 2006; Luthans, 2002; Luthfaissolio, 2003). The growing
interest in authentic leadership theory may betdube general belief that there has been
a decrease in ethical leadership in our ever-cinggpciety. Examples of unethical

leadership run the gamut of Enron, Worldcom, andtMaStewart. Scholars argue that
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existing leadership frameworks are not sufficiemtdeveloping leaders of the future and
authentic leadership has the potential to fill trogd (Avolio & Gardner, 2005; Avolio,
Gardner, Walumbwa, Luthans, & May, 2004; Avolio thans, & Walumbwa, 2004;
Gardner, Avolio, Luthans, May, & Walumbwa, 2005¢thans & Avolio, 2003; May,
Chan, Hodges, & Avolio, 2003).

Luthans and Avolio (2003) describe authentic lesltigras a process that draws
from both positive psychological capacities in agamizational context, which results in
both greater self-awareness and self-regulatediy®$fiehavior on the part of leaders and
employees, fostering positive self-developmentth&atic leaders are confident,
hopeful, optimistic, resilient, transparent, magtiical, future-oriented, and give priority
to developing employees to be leaders (Luthans &lidy2003).

To positive psychologists, authenticity involvestbbeing accountable for one’s
inner thoughts, beliefs, and emotions, as wellctis@ consistently with one’s true self.
This means that an authentic leader says what Bleecthinks and feels, and behaves
accordingly. In this way, authentic leaders aradparent and consistently reflect their
espoused values in their actions. ‘Authentic LestierTheory’ describes effective
leaders as being deeply aware of how they thinkleatndive and are perceived by others
as being aware of their own and others’ values/hp@Eespectives, knowledge, and
strengths; aware of the context in which they ojgefavolio, et. al 2004).

Leadership research has channeled positive psygh¢Beligman and
Csikszentmihalyi, 2000; Sheldon and King, 2001fpttus on what leaders are doing
right instead of wrong. Positive leadership reske@mphasizes the building of

leadership strengths instead of trying to fix wesdges. Luthans (2002a, b, 2003) has
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taken this positive approach and related it tofifld of organizational studies. Avolio
and colleagues (Avolio and Gardner, 2005; Avolialet2004; Luthans and Avolio,
2003) have also applied positive psychology todesitip, which they termed “authentic
leadership.” The basis of authentic leadershiprtheobest put by Shakespeare (1603),
“to thine own self be true.”

Authenticity can be defined as “owning one’s peed@xperiences, be they
thoughts, emotions, needs, preferences, or befiefsesses captured by the injunction to
know oneself’ (S. Harter, 2002: 382). Authenticdees are described as being “deeply
aware of how they think and behave and are perddiyethers as being aware of their
own and others’ values/moral perspectives, knowdedgd strengths; aware of the
context in which they operate; and who are confideopeful, optimistic, resilient, and
of high moral character” (Avolio, Luthans et al0Q2, p. 7). This conceptualization is a
multi-dimensional construct, containing trait, beleaal, and contextual elements from
diverse domains. This conceptualization is alsaireNel, with levels of analysis at the
individual, group, and organizational levels (AwlLuthans et al., 2004).

A review of the authentic leadership literatureicaties that the definition of
authentic leadership has several overlapping dimessLuthans and Avolio have
defined authentic leadership “as a process thaisdfieaom both positive psychological
capacities and a highly developed organizationateod, which results in both greater
self-awareness and self-regulated positive behaanithe part of leaders and associates,
fostering positive self-development” (2003: 243gvdrtheless, some scholars (e.g.,

Cooper et al., 2005; Shamir & Eilam, 2005; Sparro2@5) have raised concerns about
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defining authentic leadership as encompassing thesiive psychological capacities
such as confidence, hope, optimism, and resilience.

llies et al. (2005) proposed a more focused foummonent model of authentic
leadership based on Michael Kernis’s (2003) conoppif authenticity that includes
self-awareness, unbiased processing, authentivioefeeting, and authentic relational
orientation. Using Kernis’s (2003) conceptualizatand the llies et al. four-component
model among others, Gardner, Avolio, Luthans, Manyd Walumbwa (2005) integrated
prevailing authentic leadership views and defimsi@nd proposed a self-based model of
authentic leader and follower development. The GardAvolio, Luthans, et al. (2005)
authentic leadership model centers on the cridoaiponents of self-awareness and self-
regulation. Gardner, Avolio, Luthans, et al. (208&8tinguished several key features
related to the authentic self-regulation processbsg;h includes internalized regulation,
balanced processing of information, relational sgarency, and authentic behavior.

Kernis (2003) advanced a developmental model thr@xgensive literature review
and research that asserts that authenticity prediawerable levels of self-esteem.
Through this enhanced self-esteem, individuals ctnas awareness and accept
themselves, to include both their strengths as ageleaknesses. Through authenticity
they exhibit high levels of stable self-esteemtead of a more fragile ego. Through this
stable self-esteem leaders are more comfortabétiicgeopen, transparent, and secure
relationships with others. They were also founddbin a way that reflects consistency
between their values, beliefs, and behaviors.

Ryan and Deci (2003) espouse that authentic leligegsists through enacting

internalized self-regulation processes where bemasiguided by internal values instead
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of extrinsic motivators, rewards, and threats. Hoéti & Ryan (2000) and Kernis &
Goldman (2005) provide empirical evidence of thedsigs that accrue in terms of
physical and psychological welfare in individualsadisplay high levels of authenticity.

Walumbwa and colleagues (2008) modified LuthansAaralio’s (2003) definition
of authentic leadership to create a refined dedinito reflect the underlying dimensions
of the construct posited by Gardner, Avolio, Luthagt al. (2005) and llies et al. (2005).
They specifically define authentic leadership apdttern of leader behavior that draws
upon and promotes both positive psychological ddpa@and a positive ethical climate,
to foster greater self-awareness, an internalizeghperspective, balanced processing of
information, and relational transparency on the paleaders working with followers,
fostering positive self-development.” Through tHefinition, Walumbwa and colleagues
(2008) states that positive psychological capaaily a positive ethical climate are not
inherent to authentic leadership although they batie a reciprocal relationship with the
development of authentic leadership.

Agreeing with Walumbwa, Avolio, et al. (2008), timaper asserts that authentic
leadership consists of four aspects: self-awaremelsdional transparency, balanced
processing, and internalized moral perspectivehéntic leadership is based on an
interactive and genuine relationship that develmgisveen a leader and a follower.
Self-Awareness

Authentic leadership theory portrays effective ladas being “deeply aware of
how they think and behave and are perceived by®tmbeing aware of their own and

others’ values/moral perspectives, knowledge, ammhgths; aware of the context in
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which they operate” (Avolio, Luthans, & Walumbw&®, p. 4). One gains self-
awareness by testing personal beliefs and selfrsahe

Self-awareness is the “awareness and acceptamreaf own motives, feelings,
desires, and self-relevant cognitions” (Lagan, 308@lf-awareness refers to the
demonstration of an understanding of how one csaataning of the world and how that
meaning making impacts the way one views himsetfavself over time. It also refers to
an understanding of one’s strengths and weaknasskthe multifaceted nature of the
self. This includes gaining insight into the sélfdugh exposure to others, through
feedback, and by being cognizant of one’s impaattbers (Kernis, 2003).

Hannah (2005) defines self-awareness as an attestiibe where the individual
directs his or her conscious attention to someaspgeself, thus becoming self-aware.
George (2003) describes authentic leadership asdlygurself” and suggests that to
accomplish this feat, leaders must understand pgasisions and underlying motivations
(p. 11). In addition, Kouzes & Posner (2002) ssgdieat reaching an authentic state
requires finding one’s voice by clarifying one’s mpwersonal values. Luthans and
Avolio (2003) suggest an individual can only emlerace’s uniqueness and be true to
one’s self if self-awareness and self-regulatioatiained. Self-awareness is linked to
self-reflection, by introspection. Through intresgion, authentic leaders gain clarity in
respect to their core values, identity, emotionstives, and goals.

Relational Transparency

Relational transparency refers to presenting oagfkentic self (as opposed to a

fake or distorted self) to others. This allows lgeder to freely convey their true feelings,

opinions, and emotions in an exchange with foll@er&rernis, 2003). Kernis (2003)
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proposes that such behavior promotes trust thrdiggthosures that involve openly
sharing information and expressions of one’s thoeights and feelings while trying to
minimize displays of inappropriate emotions.

Relational transparency allows followers to bepedict leaders’ thoughts and
actions (Kernis, 2003). Gardner, Avolio, and Waltwa (2005) propose that followers
prefer this transparency in their relationship viftgir leader which in turn leads to
feelings of predictability and stability. By beibgtter informed about one’s leader, and
through the relationship of trust that is createtlpwers exhibit higher commitment to
the organization (Kernis, 2003).

Balanced Processing

Balanced processing “refers to leaders who shotwttiey objectively analyze all
relevant data before coming to a decision” (Walurapet. al., 2008, p. 95). Such leaders
also solicit views that challenge their deeply habditions (Gardner, Avolio, Luthans, et
al., 2005). Kernis (2003) refers to balanced prsicgsas “the processing of self-relevant
information” which “involves not denying, distorinexaggerating or ignoring private
knowledge, internal experiences, and externallgt&valuative information” (p. 14).
This impartial processing is key to an authentadlky’s integrity and character which
ultimately affects decisions and behavior (lliesagt 2005). llies and colleagues (2005)
suggest that an authentic leader’s balanced priogeslso has implications for
followers’ workplace wellness as well as followesgnse of supportiveness.

Gardner and colleagues (2005) explain the positiyacts of balanced processing
in authentic leaders, where they act with “confickerhope, optimism, and resiliency”

and in turn inspire their employees to act simyiégd. 248). Through their outward
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unbiased processing, not only are leaders helpieigpselves, but they are in turn
modeling and inspiring behavior in their followewghich can lead to higher levels of
follower performance (Gardner et al., 2005).

I nternalized Moral Perspective

Authentic leaders are aware of the impact of thelraviors on others due to their
internalized moral perspective. An internalized ah@erspective is a form of self-
regulation, where behavior is purposefully adjusteich results in an equitable and fair
decision-making process that is expressed throumfaliy guided behavior (Avolio &
Gardner, 2005; Gardner et al., 2005; Walumbwa.e2@08). This integrated form of
self-regulation is guided by internal values andaswhich are derived from oneself,
groups, organizations, as well as societal presqéeolio & Gardner, 2005; Gardner et
al., 2005; Walumbwa et al., 2008).

May et al. (2003) propose that an internalized finpeespective allows authentic
leaders to recognize and evaluate ethical issums,their role as including an ethical
responsibility to their stakeholders, as well as past experiences to deal with moral
work issues. It is through this moral lens thaheutic leaders recognize moral
dilemmas, assess the options, and take authetion §May et al., 2003).

Authentic Action

Authenticity involves acting in accordance with @negeliefs (Harter, 2002). It can
be said that one’s degree of authentic leadershyased on whether a leader’s actions
support one’s true self versus actions based anmggaihe approval of others (Luthans &

Avolio, 2003; Gardner et al., 2005).
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Erickson (1995) asserts that leaders are bestidedas existing on a continuum
of authenticity instead of being judged as autlremtiinauthentic. The more that
someone acts in accord with his or her true dedf greater the degree of authenticity.
The authentic leader is expected to act as a noddednsparency for followers by
behaving in accordance with his or her values dsaseencouraging others in the
organization to do so as well.

Actions of authentic leaders must be aligned wighan her espoused values in
order for followers to perceive that behavior asigee. It is also proposed that leaders
who are more open and who personally disclose i@ expected to encourage higher
levels of trust in their followers (Gardner et &005). Therefore, it is important for the
authentic leader to act as a role model, actirmpgordance with his or her values, and
followers will in turn gain a higher level of trust the leader.

Authentic Leadership Development

The unbiased collection and interpretation of seléted information through the
process of self-awareness causes one to self-toifacs self-correction is internally
driven by the leader’s core self, not through end@éforces or expectations. The leader
does not ignore or exaggerate self-evaluationgr@mr&nowledge that might enhance
self-development (Luthans and Avolio, 2003).

Leaders are able to promote self-development frelfrasvareness and self-
regulation. Development is not only limited to teader alone. Authentic leadership
can also promote the development of one’s followatghentic leadership has been
conceptualized by Avolio and Luthans (2006; Luthand Avolio, 2003) as the

intersection of positive psychology, transformagsibleadership (Avolio, 1999, 2002) and
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ethical development (May et al., 2003). Authelgedership as builds on
transformational (Avolio, 1999, 2002), and ethisadfal (Bass and Steidlmeier, 1999)
leadership approaches to respond to today’s clyatigrand changing environment.

Authentic leaders genuinely desire to serve ottilemigh their leadership, are
motivated by the empowerment of the people theg iearder to make a difference, and
are as guided by the qualities of the heart, passiod compassion as they are by
gualities of the mind according to George (2003ithians and Avolio (2003) note that
authentic leaders recognize and value individu&tiinces and are able to motivate
through the identification of follower’s taleraad help them build those talents into
strengths. The ultimate goal of authentic leadprishto train and develop their
followers into fellow leaders who will in turn creapositive work environments and
conduct business in an ethical and responsible erghagan, 2007).

Avolio and Gardner (2005) specifically propose thathentic leadership can stand
up to the unigue challenges facing leaders todauth development. Authentic
leadership is presented as creating the condif@mrtsgher trust, by helping
organizational members to be more positive anditiol lon their strengths. An Authentic
leader believes that every individual in the orgation has something to contribute, and
helps those individuals build and leverage thogal#ities. Block (1993) suggests that
authentic leadership is a balance between leadeimdnce and employee compliance.
By leveraging their strengths, employees find meguaind a connection at work, as a
result of the supportive work environment creatg@bthentic leadership (Avolio and
Gardner, 2005). This ultimately adds value by iowpig the overall performance of the

organization over time.
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The moral and ethical dimension provided by auticdeadership is a necessary
and vital component in the contemporary realm&aflership and management. Its
incorporation into the systems level perspectiv€omplexity Leadership Theory holds
great promise for the current leadership situatiaime evolving organizational climate.

Rather than developing through honest values andictions, leaders may be
developing unauthentically, where they exhibit atigidesirable behaviors only to
appear authentic. This is often hard to determirtashoften found when there is an
eventual mismatch between leader values and behaweithwood and Steinbach (1995)
posit that self-awareness, coupled with awarenisther’s value orientations, is a
characteristic of strong leaders. Yukl (2006) gioas the ethical implication of using
values information which can be seen as havingaskét,” or negative ramification of
leadership behaviors. Changing one’s action asaltrof this knowledge can be viewed
as manipulation, particularly when it is motivatadself-interest. Using ethics is not
always being ethical. As a result of this, thera strong need to look more carefully at
the ethical implications of using values informatio

Overall, the authentic leader demonstrates theigelyudesire to understand his or
her own leadership in order to serve others mdex@fely (George, 2003). They
encourage collaboration with followers by leveragtiverse viewpoints. The authentic
leader acts in accordance with deep personal valggonvictions which builds
credibility, respect, and trust of followers.

Authentic Leadership Measurement
With an extensive review of literature and reseanaly one valid and widely-

used survey tool was found to measure employeepeons of authentic leadership: the

58



Authentic Leadership Questionnaire. Walumbwa et28l08) documented an extensive
effort that validated the items created for thénantic leadership questionnaire (ALQ).
Initial questionnaire items were created basedrmexd@ensive review of the literature on
authentic leadership theory and development, destsans on authentic leadership, and
discussions with a leadership research group wdoalsisted of graduate students and
faculty focusing on what compromises authentic éesloip and its development.
Initially five initial domains of items were creatéor authentic leadership: self-
awareness, relational transparency, balanced ifitomprocessing, internalized
regulation, and positive moral perspective. A selcgmoup of doctoral students
responded to what they felt authentic leadershisisted of and responses were
analyzed for content. The five domains were redacddur by combining internalized
regulation and positive moral perspective intodheent term of internalized moral
perspective (Walumbwa et al., 2008). A review ahsformational and ethical leadership
literature and research resulted in sixteen suite@ys to measure authentic leadership:
self-awareness (4 items), relational transparebdte(ns), internalized moral perspective
(4-items), and balanced processing (3-items). Kinalconfirmatory factor analysis was
performed using two independent samples from th&edrbtates and the People’s
Republic of China. Analyses were performed withAMOS maximum likelihood
procedure. The results of both samples indicatatialsecond-order factor model is the
best-fitting model.
Organizational Change and Leadership
Research has found that leaders play an impoméinr successful organizational

change (Drucker, 1999). Leaders’ impact on th@wizational environment as well as
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interpersonal interactions ultimately effect theass of many organizational endeavors
(Drucker, 1999).

Oreg’s (2006) study examined the association betwesistance and trust in
management in a survey of defense firm employeest Th management consisted of
followers’ confidence levels in the ability of mageanent to direct effective change as
well as feelings of management accountability witleedeader is always acting in the
best interest of organization and its members. @regd that a lack of trust in
management had a significant relationship withygles of resistance, cognitive,
affective, and behavioral, and particularly withpayee’s cognitive responses to the
change initiative. The study also found that a lakust in management was strongly
related to reports of emotional responses of arigestration, and anxiety, as well as
behavioral in actionable opposition to the chamiggative, negative evaluations of the
value of the change, and questioning managemaénitisydo make informed decisions
(Oreg, 2006).

Szabla (2007) studied how employees’ perceptiohsaafership strategies
influence individuals’ responses to organizatiatelnge. The survey examined 241
union employees of a Midwest county government em@nting an electronic
performance management system. Szabla’'s survegdoakthree employee responses to
change: what individuals thought about the chahge; they felt about the change, and
how they intended to behave in response to thegeh&rabla reported that respondents
who felt that leaders were experts focusing onsfaad logic (rational-empirical group)
believed the change would improve their job satiséa and operations, felt optimism

and enthusiasm about the change, and intendegpmsuhe change. Respondents who
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felt that leaders were collaborative and involvedividuals in decisions (normative-
reeducative group) held the most positive belietpressed the most positive emotions,
and had the highest intentions to support the chaRgspondents who felt that change
was justified only by leadership who used theirifpms power to lead the change (power-
coercive group) had both positive and negativeebeindicating they believed the
change would improve the organizational operatlmrtsyvould not satisfy their job-
specific needs. Members of this power-coercive gnaported emotional responses of
anger and frustration, but indicated they wouldpgupthe change despite this (Szabla,
2007).

Van Dam and colleagues (2008) used a survey stuggoemployees of a large
housing corporation in The Netherlands involved merger, to examine the role of
leader-member exchange relationships, perceivedlal@went climate which included
supervisor support and opportunities for persoeaktbpment, and various change
process characteristics such as information pravab®mut the change, participation in the
change process, and trust in management, andlgt®mnship to resistance to change.
The study also analyzed the relationship betweenndividual-level characteristics,
openness to job changes and organizational teandeiesistance to change. The
researchers found that employees who believedhadyigh-quality relationships with
their supervisor and that the organization hadangtdevelopment culture responded
that they had received more information about andenopportunities for participation in
the change process, felt greater trust in manageed reported less resistance to

change. Individual characteristics were also folmnahfluence resistance to change,
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where openness to change perceived the organiahtbange in favorable terms and
those with more tenure were more resistant to ah@vign Dam et al., 2008).

In summary, followers with positive experienceshamtanagement reported
favorable responses to change. Followers with trusianagement, confidence in the
ability of management to direct effective changelihgs of management accountability
(Oreg, 2006), feelings of collaboration (Szabla€)20and involvement in decision
making (Szabla, 2007; Van Dam et al., 2008), a$ agchigh quality relationships with
management (Van Dam et al., 2008) responded pelsitie change. The
aforementioned leadership aspects have strontptesthentic leadership, which
espouses trust, empowerment, and high qualityioakttips.

Response to Organizational Change and Authentic Lekership

As previously stated, the purpose of this studyp isxplore the relationship
between authentic leadership and follower resptmseganizational change. This
section summaries the research within these aRasearch has shown that leadership in
general plays an important part in the success @frganizational change (Drucker,
1999), but has also shown that specific leadersaifs and behaviors have a strong
relationship to positive response to organizati@hange, such as trust empowerment,
and quality relationships. These specific traittuirn relate to authentic leadership thus
tying together positive employee response to changehe aspects of authentic
leadership.

Theory suggests that authentic leadership shoufibbigively related to job
satisfaction and job performance although diregpieinal evidence of this relationship is

thus far absent (Gardner, Avolio, Luthans, et20Q5). Research has shown that leaders
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who have a positive influence on followers’ behasiand provide support for followers’
self-determination are more effective at fostefimtgnsic worker motivation (Deci,
Connell, & Ryan, 1989; llies et al., 2005), whidtosld result in higher follower
performance and job satisfaction (Walumbwa et28l08). Gardner, Avolio, Luthans, et
al. (2005) used self-determination theory (Ryan &iD2001, 2003) to theorize that
positive modeling by authentic leaders would creméater internalized regulation
processes among their followers, which leads tatgrdevels of follower performance,
well-being, and engagement (Deci et al., 1989).

George (2003) suggested that one way authentieldgaxotivate employees is
with a sense of purpose to deliver superior pragurcthe long term. Authentic leaders
focus on empowering their followers and creatinghhguality employee relationships
based on social exchange principles rather thancgcm exchange (llies et al., 2005).
From this social exchange perspective (Blau, 1984hwers of authentic leaders
respond by putting forth extra effort into theirnkaon order to reciprocate the greatly
valued relationships with their leader.

Authentic leaders effectively convey their autheiself, values, and vision to
followers (llies et al., 2005). By setting an exdenpf high standards of morality and
integrity, authentic leaders often evoke a deepese of personal commitment within
followers which increases followers’ self-awarenabsut what can be accomplished
with an increased effort (Walumbwa et al., 2008).

After experiencing authentic leadership over tifopwers begin to internalize
many of the leader’s values and beliefs, includialf-discovery (Walumbwa et al.,

2008). Self-discovery facilitates effective deaisimaking about work and subsequently
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impacting individual performance. Also, by creatargl supporting transparent
relationships, a more rapid and accurate trangfefarmation can be expected which
facilitates more effective follower performance (Mfabwa et al., 2008).
Organizational Change and Authentic Leadership Keyindings

Authentic leadership scholars believe that thenererease in corporate scandals
and management mishaps indicate that a new perspetieadership is necessary. In
addition to the need for more moral and ethicadégship, present-day’s complex and
ever-changing organizational context provides ss&fcd leaders the opportunity to
leverage organizational change as competitive ddgan

Dirks and Ferrin (2002) found that leadership al asetrust in leadership has been
found to be significantly related to attitudinaldapehavioral outcomes. These discoveries
lend some credence to suggestions made by sclaoldngractitioners that authentic
leadership is related to central workplace behavamd attitudes. In order to address
these leadership and organizational issues andtoyniees, this study sought to measure
and rigorously research authentic leadership azdngd organizational change.

Proponents of authentic leadership have takenyangmative approach in
previous research, placing a strong emphasis oord&ion of interventions to facilitate
the development of authenticity. It may be prem&torfocus on designing interventions
to develop authentic leaders before taking fursiteps in measuring and rigorously
researching this construct (Luthans & Avolio, 2088) therefore this study specifically
measured the relationship between authentic lelageasd planned organizational

change.
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Summary

Authentic Leadership Theory describes leadership ‘ioth greater self-
awareness and self-regulated positive behaviosseriog positive self-development”
(Luthans & Avolio, 2003: 243). Parry and Proctdremas (2002) propose that
Authentic Leadership helps create positive orgdimmal outcomes. Parry and Proctor-
Thomas (2002) contend that authentically lead argdions are more effective and have
positive outcomes such as strengthened organizhtoifture, lower levels of staff
turnover, and increased employee effort.

Authentic leadership has been found to be necegsartycularly in the wake of
frequent corporate scandals and corrupt leadecsimguct (Fox, 1995; Kouzes and
Posner, 1993; Miller, 1996). These events haveethincreased levels of suspicion,
mistrust, and public dissatisfaction with leadgpst8torr, 2004). Avolio et al. (2004)
proposes "the unique stressors facing organizationsighout society today call for a
new leadership approach aimed at restoring basitdemce, hope, optimism, resiliency,
and meaningfulness” (p. 3).

In addition to the public, researchers and othkolsgs have noted an increasing
mismatch between managers' words and actions (TEI83). The antithesis of this
mismatch is authentic leadership. Authentic lea@ee found to be trustworthy and
credible and they are able to use their wordsftaence the actions of their subordinate
(Avolio et al., 2004). In order to implement ar@pe with organizational and societal
change, Authentic Leaders are able to use theit pmsgerful resources: their personal

credibility, and the trust and commitment of theibordinates (Avolio et al., 2004).
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Authentic leadership traits and behaviors suchiwest aind honest communication
have been found to relate to success with orgaaizdtchallenges (Kasper-Fuehrer &
Ashkanasy, 2001). Research indicated that hodetger acts and communicates to
followers during challenging periods creates a ftation of trust in the leader (Kasper-
Fuehrer & Ashkanasy, 2001). Therefore, the wayhrctv change is communicated and
conducted directly effects the followers’ trustieir respective leaders (Korsgaard,
Brodt, & Whitener, 2002; Tourish, Paulsen, Hobm&amordia, 2004). In order for a
leader to be successful in any challenging sitaatics a necessity to have sufficient
communication as well as follower trust (NormanQ&p

There is growing evidence that an authentic appré@adeading is desirable and
effective for achieving positive and enduring orngational outcomes (George et al.,
2007; George, 2003). Individual benefits of authatyt as shown by mounting study
evidence, include greater levels of self-esteeghéni levels of psychological well-being,
and increased performance (Kernis, 2003). Whennizgaonal leaders understand and
act upon their beliefs, values, and strengths,enindliping others to do the same, will
ultimately positively impact follower performand@yan & Deci, 2001).

Gardner et al. (2005) recommend that when consigeuthentic leadership, the
role of the follower is equally important to undersding the leadership process as is the
leader. Supporting this, Tate (2008) states th&y,dctively involving and developing
followers, authentic leaders should increase fadiogb commitment, performance, and
trust in leadership” (p.18). Also, Walumbwa et(@008) contends that authentic

leadership at the individual level impacts follovi@mganizational Citizenship Behaviors
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(OCBs), follower-commitment, follower satisfactianth the leader, and follower
performance.

Given the exponential rate of change in the globatketplace, providing authentic
leadership is not just good practice; it is critiwathe success of organizations
(McCarthy, 2008). The problem solving locus ofp@ssibility when an organization
faces an impending change must shift to its peoylejust the leader but the followers as
well (McCarthy, 2008). In order to accomplish theseryone within the organization, at
all levels, must be engaged. Authentic leadershgentered on empowering the
organization’s workforce to become prepared, mégidaand focused for change

(McCarthy, 2008).
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CHAPTER 3: RESEARCH METHODS
Overview of Methodology

A large number of authentic leadership studies takermative approach and place
a strong emphasis on the design of interventiomadiitate the development of
authenticity in leaders (Luthans & Avolio, 2003gdding authentic leadership theorists
suggest it is most prudent to take further stepaeasuring and rigorously researching
this construct before developing interventionsegedop authentic leaders (Luthans &
Avolio, 2003). Following this advice from authentgadership scholars, this study
examined the relationship between authentic leadgeesd planned organizational
change.

A non-experimental correlational research desigs uwsed to examine the
covariation between employee perceptions of auith&ddership and planned
organizational change. This can also be considavedrvational research since the
independent variable was not manipulated by theareber. Data was collected through
a retrospective questionnaire where participante\asked to recall a specific planned
organizational change that he or she experienctdnitthe past five years. It was
proposed that the higher levels of authentic lestdprpositively relate to organizational
change success, positive responses to organiziatioaage, that the high levels of
perceived authentic leadership positively relatpdsitive cognitive responses to
organizational change, that the high levels of @ad authentic leadership positively
relate to positive emotional responses to orgaiizak change, and that the high levels of
perceived authentic leadership positively relatpdsitive intentional responses to

planned organizational change. In addition it waxposed that these positive
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relationships are demonstrated in all types (alpbtg, and gamma) of planned
organizational change.

Numerous theories and studies of leadership oftepad array of data regarding
how leadership impacts follower motivation, cogmiti and behavior. Yet, much of this
research has been based in the field using quaditateasures versus using quantitative
measures. Consequently, the conclusions that cdralaa from this literature are
limited due to the inability to verify and validatee relationships proposed therein (Yukl,
2006).

Along with the growth of research on what constisueadership, scholars have
called for a renewed focus on conducting quanastudies in order to broaden our
understanding of the relationship between leaderahd follower affect, cognition, and
behavior (Day, Zaccaro & Halpin, 2004; Walumbwalet2008). Walumbwa and
colleagues (2008) particularly cite the usefulrefssdopting less subjective measures of
individual outcomes in the study of authentic leatlgp and note and interest in future
research to examine whether authentic leaderslsi lcannection with the performance
of the individual, unit, or overall organization.

Research Question and Hypotheses

This study sought to measure the relationship betveenployee perceptions of
authentic leadership and planned organizationaigdal he research questions guiding
this study are:

What is the Relationship between Employee Perceptions of Authentic Leadership and

Planned Organizational Change Outcome?
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What is the Relationship between Employee Perceptions of Authentic Leadership and
Response to Planned Organizational Change?

It was first proposed that high levels of percemiof authentic leadership have a
positive correlation to organizational change oateand that high levels of perception
of authentic leadership positively correlate toippos responses to organizational change
(Hypothesis 1). This study included the moderatiagable of type of organizational
change which was also measured because peoplesenges of organizational change
vary and it was proposed that high levels of pefoamf authentic leadership positively
correlate to positive responses to organizationahge despite organizational change
type (Hypothesis 2). It was also proposed that hegels of perception of authentic
leadership positively correlate to positive resgottsorganizational change when
controlling for organizational commitment (Hypotie8). The hypotheses are as
follows:

Hypothesis 1. There is a positive correlation betwen employee perceptions of
authentic leadership (overall authentic leadershipself-awareness, internalized
moral perspective, balanced processing, and relatial transparency) and planned
organizational change outcome (organizational chamgsuccess, overall response to
change, cognitive response to change, emotional pesise to change, and intentional
response to changelt is hypothesized that planned organizationahgesefforts are
more likely to succeed (meet intended goals) anpl@yees respond more positively to
planned organizational change with stronger auihérddership.

Authentic leadership is a pattern of behavior tdaaer that both draws upon and

promotes positive psychological capacities and eahwlimate, fostering self-awareness
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and self-development, an internalized moral petsgedhe balanced processing of
information, and relational transparency with falkrs (Walumbwa et. al, 2008). It is
hypothesized that planned organizational changetsfare more likely to succeed (meet
intended goals) and employees respond more pdgitvy@lanned organizational change
with stronger authentic leadership, because authiegiders are self-informed and self-
regulated and are therefore able to positively khpanployees during an organizational
change.

H1lao: There is no positive correlation between emplgyeeeptions of authentic

leadership (overall) as measured by the ALQ (Autibdreadership Questionnaire)

and planned organizational change outcome.

H1a:: There is a positive correlation between emplgy@eeptions of authentic

leadership (overall) as measured by the ALQ andnad organizational change

outcome.

H1go: There is no positive correlation between emplgyereeptions of authentic

leadership (overall) as measured by the ALQ anglorese (cognitive, emotional,

and intentional) to planned organizational charggmeaasured by Piderit's

Reaction to Organizational Change Scale.

H1g:: There is a positive correlation between emplqeeeptions of authentic

leadership (overall) as measured by the ALQ anglorese (cognitive, emotional,

and intentional) to planned organizational charggmeasured by Piderit’s

Reaction to Organizational Change Scale.

Self-awareness refers to an understanding of atieéagths and weaknesses and

the multifaceted nature of the self. This includasing insight into the self through
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exposure to others, through feedback, and by beggizant of one’s impact on others
(Kernis, 2003). It is hypothesized that planneghoizational change efforts are more
likely to succeed (meet intended goals) and emgl®yespond more positively to
planned organizational change with strong self-awass, because the leader is more
aware of his or her impact on others.

Hlco: There is no positive correlation between emplgyereeptions of authentic

leadership (self-awareness) as measured by the(Au@entic Leadership

Questionnaire) and planned organizational changsome.

Hlci: There is a positive correlation between emplqe@eeptions of authentic

leadership (self-awareness) as measured by theakidplanned organizational

change outcome.

H1lpo: There is no positive correlation between emplgyeeeptions of authentic

leadership (self-awareness) as measured by theakidyesponse (cognitive,

emotional, and intentional) to planned organizalamange as measured by

Piderit’'s Reaction to Organizational Change Scale.

H1lp:: There is a positive correlation between emplq@eeptions of authentic

leadership (self-awareness) as measured by theakidyesponse (cognitive,

emotional, and intentional) to planned organizalamange as measured by

Piderit’'s Reaction to Organizational Change Scale.

An internalized moral perspective is a form of geljulation, where the leader
modifies his or her behavior based on his or herateqAvolio & Gardner, 2005;
Gardner et al., 2005; Walumbwa et al., 2008). Miagl. (2003) propose that an

internalized moral perspective allows authenticléra to recognize and evaluate ethical

72



issues, assess the options, and take authentmadtiis hypothesized that planned
organizational change efforts are more likely toce&ed (meet intended goals) and
employees respond more positively to planned orgdioinal change with strong
internalized moral perspective.

Hleo There is no positive correlation between emplgyereeptions of authentic

leadership (internalized moral perspective) as oreasby the ALQ (Authentic

Leadership Questionnaire) and planned organizdtoreage outcome.

H1le:: There is a positive correlation between emplgyereeptions of authentic

leadership (internalized moral perspective) as oreasby the ALQ and planned

organizational change outcome.

H1ro: There is no positive correlation between emplgyeeeptions of authentic

leadership (internalized moral perspective) as oreaisby the ALQ and response

(cognitive, emotional, and intentional) to planm@danizational change as

measured by Piderit's Reaction to Organizationargje Scale.

H1r:: There is a positive correlation between emplgy&eeptions of authentic

leadership (internalized moral perspective) as oreaisby the ALQ and response

(cognitive, emotional, and intentional) to planmedanizational change as

measured by Piderit's Reaction to Organizationargje Scale.

Balanced processing “refers to leaders who shotwttiey objectively analyze all
relevant data before coming to a decision” (Walurapet. al., 2008, p. 95). Gardner and
colleagues (2005) explain that in balanced prongssiuthentic leaders act with
“confidence, hope, optimism, and resiliency” andum inspire employees to act

similarly (p. 248). It is hypothesized that planr@danizational change efforts are more
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likely to succeed (meet intended goals) and emgl®yespond more positively to
planned organizational change with strong balampcedessing.

Hlco: There is no positive correlation between emplgyeeeptions of authentic

leadership (balanced processing) as measured ALQgAuthentic Leadership

Questionnaire) and planned organizational changsome.

Hlsi: There is a positive correlation between emplqy@eeptions of authentic

leadership (balanced processing) as measured BLQend planned

organizational change outcome.

H1lo: There is no positive correlation between emplgyeeeptions of authentic

leadership (balanced processing) as measured BALQeand response (cognitive,

emotional, and intentional) to planned organizalamange as measured by

Piderit’'s Reaction to Organizational Change Scale.

H1y:: There is a positive correlation between emplgy@eeptions of authentic

leadership (balanced processing) as measured BALfQeand response (cognitive,

emotional, and intentional) to planned organizalamange as measured by

Piderit’'s Reaction to Organizational Change Scale.

Relational transparency refers to presenting ome&sfeelings, opinions, and
emotions in an exchange with followers. Relatidreshsparency allows followers to
better predict leaders’ thoughts and actions anlddnyg better informed about one’s
leader, a relationship of trust is created (Kerd@)3). It is hypothesized that planned
organizational change efforts are more likely toce&ed (meet intended goals) and
employees respond more positively to planned opgdioinal change with strong

relational transparency, because the leaders erstodd and trusted.
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H1l: There is no positive correlation between emplgyeeeptions of authentic
leadership (relational transparency) as measuredeoLQ (Authentic Leadership
Questionnaire) and planned organizational changsome.

H1;: There is a positive correlation between emplgeeeptions of authentic

leadership (relational transparency) as measuredeopLQ and planned

organizational change outcome.

H1,0 There is no positive correlation between emplgyereeptions of authentic

leadership (relational transparency) as measurededoLQ and response

(cognitive, emotional, and intentional) to planm@danizational change as

measured by Piderit’s Reaction to OrganizationarCfe Scale.

H1;:: There is a positive correlation between emplgereeptions of authentic

leadership (relational transparency) as measurededoLQ and response

(cognitive, emotional, and intentional) to planm@danizational change as

measured by Piderit’s Reaction to OrganizationarCfe Scale.

Hypothesis 2: There is a positive correlation betwen employee perceptions of
authentic leadership (overall authentic leadershipself-awareness, internalized
moral perspective, balanced processing, and relatal transparency) and response
to planned organizational change (overall responsepgnitive, emotional, and
intentional) when moderated by type (alpha, beta,r@d gamma) of planned
organizational change. Authentic leadership promotes a positive ethitiahate,
through self-awareness, an internalized moral getsge, balanced processing of
information, and relational transparency on the paleaders working with followers

(Walumbwa et. al, 2008). It is hypothesized thapkyees respond more positively to
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planned organizational change with stronger auibhérddership, as type of planned
change becomes more complex, because authentersea@ self-informed and self-
regulated and are therefore able to positively khpanployees during an organizational
change.
H2a0: There is no positive correlation between emplgyeeeptions of authentic
leadership (overall authentic leadership, self-awass, internalized moral
perspective, balanced processing, and relatioaasprarency) as measured by the
ALQ and response (overall response, cognitive, Emal, and intentional) to
planned organizational change as measured by 2sdedaction to Organizational
Change Scale when moderated by type (alpha, bedagamma) of planned
organizational change.
H2,1: There is a positive correlation between emplqyeeeptions of authentic
leadership (overall authentic leadership, self-anwass, internalized moral
perspective, balanced processing, and relatioaasprarency) as measured by the
ALQ and response (overall response, cognitive, Emal, and intentional) to
planned organizational change as measured by 2sdedaction to Organizational
Change Scale when moderated by type (alpha, bedagamma) of planned
organizational change.
Hypothesis 3: There is a positive correlation betwen employee perceptions of
authentic leadership (overall authentic leadershipself-awareness, internalized
moral perspective, balanced processing, and relatal transparency) and response
to planned organizational change (overall responsepgnitive, emotional, and

intentional), controlling for organizational commitment. Authentic leaders proactively
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exude self-awareness, an internalized moral petigpebalanced processing of
information, and relational transparency with falkrs (Walumbwa et. al, 2008). It is
hypothesized that employees respond more positteghfanned organizational change
with stronger authentic leadership, because authieatders are self-informed and self-
regulated and are therefore able to positively khpanployees during an organizational
change. Organizational commitment has the potetatiaffect the employee’s response
to the organizational change and will thereforedetrolled for.
H3a0: There is no positive correlation between emplgyeeeptions of authentic
leadership (overall authentic leadership, self-awass, internalized moral
perspective, balanced processing, and relatioaasprarency) as measured by the
ALQ and response (overall response, cognitive, Emal, and intentional) to
planned organizational change as measured by 2sdedaction to Organizational
Change Scale, controlling for organizational comnmeitt as measured by the
Meyer & Allen (1997) Organizational Commitment Quesnaire.
H3a1: There is a positive correlation between emplqyeeeptions of authentic
leadership (overall authentic leadership, self-anwass, internalized moral
perspective, balanced processing, and relatioaasprarency) as measured by the
ALQ and response (overall response, cognitive, Emal, and intentional) to
planned organizational change as measured by 2sdedaction to Organizational
Change Scale, controlling for organizational comnmeitt as measured by the

Meyer & Allen (1997) Organizational Commitment Quesnaire.
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Research Procedures

Subjects

Survey participants were sought through convenisacapling from Amazon
Mechanical Turk, an online crowdsourcing and sutey. This population was selected
due to the diversity in participants’ background aase of access for solicitation.
Participants were required to have at least fiveyef full-time work experience and
have personally experienced an organizational aharipin the past five years. These
requirements ensure that respondents were abdtatie and appropriately respond to the
guestionnaire due to their previous work experiericeaddition, the diversity of the
participant work backgrounds adds to the genefailipaof this study.
Variables

Authentic Leadership is the independent variabteiammperationalized by four
constructs which are additional independent vaesitdelf-awareness, balanced
processing, relational transparency, and interedlmnoral perspective. Self-awareness is
the understanding and acceptance of one’s own ggmtamotions, desires, and self-
relevant cognitions (Lagan, 2007). Relational tpamency is the presentation of one’s
authentic self as opposed to a fake or distortédesethers (Kernis, 2003). Balanced
processing is the objective analysis of all reléxdata prior to making a decision
(Walumbwa, et. al., 2008). Internalized moral pecdjve is a form of self-regulation that
as a result of being aware of the impact of onefsavior on others, behavior is morally
guided through equitable and fair decision-makitvgolio & Gardner, 2005; Gardner et

al., 2005; Walumbwa et al., 2008).
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Organizational change outcome is the first depeindamable. It is operationalized
by respondents through one the following questioermasponses: unknown (“I do not
know the outcome of the organizational change”), meegoals (“The organizational
change met none of its intended goals”), met soinits goals (“The organizational
change met a few of its intended goals”), met tlagonity of its goals (“The
organizational change met most of its intendedgjpanet all of its goals (“The
organizational change met all of its intended dggals

Employee response to organizational change isabensl dependent variable and
is operationalized by three dimensions which aditexhal dependent variables:
cognitive, emotional, and intentional responsergi@anizational change. Response to
organizational change is an employee’s overallatale judgment of a change initiative
implemented by his or her organization (Lines, 2005ognitive response to
organizational change is what one thinks or belealsout a change (Piderit, 2000).
Emotional response to organizational change is twosvfeels about a change (Piderit,
2000). Intentional response to organizational ckasgvhat one plans on doing or
behaving as a result of a change (Piderit, 2000).

Organizational change type is the moderating véiabd has been operationalized
by Golembiewski and colleagues (1976) as alpha, lagtd gamma change. This
moderating variable affects the relationship betwthe independent and dependent
variables. Alpha change is organizational changettrgets or affects only the tasks or
activities of an organization is the lowest leviednge and has the least impact on the
organization. Task efficiency is improved, but heitthe people nor roles they assume

are affected. Beta change is organizational ch#mgdargets or affects both the people
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and the tasks they perform within an organizatidhis is of greater impact to the
organization than alpha level change. This chamgggnificant because it affects people
within the organization, but it does not repredbrthighest level change. Gamma
change is change that transforms the organizatina new entity. This type of change
affects the people, the tasks, and the organizatenmd management structure. Gamma
change is the highest, most significant level gfamizational change.

Survey Design

A non-experimental correlational research desigs uwsed to examine the
covariation between employee perceptions of auith&ddership and planned
organizational change. This can also be considavedrvational research since the
independent variable was not manipulated by theareber. Data was collected through
a retrospective questionnaire where participante\asked to recall a specific planned
organizational change that he or she experienctidanithe past five years. The
guestionnaire that each participant completed stewbiof two existing and validated
surveys in order to measure perceptions of authéddership as well as response to
organizational change.

The Authentic Leadership Questionnaire (ALQ), at&és questionnaire on a 4-
point scale, was used to measure self-awarenesse{ifbility), balanced processing (.81
reliability), relational transparency (.87 reliatyi), and internalized moral perspective
(.76 reliability) of the leader. This questionmawas selected because it is the only
existing measure of authentic leadership as operaized by Walumbwa, Avolio, et al.
(self-awareness, relational transparency, balapoecessing, and internalized moral

perspective) and has been one of the most comnusely measurement instruments in
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recent authentic leadership studies (Giallonardn.e2010; Walumbwa, Wang et al.,
2010; Wang & Bird, 2011; Wong et al., 2010).

Piderit’'s Reaction to Change Scale (1999), a 3h-@estionnaire on a 7-point
scale, was used to measure employee cognitivedl@dility), emotional (.87
reliability), and intentional (.84 reliability) rpsnse to organizational change. This scale
was selected because it is the only existing holiseasure of individual response to
organizational change (cognition, emotion, andntita) at the time of this study.
Individual assessments of these variables exiatelisas measures of a combination of
belief and emotional states such as Hansen’s (20€43nizational Experience
Questionnaire, but in this case intentions to amtilel be excluded. The Piderit scale was
ultimately selected because of its total inclugiat individual response variables and its
successful use in several previous studies of iddal response to organizational change.

Type of organizational change was identified bytipgrants using Golembiewski
and colleagues (1976) conceptualization: alpha, lzetd gamma change. Demographic
guestions to identify personal attributes wereuded in the survey in order to calculate
response bias. This entails questions on: geader,ethnicity, education, job title,
length of organizational service, and managerigipizational level.

Models of planned organizational change incorpdngjb-level dimensions such
as the planned intervention activity, organizatlamark setting, individual attributes, and
organizational outcomes (Robertson & SeneviratB85)1 Measurement of
organizational setting and detailed organizatianatomes was considered but
determined to be outside the scope of this studgilise the focus of this research is on

the individual level, specifically employee perdeps of authentic leadership and
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response to organizational change. Major focusherotganization itself was therefore
outside the framework of this study.

The individual attribute of organizational commitmiéas been found to be an
important consideration and is therefore, a supplgary item to measure due to its
potential impact on response to planned organizatichange. Organizational
commitment has been defined as "the extent to wdnjglrson identifies with and works
toward organization-related goals and values" (etanéch & Meyer, 2002, p. 475).
Organizational commitment was measured using MagdrAllen's (1997) three-
component model which is comprised of affective ggonal attachment and
identification), continuance (awareness of costieav¥ing the organization), and
normative (feelings of obligation) commitment.

Participants responded to retrospective questidnshadraw on memories of past
events. There are limited resources on how timatedlinformation is mentally coded,
stored, and retrieved (Peterson, 2000). Retrospegtiestions are subject to recall bias;
however, there are several ways to enhance thé oéexents (larossi, 2006). Table 2
depicts the noted ways to enhance the recall afte\and how this study specifically

utilized that tactic.

82



Table 2

Tactics and Strategies to Enhance the Recall ohsve

Tactic Description from Literature Strategy for thi s Study
Saliency Saliency of the event: such as The event being recollected, a
emotion from the event or planned organizational change,

significance of the event, can aighould be significant enough for
in the recall of events (larossi, adequate recall.
2006).

Time Period Time period of the event The time period for the planned
recalled: is also important. Moreorganizational change recall will
recent events are more likely to was within the past five years for
be recalled with greater ease angreater memory accuracy.
accuracy (larossi, 2006).

Aided Recall  Aided recall, where potential The introduction to the
answers are explicitly presentedquestionnaire described to
to the participant has been foundespondents that he or she should
to improve memory (larossi, put himself or herself into the
2006). frame of mind experienced during

the planned organizational change
event that was recalled. The
introduction also described the
importance of the accuracy of
guestionnaire responses.

Introduction An introduction that helps Memory of the event was also
respondents put him or herself aided through the questionnaire
into the state of mind from the items because all potential
time period of the recalled eventanswers were provided.
as well as highlights the
importance of the accuracy of
their responses, has been found
to be beneficial (larossi, 2006).

Pre-test/post-test design was considered but auedh favor of a retrospective
design because researchers report that resultsciwomarisons of past and present
attitudes are found to be a mixture of actualaBtchange and memory error that cannot
be separated (Sudman & Bradburn, 1973).

Survey administration “timing” was based on pregioesistance to change

research, although the most effective survey adination timing has not yet been
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established (Piderit, 1999, Bovey and Hede, 20@abk 2005). Since the questionnaire
was retrospective, the instructions asked partntgpto answer based on thoughts,
feelings, and intentions to act after the change fwly communicated but before the
change was implemented. This contemplation andapagipn timing may be critical for
organizational change, because it is when leadake roritical impressions on
employees, and employees form initial thoughtdjrige, and intentions to act.

The online questionnaire was administered througtazon Mechanical Turk.
Mason & Suri (2012) highlight three benefits ofngsiAmazon Mechanical Turk for
online research: (1) subject pool access, (2) stupjaol diversity, and (3) low cost.
Amazon claims hundreds of thousands of worker®arglechanical Turk. At least three
research studies (Horton, Rand, & Zeckhauser,eagrPaolacci, Behrend & Sharek,
2011; Chandler, & Ipeirotis, 2010) have shown thdijects on Mechanical Turk are
comparable to laboratory subjects. Mechanical Tsitkerefore this is an ideal platform
for online experiments.

Participants were able to view the solicitationifggut on the Amazon Mechanical
Turk website which described the study and theesuri?articipants were presented with
their Informed Consent prior to the survey question

The questionnaire was to remain open for partimpadn Amazon.com
Mechanical Turk for a period of 2 weeks unlessténget of 200 participants was not
met. If the target was not met by the end of thee2k period, the questionnaire was to
remain open for an additional week. This howevas avoided because 200 participants

completed the survey within one business day ottimeey opening.
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One advantage to the survey design is that it &itbthe researcher to be removed
from organizational change context, thus reducoigmtial researcher bias. In addition,
communication to participants was minimal, thusuedg cognitive burden of the
research requirements on the participants. Comration was consistent for each
participant, who each received one solicitationsags, viewed through the Amazon
Mechanical Turk website, thus reducing inter-ragdiability.

Authentic Leadership Questionnaire

The Authentic Leadership Questionnaire was develdgyewWalumbwa, Avolio,
Gardner, Wernsing, and Peterson (2008) to meastineraic leadership. The 16-item
guestionnaire consists of four subscales: (a)ag#reness, (b) relational transparency, (c)
internalized moral reasoning, and (d) balancedgmsiag. The questionnaire has two
forms. The first is for the organization’s leadestlf-report their personal levels of
authenticity. The second form is for the organmais employees to report their
perceptions of their leader’s level of authentickgr this purpose, the second form was
used to measure perceptions of authentic leaderShipey participants were asked to
rate the leader using a 4-point Likert scale.

In the ALQ, self-awareness is measured by four stémat reflect the extent to
which leaders are aware of their strengths anddimons and how others perceive them.
Relational transparency is measured by five itdmasrieflect the extent to which leaders
reinforce a level of openness with others. Intezeal moral reasoning is measured by
four items that reflect the extent to which leadsshigh standards for moral and ethical
conduct. Balanced processing is measured by theess ithat reflect the extent to which

leaders solicit sufficient opinions and viewpoiofothers prior to making important
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decisions. The internal reliability for each sulaeds as follows: self-awareness, .92;
relational transparency, .87; internalized moraspective, .76; and, balanced
processing, .81. Content validity of the 16 iteneswstablished through deliberations of
groups of faculty members and doctoral students.cdmstruct validity was established
with a sample of 224 participants in the United&tand another sample of 212
participants in the People’s Republic of China. Thmparative fit index ranges was .97
for the U.S. sample and .95 for the Chinese sanipile root mean square error of
approximation was .05 for the U.S. sample and od@he Chinese sample. Predictive
validity of the authentic leadership questionnarees checked by correlating each of the
four sub-scales to variables such as ethical Ishgerorganizational citizenship behavior,
organizational commitment, and satisfaction witheswisor. All reliability and validity
information was reported in the work of Walumbwalet(2008).

Data from this study was used to assess the rigljabii the Authentic Leadership
Questionnaire. All subscales showed acceptaldenalt reliability coefficients.
Table 3

Authentic Leadership Questionnaire Cronbach’s Alpha

Subscale Item Numbers Cronbach’s Alpha
Relational Transparency Q35 through Q39 T71
Internalized Moral Perspective Q40 through Q43 .793
Balanced Processing Q44 through Q46 743
Self-Awareness Q47 through Q50 .853

A confirmatory factor analysis was conducted inRES. 9.1 to determine if the
Authentic Leadership Questionnaire factors are istegrst with construct measures using

the data collected from this study. Confirmatorgtéa analysis findings were found to be
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acceptable. Comparative Fit Index (CFl) 0.969 wasasonable fit, .95 is considered a
reasonable fit (Thompson, 2004). The CFI falls wighreviously found ranges of .97
and .95 (Walumbwa et al., 2008). Root-mean-squaioe ef approximation (RMSEA)
0.086 was an acceptable fit, 08 or below are aabéptaind values of .10 or higher are
unacceptable (MacCallum, Browne and Sugawara, 199@) RMSEA falls within
previously found ranges of .05 and .06 (Walumbwal.e2008).

Piderit's Reaction to Organizational Change Scale

The Reaction to Organizational Change Scale wasldeed by Piderit (1999) to
measure cognition, emotion, and intention. Fiveasse scales were originally created to
measure response to organizational change: (ljy@memotions, (2) negative emotions,
(3) positive intentions, (4) negative intentionsdg5) cognitions to include both positive
and negative items. Survey participants were askeate their response to the
organizational change using a 7-point Likert scale.

This study utilized Szabla’s (2008) methodologydombining the Piderit’s
Reaction to Organizational Change Scales in omleompare total scores for each type
of response (cognitive, emotional, and intentiariBile negative items of the subscales
were reversed scored and were added to each pb#iteve subscales thus creating three
sections, one for each of the three response éseabla, 2008).

Each of the five subscales was previously assassad Cronbach’s alpha. The
positive emotion subscale had a reliability of 2@ the negative emotion subscale had a
reliability of .93. The positive intentional sulase had a reliability of .89 and the
negative intentional subscale had a reliability8&. The cognitive subscale had a

reliability of .85 (Piderit, 1999). In a subsequest of Piderit's Reaction to
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Organizational Change Scale, Szabla (2008) fouadalfowing Cronbach’s alphas: .83
for cognitive subscale reliability, .87 for emotarsubscale reliability, and .84 for
intentional subscale reliability.

Data from this study was used to assess the rigjabii Piderit’'s Reaction to
Organizational Change Scale. All subscales shagedptable internal reliability
coefficients.

Table 4

Piderit’'s Reaction to Organizational Change Scalerthach’s Alpha

Subscale Item Numbers Cronbach’s Alpha
Cognitive Q4 through Q14 .720
Emotional Q15 through Q24 874
Intentional Q25 through Q34 791

A confirmatory factor analysis was conducted iSREL 9.1 to determine if the
Piderit response to change scale factors are ¢ensisith construct measures using the
data collected from this study. Initial confirmatdactor analysis findings were less than
ideal. Comparative Fit Index (CFIl) 0.87 was clasa reasonable fit, where .95 is
considered a reasonable fit (Thompson, 2004). ReEn-square error of approximation
(RMSEA) 0.128 was not an acceptable fit, .08 oolwedre acceptable and values of .10
or higher are unacceptable (MacCallum, Browne amgh®ara, 1996). An additional
path diagram was run (Figure 2) in LISREL due #&sthless than desirable findings. The
path diagram displayed correlations which had sewahge between -.87 to .86. In order
improve response to change validity, items withr@lations less than .30 were extracted

(Table 5).
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Figure 2. Piderit's Reaction to Organizational Change Conditony Factor Analysis
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Table 5

Piderit's Reaction to Organizational Change Scaldr&ctions

Subscale SPSS Item Description
Variable

Cognitive  Bel3 When | think about the organizatioctzange | think that the
drawbacks of this change outweigh the benefits.

Cognitive  Bel7 When | think about the organizatioctzange | care about
how this change will affect this department as aleh

Cognitive  Bel8 When | think about the organizatioctzange | care about
how this change will affect my daily work.

Cognitive  Bel9 When | think about the organizatioctzange | believe the
change does not matter much to me personally.

Cognitive  Bell0 When | think about the organizasibchange | believe this
organizational change is not very important to me.

Emotional Fell When | think about the organizatlatenge | feel surprised

Intentional Int5 How strongly do you intend to speak out alibet
drawbacks of this change?

Intentional Int6 How strongly do you intend to suggest thaeoshnot
participate in this change

Intentional Int7 How strongly do you intend to oppose the impdatation of
this change

Intentional Int8 How strongly do you intend to encourage othensesist
implementing this change

Intentional Int9 How strongly do you intend to try to modifyigkchange as it

is implemented

An additional confirmatory factor analysis was post-extractions. Subsequent
findings were improved and met acceptable limitswwst cases. Comparative Fit Index
(CFI) 0.931 was a reasonable fit (Thompson, 20Rdht-mean-square error of
approximation (RMSEA) 0.137 was not an acceptabl@dfacCallum, Browne and
Sugawara, 1996). The path diagram (Figure 3) dysptarrelations with significant

improvement, ranging between .41 to .90.
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Figure 3. Piderit’'s Reaction to Organizational Change Scalefidnatory Factor
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A final confirmatory factor analysis (CFA) was rpast-extractions using an
additional common latent factor. The previouslyrfdunadequate root-mean-square error
of approximation (RMSEA) may have been due to sijgbmmon) method bias, where
something external to the hypotheses may havedated a systematic response bias that
could have affected participant responses duectodfure of the online survey
(Podsakoff, et al., 2003). The common latent vdeiakas added as an additional
unobserved variable and connected to all obseraadbles in order to capture the
common variance among the variables. The final @&&ings showed significant
improvement and met acceptable limits in all caseésmparative Fit Index (CFl) .989
was a reasonable fit (Thompson, 2004). Root-meaarscerror of approximation
(RMSEA) .059 was an acceptable fit (MacCallum, Bnevand Sugawara, 1996).
Following extractions, this confirmatory factor &sas determined that the Piderit
response to change scale factors were consistdntamstruct measures using the data
collected from this study.

Organizational Commitment Questionnaire

The Meyer & Allen (1997) Organizational Commitmé&estionnaire (OCQ)
consists of three scales, one for each of the twegonents of the model: affective,
continuance, and normative commitment. The OCQaios 18 items (6 items for each
scale). The OCQ is a self-scoring questionnaireraggonses to each of the 18 items are
rated using a 5-point Likert scale. Allen & Mey&800) reported scale reliability .87 for
affective, .75 for continuance, and .79 for norm@tDunham, Grube, & Castaneda

(1994) reported alpha ranges of .74 to .87 forcéiffe, .73 to .81 for continuance, and
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.67 to .78 for normative. Cohen (1996) found alpbfag 9 for affective, .69 for
continuance, and .65 for normative.

Data from this study was used to assess the riljadi the Meyer & Allen (1997)
Organizational Commitment Questionnaire. All su#bss showed acceptable internal
reliability coefficients.

Table 6

Meyer & Allen Organizational Commitment Questiomaaronbach’s Alpha

Subscale Item Numbers Cronbach’s Alpha
Affective Q51 through Q56 .800
Continuance Q57 through Q62 .646
Normative Q63 through Q68 773

Recruitment

Participants in this study consist of volunteeasrfrthe Amazon Mechanical Turk
website. To incentive participation, participamere given $0.75 for completion of the
guestionnaire. This compensation is roughly basedn hourly rate of $5.00 per hour
where the questionnaire should take approximat2ignihutes to complete.
Sample Selection

A Power Analysis was performed to determine appabt@isample size. The power
analysis for a t-test used an effect size of Oliclwis common practice and indicates a
moderate to large difference, and an error prolaloif 0.95, and resulted in a sample
size requirement of 158. According to Alreck & tBe{2003) large research studies
should have a sample of at least 100 respondetite asinimum sample size for large
populations. With the use of Mechanical Turk asabgessment tool, it is possible that

10% to 20% of participants completed the questioartaut not meet the requirements of
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the study, such as having five years of full-timerkvexperience or having personally
experienced a planned organizational change wiltarpast five years. Using an
estimate of 20% of Mechanical Turk respondentsgoalifying, and the power analysis
determination of 158, this study would require aimum of 190 participants
conservatively for a valid sample. Therefores ttudy targeted a sample size of 200
respondents.

Data and Analysis

Every participant was coded with an ID number tooge any personal identifiable
information from the survey data analysis. Dempgradata was analyzed separate
from the other survey data.

Missing data was checked and appeared to be badomay distributed and the
total amount missing was less than 1%, thus pdsgtlegcause for concern (Tabachnick
& Fidell, 2007). Mean imputation was used for thisgmg values which has been shown
to be a conservative method for estimating missalges (Tabachnick & Fidell, 2007).
Due to the low amount of missing, it was determitied mean imputation was
acceptable.

Non-sampling errors were reduced by verifying datties for completion.
Surveys with numerous response errors and blanks reenoved before analysis and did
not receive an ID number.

Correlation analyses were performed using SPSSasure the relationships
between the independent variable of authentic isage (self-awareness, relational
transparency, balanced processing, and internatimed| perspective) and dependent

variables of organizational change outcome andorespto organizational change
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(cognitive, emotional, and intentional), withouethse of a treatment variable. A
correlational research design approach was the apgsopriate for this study because it
was consistent with the design methods used ingus\authentic leadership studies
(Walumbwa, Wang et al., 2010). In a review of auatleeleadership research, Gardner
and colleagues (2011) found that 13 of 19 quaivé@attudies on authentic leadership
used correlational analyses.

Factor analyses were run to verify questionnaiedesconstruction and
operationalization using SPSS as well as LISREISSRas also used to run analysis of
the descriptive statistics of the survey responses.

Methodological Limitations

All research efforts are subject to limitationsjtas not possible to maximize
every possible dimension of a design and methogaBmpk and Campbell (1979).
These limitations must be taken into consideratefore conclusions are made.
Theoretical limitations may result in possible devbs within the research model and
methodological limitations can affect the validdfconclusions made from the data.
Following is a discussion of potential limitatioosthis study.

Cook and Campbell (1979) outlined four validity cems around inferences made
from study data: internal validity, statistical ctusion validity, construct validity, and
external validity. It is important to investigataah type of threat to validity and set in
place safeguards to avoid or minimize any threatsalidity.

Internal Validity
Internal validity is concerned with drawing causahtionships and whether or not

these relationships actually exist (Campbell & 8tah963). Data collected in this study

95



was derived from subjects’ perceptions, and do¢sl@pict causality between constructs.
Threats to internal validity include: history (cert) and maturation (changing over time)
(Campbell & Stanly, 1963). An additional limitati@mthat the participant is responding
to both the independent and dependent variabldéhiditase, there is no objective
validation of one or the other.
Statistical Conclusion Validity

Statistical conclusion validity deals with the #ito draw conclusions based on
statistical procedures (Cook and Campbell, 1978hd®m error variance from
unreliability or the use of unsuitable statistitzdts can impair the researcher’s ability to
draw accurate conclusions. All measures were higlligble, meeting or exceeding
Cronbach’s alphas of .85 for validity of surveyni®in this study. Measurement
instability can be a problem due to lack of contreér instrument administration. The
environment in which subjects participated waslildgfferent since the study was
completed in a number of places such as home, vaarkso forth. The measures
themselves were all administered in the same mdoneach subject.
Construct Validity

Construct validity is an assessment of how welbthgcal constructs relate to the
measures used (Cook and Campbell, 1979). Bothremtsiof authentic leadership and
response to organizational change have been psdyioperationalized and were
assessed as being valid through confirmatory fatatyses.
External Validity

External validity is the ability to extend infereascdrawn from the study to, or

across, different times, settings, and populat{@wok and Campbell, 1979). The
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purpose of this study was to determine the relahignbetween perceptions of authentic
leadership and response to planned organizatitvaage. The research design allows for
the results to be generalizable to other settisgdlgarticipants in the study are
professional adults. Their perceptions are as \aithose of individuals in a similar
organizational setting.

Human Participants and Ethics Precautions

Potential risks due to data collection are minicha to the lack of invasiveness of
the study. Ethical issues such as personal bias mvmimized through the use of
researcher journaling, although the risk of bias small due to the quantitative
methodology.

The data collected remains confidential and iretliai will not be released to the
public, only aggregate data. The researcher refaihaccess and control over the data at
all times. All procedures required by the Gradu&thool of Education and Human
Development Human Subject Process were followed.

Summary

This study measured the relationship between ersplpgrceptions of authentic

leadership and response to planned organizatitvaage by the administration of a

survey to 200 respondents from varying organization
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CHAPTER 4: RESULTS
Overview

This chapter presents the statistical analysiseftiata and results of the research
guestionsWhat is the Relationship between Employee PeraeptbAuthentic
Leadership and Planned Organizational Change Ou&®iVhat is the Relationship
between Employee Perceptions of Authentic Leadeestd Response to Planned
Organizational Change€ Correlation and regression analyses were pedodmusing
SPSS to measure the relationships between autheadiership (self-awareness,
relational transparency, balanced processing, rsiednialized moral perspective),
organizational change outcome, and response tmiaaganal change (cognitive,
emotional, and intentional). This chapter providetemographic overview of the study
participants, statistical analyses reporting, amdreary of the results.

Data was collected through Amazon Mechanical TArtotal of 212 participants
completed the online questionnaire. Of the totatsyed, 12 did not meet the defined
criteria (having 5 or more years of full-time wakperience) set as a requirement by the
researcher; therefore, they were not includederrésults and were rejected through the
Amazon Mechanical Turk survey review process. Tioeee200 participant
guestionnaires were used for the data analysis.

A reliability analysis was conducted to test thigatelity of the Authentic
Leadership Questionnaire and Piderit's Reactio@riganizational Change Scale using
Cronbach’s Alpha. A Pearson Product Moment Coialavas used to determine the
extent to which overall authentic leadership arghaizational change outcome, as well

as the four factors of authentic leadership andthee dimensions of response to
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organizational change, co-vary. A moderated regrassas used to determine the
relationship between authentic leadership and respto planned organizational change
when moderated by type of change (alpha, betagamima). A partial regression was
used to determine the relationship between auth&rddership and response to planned
organizational change when controlling for organareal commitment. An exploratory
canonical correlation analysis was conducted terdahe the relationship and variability
both within and between the data sets: responsggemizational change scales and
authentic leadership scales. An additional exptoyadnalysis was conducted to measure
the relationship between organizational changeamiés and authentic leadership
between two different types of leader levels (manag executive). Results are reported
under the Data Analysis section.
Demographics

Of the 200 questionnaire participants, 60% wereeraald 40% were female. The
average age of participants was close to 30 yddysvih the youngest being 22 years
old and oldest at 64 years old. The majority otipgrants (66.2%) were Asian/Pacific
Islander/American Indian or White (Non-Hispanic8(2%). In addition 3% were
Hispanic and 2.5% were African American/Black. Méjoof participants were highly
educated: 55.3% with a graduate degree, 23.9%anitlndergraduate degree, and 3%
with a doctoral degree. 14.2% had some collegeathin and 3.6% had only a high
school degree. The majority of participants werkeadership positions at the time of the
planned organizational change: 40% as team le28e5% as manager, and 10.5% as
executives. In addition, 24% were at the indigidcontributor level. The majority of

leaders of the planned organizational change weteaxecutive level: 28.5% as CEO,
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17.5% as COO, 6% as CFO, and 4% as other executileaddition, 15% were team
leaders and 27.5% were managers. Majority of ppaits were in technology (35.5%)
or services (31%) industries. In addition partiayzsaworked in financial (14%), goods
(8%), government (6%), and healthcare (4%). Emmqgb titles at the time of the
planned organizational change varied and exampleged between: HR Manager, IT
Analyst, Team Leader, Instructor, Executive, Engm€ashier, Lawyer, and Rabbi.
Length of work experience at the time of the plahasganizational change ranged from

5 to 44 years, with a mean of 7.4.
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Table 7

Participant Demographics

Characteristic Frequency Percent
Gender
Male 120 60.0
Female 80 40.0
Ethnicity
White (Non-Hispanic) 56 28.3
Hispanic 6 3.0
African American/ 5 2.5
Black 131 66.2
Asian/ Pacific Islander/ 198 100.0
American Indian
Highest Education
High School 7 3.6
Some College 28 14.2
Undergraduate Degree 47 23.9
Graduate Degree 109 55.3
Doctoral Degree 6 3.0
Participant
Organizational Level
Individual Contributor 48 24.0
Team Leader 80 40.0
Manager 51 25.5
Executive 21 10.5
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Characteristic Frequency Percent
Leader Organizationa
Level
Individual Contributor 3 15
Team Leader 30 15
Manager 55 27.5
CEO or Equivalent 57 28.5
COO or Equivalent 35 17.5
CFO or Equivalent 12 6.0
Other Executive 8 4.0
Industry
Goods 16 8.0
Services 62 31.0
Government 12 6.0
Financial 28 14.0
Technology 71 35.5
Healthcare 8 4.0
Minimum Maximum Mean  Std. Deviation
Age 22 64 29.7 9.03
Years of Work 5 44 7.4 5.2

Experience
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Only 7% of participants indicated that the planoeganizational change effort met
all intended goals and therefore 93% did not maenhded change goals. 27% of
participants indicated that most goals were met.

Table 8

Organizational Change Outcome

Frequency Percent
Do Not Know 9 5
Met No Goals 15 8
Met a Few Goals 66 33
Met Most Goals 94 a7
Met All Goals 14 7

Data Analysis

Pearson Product Moment Correlations were usedtasrdae the strength and
direction of the relationship of perceptions oftaarttic leadership, planned
organizational change outcome, and response to@iaorganizational change
(Hypothesis 1). A moderated regression was useetermine the relationship between
authentic leadership and response to planned aa#mal change when moderated by
type of change (alpha, beta, and gamma) (Hypotl2¢si& partial regression was used to
determine the strength and direction of the refetngp between authentic leadership and
response to planned organizational change whematlamg for organizational
commitment (Hypothesis 3). An exploratory canonmatelation analysis was
conducted to determine the relationship and vdriglsioth within and between the data

sets: response to organizational change scaleawthdntic leadership scales. An
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additional exploratory analysis was conducted tasnee the relationship between
organizational change outcomes and authentic Ishgebetween two different types of
leader levels (manager or executive).

Hypothesis 1. There is a positive correlation betwen employee perceptions of
authentic leadership (overall authentic leadershipself-awareness, internalized
moral perspective, balanced processing, and relatial transparency) and planned
organizational change outcome (organizational chamgsuccess, overall response to
change, cognitive response to change, emotional pesise to change, and intentional
response to change).

Correlational analyses were conducted to deterthimeelationship between
authentic leadership and organizational changeoowts. Results show a moderate
positive relationship between overall perceptiohauthentic leadership and
organizational change success (r = .379, p = .G@\¢rall perceptions of authentic
leadership was positively and strongly relatedvterall response to organizational
change (r =.659, p =.001), cognitive response.G41, p = .001), emotional response (r
=.587, p =.001), and intentional response (102,64 = .001).

Self-awareness was positively and moderately rel@erganizational change
success (r =.336, p =.001). Self-awareness wsiiyy and strongly related to overall
response to organizational change (r = .618, ®%),&ognitive response (r = .634, p =
.001), emotional response (r = .538, p = .001),iatehtional response (r = .553, p =
.001).

Internalized moral perspective was positively aratiarately related to

organizational change success (r = .341, p = .006tErnalized moral perspective was
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positively and strongly related to overall respottserganizational change (r = .586, p =
.001), cognitive response (r = .559, p =.001), #onal response (r = .530, p =.001), and
intentional response (r = .533, p =.001).

Balanced processing was positively but weakly eeldd organizational change
success (r =.284, p =.001). Balanced processagypasitively and strongly related to
overall response to organizational change (r =,.614.001), cognitive response (r =
572, p =.001), emotional response (r = .564,.@041), and intentional response (r =
554, p = .001).

Relational transparency was positively and modragtated to organizational
change success (r = .364, p = .001). Relationasparency was positively and strongly
related to overall response to organizational cegng .518, p = .001), cognitive
response (r =.499, p =.001), emotional response456, p = .001), and intentional

response (r =.491, p = .001). Hypothesis 1 wastbee fully supported
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Table 9

Hypothesis 1

AuthLead RelTrans BalProc IntMoral SelfAw ChgSucc  Resp Cognitive Emotion Intent
Overall Overall ion
Authentic 1 870 848" .889" 917" 379" 659" 641 587" 602"
Leadership Overall
Relational 870" 1 609" 700" 703" 364" 518" 499" 456" 4917
Transparency
Balanced Processing 848" 609" 1 699 751 284" 614" 572 564" 554
Internalized Moral .889" 700" 699" 1 746" 341 586" 559" 530" 533"
Perspective
Self-Awareness 917" 703" 751 746" 1 336" 618" 634" 538" 553"
Organizational 379" 364" 284" 341 336" 1 433 451 380" .373
Change Success
Overall Response to 59" 518" 614" 586" 618" 433" 1 907" 955"  .856
Change
Cognitive Response 641" 499" 572" 559" 634" 451 907" 1 791 728
Emotional Response 587" 456 564" 530" 538" .380" 955 791 1 716
Intentional Response 02" 491 554" 533" 553" 373 856" 728" 716 1

**Correlation is significant at the 0.01 level (@Hed)
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Hypothesis 2: There is a positive correlation betwen employee perceptions of
authentic leadership (overall authentic leadershipself-awareness, internalized
moral perspective, balanced processing, and relatal transparency) and response
to planned organizational change (overall responsepgnitive, emotional, and
intentional) when moderated by type (alpha, beta,r@d gamma) of planned
organizational change.

Hierarchical multiple regression analysis was cateldi to ascertain whether or not
the relationship between aggregate perceptionatbkatic leadership and overall
response to organizational change is different tyjpie of organizational change (small-
scale, medium-scale, and large-scale organizatahalge initiatives). To calculate the
interaction between authentic leadership, resptmseganizational change, and type of
organizational change, the independent variabléhéatic leadership) and the
moderating variable (type of organizational changee multiplied and the multiple
regression analysis was subsequently conducted.aialysis revealed that the
moderating variable of type of organizational chehgd very little effect on the
relationship between authentic leadership and respto organizational change variables
(r =.450 compared to r = .461). None of the vdeslin the second coefficients table
were found to made a statistically significant cidmition (Sig. less than .05). Hypothesis

2 was therefore not supported.
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Table 10
Hypothesis 2

Model R R Adjusted Std. Error of Change Statistics
Square R Square the Estimate R Square F dfl df2 Sig. F
Change Change Change
1 67F 450 439 .847 450 39.913 4 195 .000
2 679 461 438 .848 011 .959 4 191 431

a. Predictors: (Constant), Self-Awareness, Relational Transparency, Balanced Processing, Internalized Moral Perspective

b. Predictors: (Constant), Self-Awareness, Relational Transparency, Balanced Processing, Internalized Moral Perspective,
ALxChgType, SAxChgType, RTxChgType, BPxChgType, IMPxChgType

c. Dependent Variable: ResponsetoChgOverall

Model Unstandardized Standardized t Sig. Correlations
Coefficients Coefficients
B Std. Beta Zero-order Partial Part
Error
1 (Constant) 1.44 301 4.79 .000
RelTrans .095 126 .060 .749 .455 .518 .054 .040
BalPro .367 112 278 3.27 .001 .614 228 174
IntMoral .253 132 172 1.92 .056 .586 136 .102
SelfAw 311 125 .239 2.49 .013 .618 176 132
2 (Constant) 1.45 .302 481 .000
RelTrans .014 433 .009 .033 .973 .518 .002 .002
BalPro 701 .398 .530 1.75 .080 .614 126 .093
IntMoral -.137 .383 -.092 -.357 722 .586 -.026 -.019
SelfAw .370 .398 .284 .929 .354 .618 .067 .049
ALXChTyp .058 .624 133 .094 925 419 .007 .005
SAXChTyp  -.047 .297 -.118 -.160 .873 .438 -.012 -.008
BPxChTyp  -.156 .222 -.378 -.702 .484 441 -.051 -.037
IMPxChTyp .182 .287 429 .633 527 .400 .046 .034

a. Dependent Variable: ResponsetoChgOverall
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Hypothesis 3: There is a positive correlation betwen employee perceptions of
authentic leadership (overall authentic leadershipself-awareness, internalized
moral perspective, balanced processing, and relatal transparency) and response
to planned organizational change (overall responsepgnitive, emotional, and
intentional), controlling for organizational commitment.

A partial correlation was used to explore thetreteship between perceptions of
authentic leadership and response to organizatereaige when controlling for
organizational commitment. Results show a modqrasétive relationship between
overall perceptions of authentic leadership andallyeesponse to organizational change
(r=.528, p =.001). An inspection of the zeroasrdorrelation (r = .659) suggested that
controlling for organizational commitment had vétie effect of the strength of the
relationship between these two variables. This esigghat the relationship between
authentic leadership and response to organizatahvaaige is not merely due to the

influence organizational commitment. Hypothesisé&wherefore fully supported.
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Table 11

Hypothesis 3

Control Variables AL SA IMP BP RT RpCg Cog Em Int o@ Nm Ct Aff

-none- Authentic 1 912 .889 .848 .870 .659 .641 .587 .602 439 .058362. 521
Leadership
Overall
Self-Awareness 912 1 746 751 .703 .618 .634 8.53 .553 .387 .015 .339 468
Internalized .889 746 1 .699 .700 .586 .559 .530 .533 .389 .076.311 .451
Moral
Perspective
Balanced .848 751 .699 1 .609 .614 572 .564 .554 .382 .012.321 478
Processing
Relational .870 .703 .700 .609 1 .518 499 456 491 .390 .093.305 446
Transparency
Response to .659 .618 .586 .614 518 1 .907 .955 .856 420  7-.06 .416 .523
Change Overall
Cognitive .641 .634 .559 572 499 .907 1 791 .728 404 7-.01 .384 483
Response
Emotional .587 .538 .530 .564 .456 .955 791 1 716 363  0-.13 .402 467
Response
Intentional .602 .553 .533 .554 491 .856 .728 716 1 411 .031.340 .505
Response
Overall Org 439 .387 .389 .382 .390 420 404 .363 411 1 .547.826 .846
Commitment
Normative .058 .015 .076 .012 .093 -.067 -.017 -.130 031 754 1 142 219
Commitment
Continuance .362 .339 311 321 .305 416 .384 402 .340 .826 142 . 1 .617
Commitment
Affective 521 .468 .451 478 446 .523 .483 467 .505 .846 219. .617 1

Commitment
**Correlation is significant at the 0.01 level (2iled)
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Control Variables AL SA IMP BP RT RpCg Cog Em Int

Org Authentic 1 .885 .859 .799 .836 .528 .515 452 .455
Cmtmt Leadership
Overall
Self-Awareness .885 1 .678 .675 .627 483 518 2.39 .408
Internalized .859 .678 1 617 .624 465 .436 411 .395
Moral
Perspective
Balanced .799 .675 .617 1 .505 AT7 434 428 .405
Processing
Relational .836 .627 .624 .505 1 379 .363 321 .343
Transparency
Response to .528 483 465 ATT .379 1 .873 .939 .809
Change Overall
Cognitive .515 518 436 434 .363 .873 1 .720 .637
Response
Emotional 452 .392 411 428 321 .939 .720 1 .632
Response
Intentional .455 .408 .395 .405 .343 .809 .637 .632 1
Response

**Correlation is significant at the 0.01 level (2iled)
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Exploratory Analysis

An exploratory canonical correlational analysis wasducted to determine the
relationship and variability of the two sets of iadtes: response to organizational change
scales and authentic leadership scales. The cat@oicelation analysis determines a set
of canonical variates, linear orthogonal combinaiof the variables within each set,
which describe the relationship and variabilitytbbetween and within the data sets.
Canonical function sets are created until no redidariance remains, thus in the case of
this study, three canonical function sets were dbo{8hery & Henson, 2005).

One significant canonical correlation (r = .685)swWaund in variate 1 (Table 12).
This indicates that 46.9% of the variance betwéerntwo variates is shared. All of the
variables were found to have significant canonligatlings in variate 1c@nonical
loadingy. Authentic leadership accounts for 64.5% of tagance in variate 1, while
response to change shares 14.2% of its varianbevartate 1yariance of set)l
Authentic leadership accounts for 67.1% of thearaze in variate 1, while response to
change shares 14.7% of its variance with varigieafiance of setR These findings
suggest that variability within and between data as been well accounted for.

Correlations previously found between the authdetidership and response to
change variables (Table 9) were positively andngfiyrelated, and are also reflected
within the canonical correlations (Table 12). Noami@gful patterns can therefore be

determined outside of the strength and positiveation of the relationships.
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Table 12

Canonical Correlation

Canonical Dimension (Variate) Correlation
1 .685
2 .213
3 .067
Canonical Loadings for Set-1
1 2 3
Relational Transparency 776 .066 .627
Balanced Processing .897 313 -.176
Internalized Moral Perspective .867 151 .030
Self-Awareness 941 -.337 -.008
Canonical Loadings for Set-2
1 2 3
Cognitive Response .956 -.259 -.140
Emotional Response .874 .352 -.336
Intentional Response .884 229 407
Proportion of the Variance of Set-1 Explained lsyQwn Canonical Variate
Canonical Dimension (Variate) Prop Var
1 .803
2 .048
3 .090
Proportion of the Variance of Set-1 Explained bypGgte Canonical Variate
Canonical Dimension (Variate) Prop Var
1 377
2 .002
3 .000
Proportion of the Variance of Set-2 Explained lsyQwn Canonical Variate
Canonical Dimension (Variate) Prop Var
1 .819
2 .081
3 .099
Proportion of the Variance of Set-2 Explained bypGgte Canonical Variate
Canonical Dimension (Variate) Prop Var
1 .384
2 .004
3 .000
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An additional exploratory analysis was conducteth&asure the relationship
between organizational change outcome (change ssiaoegnitive response, emotional
response, and intentional response) and autheatitetship (authentic leadership overall,
self-awareness, balanced processing, relationapeaency, and internalized moral
perspective) between two different types of ledeleels (manager or executive).
Leadership level was collected through a demogcaipdnin in the questionnaire.
Executive level was re-coded as a new variablecbasatem selections that consisted of
Chief Executive Officer, Chief Operating Officerhi@f Financial Officer, and Other
Executive. Individual contributor and team leadelswvere excluded since these were
not clearly defined in the questionnaire. Facediglifor “Manager” and “Executive”
were determined to be sufficient enough for expilora

Correlational analyses were conducted to deterthimeelationship between
authentic leadership and organizational changeoowgs. Results show similar findings
between both Manager and Executive levels. Thesanzositive and moderate
relationship between overall perceptions authdatidership and organizational change
success for both Managers (r = .460, p = .001)Ex=tutives (r = .372, p =.001), with a
slightly stronger relationship with Managers. Foagers, overall perceptions of
authentic leadership was positively and stronglgteel to overall response to
organizational change (r = .592, p = .001), cogeitesponse (r = .582, p = .001),
emotional response (r = .529, p =.001), and imteat response (r = .553, p =.001). For
Executives overall perceptions of authentic leddpra/as slightly stronger than

Managers, with a positive and strong correlatiooverall response to organizational
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change (r = .696, p = .001), cognitive response.@83, p = .001), emotional response (r

=.623, p =.001), and intentional response (r24,6 = .001).
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Table 13

Exploratory Correlational Analysis of Leadershipviets

AuthLd  SelfAw IntMor BalPro RelTra ChgSucc Resp Cog Emot Intent

Overall Overall

Manager  Authentic 1 .897 847 856  .863 460 592" 582" 529 553
Leadership
Overall
Self-Awareness .897" 1 692 767 671 504 578 633 494 516
Internalized 847" 692" 1 642 610 .338 4407 3910 436 .366
Moral
Perspective
Balanced 856 767 6472 1 629 313 619 636 559 .530°
Processing
Relational 863" 671 610 629 1 419 447 404 379 508
Transparency
Organizational .460° 504" .338 313 419 1 348 361 .308 .310
Change
Success
Overall 592" 578 440 619 447 348" 1 923 956 .867
Response to
Change
Cognitive 582" 633" 3917 636  .404 3617 923" 1 .809 .788
Response
Emotional 529" 494" 436 559" 379 .308 956  .809 1 725
Response
Intentional 553" 516 366 530 508" .310 867 .788° 725 1
Response

**Correlation is significant at the 0.01 level (@Hed)
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AuthLd  SelfAw IntMor BalPro RelTra ChgSucc Resp Cog Emot Intent

Overall Overall

Executive  Authentic 1 927 917" 865 .888" 372 696 .683 623 .621
Leadership
Overall
Self-Awareness .927" 1 772 789" 751 289" 647 657 571 566
Internalized 912" 772 1 760 762 367 686 .669 .615 .613°
Moral
Perspective
Balanced 865 789" 760 1 629 .300° 606 578 548 548
Processing
Relational .888" 751 762 629 1 .380° 572" 554 513 513
Transparency
Organizational .372° 289" 367 3000 .380 1 494 5217 436 412
Change
Success
Overall 696 647 686 606 572 494 1 904 957" 852"
Response to
Change
Cognitive 683" 657" 669 578 554 521 904" 1 .795 .702
Response
Emotional 623" 571 615 548" 513 436 957 795 1 727
Response
Intentional 621 566 613 548" 513 417 852" 7027 727 1
Response

**Correlation is significant at the 0.01 level (@Hed)
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Summary

Statistical analysis was conducted to measureglaionships between the
independent variables (authentic leadership: se#raness, balanced processing,
relational transparency, and internalized moraspective) and dependent variables
(organizational change success and response togalawwganizational change: cognitive,
emotional, and intentional). All hypotheses wenanio to be fully supported by the data
analysis, with the exception of hypothesis 2. Tgperganizational change (alpha, beta,
and gamma) was found to have no moderating eféacthe relationship between

authentic leadership and response to organizatahaaige.
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CHAPTER 5: INTERPRETATIONS AND CONCLUSIONS
Overview

This chapter summarizes and interprets the findafigse study. The chapter
consists of: (1) an overview of the study that eevbe purpose, research question, and
study design, (2) a summary of findings, (3) aasston of findings, (4) practical and
theoretical implications, (5) limitations and reaoendations for future research, and (6)
conclusions of the study.

Long-term studies of organizational change effbeage indicated that change
efforts do not often achieve desired results (BEmenstat, & Spector, 1990). Research
has shown that employees’ attitudes toward changeg, 2005) as well as the key role
of positive leadership traits such has honestyraarhlity (Gill, 2003) are essential
contributors to whether an organization’s chanderesucceeds or fails.

Authentic leadership specifically espouses thesti@ honesty through self-
awareness and relational transparency. Authesdiddrship promotes morality through
internalized moral perspective and balanced praugss

Evidence to support the link between employeeualtis toward change and
positive leadership traits would be particularlyegcial because both have been
separately shown by researchers (Gill, 2003; LiA885) as essential to organizational
change success, however, we do not have adeqtat@ation to link authentic
leadership to employee response to organizatidraalge because this relationship has
not been researched to date. Therefore, the pugddkes study is to explore the
relationship between employee perceptions of atithEzadership and response to

organizational change. The research questions\drat is the Relationship Between
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Employee Perceptions of Authentic Leadership aaaidd Organizational Change
Outcome? What is the Relationship Between Emplegemeptions of Authentic
Leadership and Response to Planned OrganizatiohahGe?

Data was collected from 200 survey participanteugh Amazon Mechanical
Turk, an online crowdsourcing and survey tool. tiegrants were asked to think of one
specific organizational change that he or she éspeed, and thinking of this experience,
completed a questionnaire consisting of two exjséind validated surveys, the Authentic
Leadership Questionnaire (ALQ) and Piderit's Reacto Change Scale (1999).
Organizational change outcome was operationalizenigh the level of attainment of
intended goals. Type of organizational change, ateralized by Golembiewski and
colleagues (1976), was measured as a moderatirapleaand organizational
commitment was measured as a control variable idayger and Allen's Scale (1997).
Demographic questions to identify personal attesuwere also included in the survey.
Summary of Findings

Correlational and regression analyzes were perfdnuseng SPSS 18.0 to measure
the relationships between the independent varigblgtentic leadership: self-awareness,
balanced processing, relational transparency, raednialized moral perspective) and
dependent variables (organizational change out@meesponse to organizational
change: cognitive, emotional, and intentional). T¢i®wing was found

e Hypothesis 1 was supported: Perceptions of auth&@dership were positively
and moderately related to organizational changeessc Perceptions of authentic
leadership were positively and strongly relatedverall response to organizational

change.
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e Hypothesis 2 was not supported: There is a posdiemoderate to strong
relationship between employee perceptions of atithadership and response to
planned organizational change, however type ofrorgéional change (alpha, beta,
and gamma) had no moderating effects.

¢ Hypothesis 3 was supported: There is a positivenaoderate to strong relationship
between employee perceptions of authentic leadeestd response to planned
organizational change when controlling for orgahareaal commitment.

e An exploratory canonical correlation analysis fouhat variability within and
between data sets was well accounted for.

e An exploratory analysis determined that the retediop between authentic
leadership and organizational change outcomesrarksbetween Manager and
Executive leadership levels. There was a sligtitiygjer relationship with
Managers between authentic leadership and orgamahthange success. There
was also a slightly stronger relationship with BExees between authentic

leadership and response to change.

Discussion of Findings
Planned Organizational Change Outcome
Results of the data support the findings of presimsearch which suggest
organizational change failure rates as high as B9#round 70% on average (Beer &
Nohira, 2000; Burnes, 2009; Cope, 2003; Greine/1®lammer & Champy, 1993;
Hughes, 2011; Keller & Aiken, 2009; Kotter, 2008ater, 2010; Rogers et al., 2006;

Senturia et al., 2008). Only 7% of participantsc¢ated that the planned organizational

121



change effort met all intended goals. If the orgatonal change success is defined by
meeting all intended goals, therefore 93% of thenge efforts surveyed by this study
failed. More conservatively, and additional 47%pafticipants indicated that most goals
were met. If the organizational change successfiaell by meeting most goals,
considering over time some goals may change, 46&teothange efforts surveyed by
this study failed.

As Table 14 outlines, organizational change outcomiether or not the change
effort succeeded or failed, was found to have aipesand moderate correlation to
overall employee response to change as well astoegremotional, and intentional
response to change. Therefore how people think,they feel about the change, and
how they plan on acting has a direct relationsbiprganizational change success. This
supports the findings of previous research by Li{2895) that employees’ attitudes
toward change are essential contributors to wheth@rganization’s change effort

succeeds or fails.
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Table 14

Response to Organizational Change and Organizati@hange Outcome Findings

Organizational Change Outcome Findings

Overall Response to
Organizational Change

Organizational change outcome was found to have a
positive and moderate correlation to overall
employee response to change. Therefore how
employees think, feel, and plan to act about the
organizational change has a positive relationship t
the outcome (success or failure) of the planned
organizational change effort.

Cognitive Response to
Organizational Change

Organizational change outcome was found to have a
positive and moderate correlation to cognitive
response to change. Therefore how employees think
the organizational change has a positive relatipnsh
to the outcome (success or failure) of the planned
organizational change effort.

Emotional Response to
Organizational Change

Organizational change outcome was found to have a
positive and moderate correlation to emotional
response to change. Therefore how employees feel
about the organizational change has a positive
relationship to the outcome (success or failurahef
planned organizational change effort.

Intentional Response to
Organizational Change

Organizational change outcome was found to have a
positive and moderate correlation to intentional
response to change. Therefore how employees plan to
act about the organizational change has a positive
relationship to the outcome (success or failurghef
planned organizational change effort.

As Table 15 outlines, overall perceptions of autitdeadership as well as the

authentic leadership traits of self-awarenesstioglal transparency, and internalized

moral perspective were found to have a positiveranderate relationship with

organizational change outcomes. This supportptéaous research findings that

organizational change failures occur due to lacgasitive leadership traits, particularly

honesty and morality (Gill, 2003). One of the kepects of authentic leadership is self-

awareness, understanding and acceptance of ona’shnetwes, emotions, desires, and
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self-relevant cognitions. Authentic leadership sjpEadly promotes honesty through the
trait of relational transparency, presenting onels self, and morality through the trait
of internalized moral perspective, being awarehefimpact of one’s behavior on others
and morally guiding one’s behavior through equiadnhd fair decision-making. Both
relational transparency and internalized moral per8ve are potentially more visible
aspects of authentic leadership, particularly duan organizational change
implementation, are supported by strong self-anesgnand have been found to have
significant ties to organizational change success.

The findings of this study also support the idest through outward unbiased
processing leaders model and inspire behavioram followers, leading to higher levels
of performance (Gardner et al., 2005). The findiabghis study also support the idea
that followers are inspired by the leader’s moeals, where moral dilemmas are
recognized, assessed, and authentic action is (8kayet al., 2003). In the case of this
study employees may be inspired to higher levelseoformance by the leader’s sense of
morality.

The less visible trait of balanced processing, dbje analysis of all relevant data
prior to making a decision, was found to have atpmesbut weak relationship to
organizational change outcomes. Balanced proapssicritical aspect to authentic
leadership, and certainly supports self-awarenmetsjonal transparency, and
internalized moral perspective by providing thorowgalysis of data (balanced
processing).

An exploratory analysis determined that the refegiop between authentic

leadership and organizational change outcomesraraisbetween Manager and
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Executive leadership levels. There was a slightiyngier relationship with Managers

between authentic leadership and organizationalgdnauccess.

Table 15

Organizational Change Outcome and Authentic Leddprs

Organizational Change Outcome

Overall Authentic Leadership Organizational change outcome was found to have a

positive and moderate correlation to overall
perceptions of authentic leadership. Therefore
authentic leadership has a positive relationshijp¢o
outcome (success or failure) of the planned
organizational change effort.

Self-Awareness

Organizational change outcome was found to have a
positive and moderate correlation to leader self-
awareness. Therefore leader self-awareness,
understanding and knowing oneself, has a positive
relationship to the outcome (success or failure) of
the planned organizational change effort.

Balanced Processing

Organizational change outcome was found to have a
positive but weak correlation to leader balanced
processing. Therefore leader balanced processing,
objective analysis of all relevant data prior to

making a decision, does not have much impact on
the outcome (success or failure) of the planned
organizational change effort.

Internalized Moral
Perspective

Organizational change outcome was found to have a
positive and moderate correlation to leader
internalized moral perspective. Therefore leader
internalized moral perspective, being aware of the
impact of one’s behavior on others and morally
guiding one’s behavior through equitable and fair
decision-making, has a positive relationship to the
outcome (success or failure) of the planned
organizational change effort.

Relational Transparency

Organizational change outcome was found to have a
positive and moderate correlation to leader retatio
transparency. Therefore leader relational
transparency, presenting one’s “true self,” has a
positive relationship to the outcome (success or
failure) of the planned organizational change ¢ffor
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Authentic Leadership and Response to Planned Orgarational Change

Overall perceptions of authentic leadership wetnébto have a positive and
strong relationship to overall, cognitive, emotipraad intentional response to
organizational change. Overall response was foomave the strongest relationship (r =
.659), followed by cognitive (r =.641), intermtial (r = .602), and emotional (r = .587).

In addition, perceptions of authentic leadershiye(all, self-awareness, balanced
processing, internalized moral perspective, amaticeial transparency) were found to
have a positive relationship with response to amgdional change (overall, cognitive,
emotional, and intentional) with no moderating ef$efrom type of organizational
change (alpha, beta, or gamma). These findingsestigigat no matter the type of change,
small-scale to large-scale, authentic leadershgpahaositive relationship to response to
organizational change.

An exploratory analysis determined that the refegiop between authentic
leadership and organizational change outcomesraraisbetween Manager and
Executive leadership levels. There was also atyjigtronger relationship with
Executives than Managers between authentic leageasd response to change.

All aspects of authentic leadership were foundaweehpositive and strong
relationships with emotional response to chandeese findings suggest that authentic
leadership has a strong impact on employee feelibgat organizational change.
Attitudes have been found to be a strong link tetibr an organization’s change effort
succeeds or fails (Lines, 2005).

All aspects of authentic leadership were foundaweehpositive and strong

relationships with cognitive response to changkeesg findings suggest that authentic
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leadership has a strong impact on employee thowdatst organizational change. As
with feelings, thoughts also play a part in empkg#itudes, which have been found to
have a strong connection to organizational changeess (Lines, 2005).

All aspects of authentic leadership were foundaweehpositive and strong
relationships with intentional response to changleese findings suggest that authentic

leadership has a strong impact on employee belsagtioing organizational change.
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Table 16

Response to Organizational Change and Authentidéseship

Overall Cognitive Emotional Intentional
Response to Responseto  Responseto Response to
Change Change Change Change
Overall Authentic Authentic Authentic Authentic
Authentic leadership leadership leadership leadership
Leadership overallhasa overallhasa overallhasa overall has a
strong impact  strong impact  strong impact strong impact
on employee  on how on how on how
response to employees think employees feel employees
organizational about about plan to act
change. organizational organizational during an
change. change. organizational
change.
Self- Leader self- Leader self- Leader self-  Leader self-
Awareness awareness, awareness, awareness, awareness,
understanding understanding understanding understanding
and knowing and knowing and knowing  and knowing
oneself, has a oneself, hasa oneself, has a oneself, has a
strong impact  strong impact  strong impact strong impact
on employee  on how on how on how
response to employees think employees feel employees
organizational about about plan to act
change. organizational organizational during an
change. change. organizational
change.
Balanced Leader Leader balancedLeader Leader
Processing balanced processing, balanced balanced
processing, objective processing, processing,
objective analysis of all  objective objective
analysis of all relevantdata  analysis of all analysis of all
relevant data  prior to making relevant data relevant data
prior to making a decision, has aprior to prior to
a decision, has strong impact making a making a

a strong impact

on employee
response to
organizational
change.

on how

employees think strong impact

about
organizational
change.

decision, has a decision, has a
strong impact

on how on how
employees feel employees
about plan to act

organizational during an
change. organizational
change.
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Internalized Leader Leader Leader Leader
Moral internalized internalized internalized internalized
Perspective moral moral moral moral
perspective, perspective, perspective,  perspective,
being aware of being aware of being aware of being aware of
the impact of  the impact of  the impact of the impact of
one’s behavior one’s behavior one’s behavior one’s behavior
on others and on others and on others and on others and
morally guiding morally guiding morally morally
one’s behavior one’s behavior guiding one’s guiding one’s
through through behavior behavior
equitable and  equitable and  through through
fair decision-  fair decision- equitable and equitable and
making, has a making, has a fair decision- fair decision-
strong impact  strong impact making, has a making, has a
on how on how strong impact strong impact
employees employees think on how on how
think about about employees feel employees
organizational organizational about plan to act
change. change. organizational during an
change. organizational
change.
Relational Relational Leader Leader Leader
Transparency transparency, relational relational relational,
presenting transparency, transparency, presenting
one’s “true presenting one’s presenting one’s “true
self,” has a “true self,” has one’s “true self,”
strong impact a strong impact self,” has a transparency
on how on how strong impact has a strong
employees employees think on how impact on how
think about about employees feel employees
organizational organizational about plan to act
change. change. organizational during an
change. organizational
change.
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Implications for Theory

Table 17 overviews the implications of this resbastudy on theory. First, the
findings of this research begin to fill the reséagap on the relationship between
authentic leadership and organizational changes fidsiearch specifically adds to
existing authentic leadership research by proviéwigence of its strong and positive
impact on employee response to planned organiztarange as well as organizational
change success, an area that has not yet beercteskto date. This study partially
fulfills the need cited by Walumbwa and colleag(308) for examination of the impact
of authentic leadership on the performance oftlkdévidual, unit, or overall organization.

Results of this study provide empirical support graployee perceptions of
authentic leadership and response to organizateraalge have a positive relationship.
This was previously hypothesized in authentic lestuip theory but had not been
previously researched.

Dirks and Ferrin (2002) found that leadership wgaicantly related to attitudinal
and behavioral outcomes. This study builds upasy tiso providing support that
authentic leadership is positively and stronglated to cognitive, emotional, and
behavioral outcomes. These findings add to autbésaidership theory, that authentic
leadership is related to central workplace behawaod attitudes.

For the purpose of this research, leadership wisedieas a reciprocal relationship
which exists in order to accomplish common goalsr{hbuse, 2001). The findings of
this research build upon this basic leadershipttep@roviding further evidence of this
reciprocal relationship. A direct relationship waand between the behaviors and

attributes of the leader and how the follower wiiscted and reacted as a result.
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Positive attributes of the leader, specificallydbaletailed by authentic leadership theory,
had a positive and strong relationship to positiognitive, emotional, and intentional
responses by followers to organizational change.

This positive and strong relationship found betwaethentic leadership and
response to organizational change also buildsaateleship in the area of perception. The
ALQ utilized in this study measured employee petiogys of authentic leadership. It
was therefore perceptions of authentic leaderstapwere found to positively relate to
organizational change outcomes.

The findings of this research contribute the staflgrganizational change initiative
success. A previous survey of 1,536 executivesluad in a wide variety of change
initiatives found that only 38% thought these atitres were successful (Isern and Pung,
2007). This study found that 47% of participantdicated that most goals were met, and
an additional 7% felt that all goals were met thane 54% found the change initiatives
to be successful. This falls along the same liigestlaer previous research which found
change failure rates of 33% to as high as 90% (Re¥ohira, 2000; Burnes, 2009;

Cope, 2003; Greiner, 1967; Hammer & Champy, 1998jhes, 2011; Keller & Aiken,
2009; Kotter, 2008; Maurer, 2010; Rogers et alg@Genturia et al., 2008). This failure
rate of approximately 70% seems to be fairly stabler the past 50 years where
Greiner’s (1967) meta-analysis found an averadertarate of 73%. The findings from
this study adds to existing research citing th& tafcsuccess in change initiatives and
reiterates the continuous need to study what malgemizational change efforts succeed.

Rowland and Higgs (2008) proposed that many chaffges fail because they

have overly adopted a top down approach to orgtoiml change. The findings of this
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research extend this assertion by providing eviddacthe relationship between
authentically lead organizations, which can be gmwf as the antithesis of top-down
leadership and greatly focused on employee empogrdrrand organizational change
success.

Parry and Proctor-Thomas (2002) proposed that atitadly-led organizations are
more effective and have positive outcomes suclrasghened organizational culture,
lower levels of staff turnover, and increased ermpgoeffort. The findings of this
research add to authentic leadership theory by stgp@widence for the relationship
between authentically-led organizations and orgditnal change success.

The findings of this study also build upon authefgadership theory by providing
evidence for the positive outcomes related to edds four main aspects: self-
awareness, balanced processing, internalized rpergpective, and relational
transparency. Study results show a positive amthgtrelationship between authentic
leadership and its four aspects and employee respg@ngnitive, emotional, and
intentional) to organizational change. Study resalso show a positive and moderate
relationship between authentic leadership and azgdanal success.

Self-awareness is an understanding of one’s stisragtd weaknesses and the
multidimensional nature of the self (Kernis, 2003he results of this study provide
evidence that planned organizational change eféwgsnore likely to succeed (meet
intended goals) and employees respond more pdgitvy@lanned organizational change
with strong self-awareness, because the leadeoiis aware of his or her impact on

others.
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An internalized moral perspective is a form of geljulation, where the leader
modifies behavior based on morals (Avolio & Gardr2®05; Gardner et al., 2005;
Walumbwa et al., 2008). The results of this stpdyide evidence that planned
organizational change efforts are more likely toce&ed (meet intended goals) and
employees respond more positively to planned opgdioinal change with strong
internalized moral perspective, because the leadsrable to recognize and evaluate
ethical issues, assess the options, and take diathetion.

Balanced processing is the objective analysislotldvant data before coming to a
decision (Walumbwa, et. al., 2008, p. 95). Thelltssof this study provide evidence that
planned organizational change efforts are moréyliteesucceed (meet intended goals)
and employees respond more positively to planngdrozational change with strong
balanced processing.

Relational transparency refers to presenting ome&sfeelings, opinions, and
emotions in an exchange with followers (Kernis, 200The results of this study provide
evidence that planned organizational change eféwgsnore likely to succeed (meet
intended goals) and employees respond more pdsgitvy@lanned organizational change
with strong relational transparency, because thedeis understood and trusted.

This study adds to leadership theory by providepigoal evidence for the
importance of employee perceptions of leadershigs $tudy specifically measured
perceptions of authentic leadership and the impkittose perceptions on organizational
change success and response to change. The bahavibattributes displayed by the
leader were perceived by the employee, and theamplthought, felt, and acted

accordingly.
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This study builds previous research by Piderit ®0@iderit (2000) theorized that
response to organizational change is multi-dimeraiaognitive, affective, and
intentional. Each response to change attributdbeameasured individually on a separate
continuum, which allows for analysis by each dimensFindings of this research
provide support for Piderit (2000), that resporserganizational change is multi-
dimensional and that it is beneficial to measuredividually. Response to change was
found to vary between dimensions, and this levelet&il enhances the analysis and
implications of the findings.

The findings of this research contribute to thelgtof resistance to change.
Resistance to change, which is often viewed agjative response to change, has been
often cited as a reason for problems within orgatlonal change (Erwin & Garman,
2010; Prochaska et al., 2001; Bovey & Hede, 200h)s study found that organizational
change failure was positively and moderately relatenegative response to change, r =
.433. This validates the qualitative data that pr&viously collected by adding
empirical evidence to support the relationship leemvorganizational change failure and
negative response, or resistance, to organizatahaaige.

The findings of this research contribute to thelgtaf ambivalence to change.
Piderit (2000) proposes that ambivalence to chaagebe beneficial, and in some cases
such as within the early stages of change, ambigalean be fostered instead of initial
positive support. Piderit notes that ambivalencestrbe fostered with care and it might
not always be the optimal course of action. Thislg does not entirely support Piderit's
proposition. Results of this study indicate a pesitelationship between response to

organizational change (overall, cognitive, emotlpaad intentional), and organizational
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change success. Success was found with positipermsss, and not necessarily with
ambivalence; however, ambivalence would be predevkeer resistance to change.
Therefore one must make a cautious and informedidadefore cultivating

ambivalence in the early stages of organizatiohahge. This is also an area for potential
future research.

Leadership as well as change research, often fearshigher level leader-
focused, macro, or systems-level approach, insiEadnore person-focused approach
(Judge, et. al, 1999). Employee reactions to changeften overlooked (Herscovitch &
Meyer, 2002). Accordingly, Judge, et al. and atH{erg., Aktouf, 1992; Bray, 1994,
Wanberg & Banas, 2000) have called for a more pefsoused approach to the study of
organizational change (Herscovitch & Meyer, 2082well as leadership (Hollander,
1992; Hollander & Offermann, 1990; Meindl, 1990; ik, 1993). The findings of this
study have contributed to theory in regard to irdlial-level response to planned
organizational change, by specifically studying ayee response to planned
organizational change.

Much of the research on leadership and its impadblowers utilized qualitative
rather than quantitative measures. As a resuligahelusions that can be drawn from this
literature are limited due to the inability to vigrand validate the relationships proposed
therein (Yukl, 2006). Contemporary scholars havkeddor a renewed focus on
conducting quantifiable studies in order to broadenunderstanding of the effects of
leadership on followers (Day, Zaccaro & Halpin, 200/alumbwa et al., 2008). This
research answers the call for a quantitative stddlye relationship of authentic

leadership and employee response to planned oegemal change.
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Gardner, Avolio, Luthans, et al. (2005) used seliednination theory (Ryan &
Deci, 2001, 2003) to theorize that positive modghy authentic leaders would create
greater internalized regulation processes amongwels which would lead to greater
levels of follower performance. The findings ofshesearch support this idea because
the data shows a positive and strong relationséiywéden authentic leadership and

intentional response to organizational change.
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Table 17

Research and Theory Mapped to Study Findings

Impact of Authentic Leadership: The findings of this study directly support this
Walumbwa and colleagues (2008)esearch need.

cite the need for examination of

the impact of authentic leadership

on the performance of the

individual, unit, or overall

organization

AL and Organizational Change: The findings of this study provide support that a
Perceptions of authentic leadershipositive relationship exists between perceptions
and response to organizational  of authentic leadership and response to

change have a positive organizational change.

relationship.

Organizational Change Type: The findings of this study provide support that a
Perceptions of authentic leadershipositive relationship exists between perceptions
and response to organizational of authentic leadership and response to

change have a positive organizational change in all types of
relationship, with little difference organizational change (alpha, beta, and gamma).
the strength of this relationship

between types of change.

Leadership and Attitudes and This study builds upon this, also providing

Behavioral Outcomes: support that authentic leadership is positively and
Dirks and Ferrin (2002) found thatstrongly related to cognitive, attitudinal, and
leadership was significantly behavioral outcomes.

related to attitudinal and
behavioral outcomes.

Multi-Dimensional View of This study builds upon this, also providing
Organizational Change: support for Piderit (2000) that response to
Piderit (2000) theorized that organizational change is multi-dimensional and

response to organizational changehat it is beneficial to measure it individually.
is multi-dimensional: cognitive,

affective, and intentional. Each

response to change attribute can be

measured individually on a

separate continuum, which allows

for analysis by each dimension.

Org Change Success: This study builds upon this, also providing

A previous survey of 1,536 support that 27% of participants indicated that
executives involved in a wide most goals (of the organizational change effort)
variety of change initiatives found were met.

that only 38% thought these

initiatives were successful.
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Ambivalence to Change: This study does not entirely support Piderit's
Piderit (2000) proposes that proposition. A positive relationship between
ambivalence to change can be response to organizational change and

beneficial, and in some cases sucbrganizational change success. Success was

as within the early stages of found with positive and strong responses, and not
change, ambivalence should be necessarily with ambivalence. This is also an area
fostered instead of initial positive for potential future research.

support.

Top-Down Org Change The findings of this research extend this assertion
Approach: by providing evidence for the relationship
Rowland and Higgs (2008) between authentically lead organizations (which
proposed that many change effortsan be thought of as the antithesis of top-down
fail because they have overly leadership) and organizational change success.

adopted a top down approach to
organizational change.

Authentically Lead Org The findings of this research extend authentic
Outcomes: leadership theory by providing evidence for the
Parry and Proctor-Thomas (2002)relationship between authentically lead

proposed that authentically lead organizations and organizational change success.
organizations are more effective

and have positive outcomes.

Resistance to Org Change: The findings of this research extend previous
Resistance to change, which is qualitative research by adding empirical evidence
negative response to change, hasto support the relationship between organizational
been often cited as a reason for change failure and negative response, or
problems within organizational  resistance, to organizational change.

change (Erwin & Garman, 2010;

Prochasa et al., 2001; Bovey &

Hede, 2001).

Person-focused Study of The findings of this study have extended research
Change: by adding macro-level implications of employee
Judge, et al. and others (e.qg., response to planned organizational change.

Aktouf, 1992; Wanberg & Banas,
2000) have called for a more
person-focused approach to the
study of organizational change
(Herscovitch & Meyer, 2002) as
well as leadership (Hollander,
1992; Meindl, 1990; Meindl,

1993).
Quantitative Leadership This research extends theory by providing a
Studies: quantitative study of the relationship of authentic

Contemporary scholars have callei@adership and employee response to planned
for a renewed focus on conductingrganizational change.

quantifiable studies in order to

broaden our understanding of the
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effects of leadership on followers

(Day, Zaccaro & Halpin, 2004;

Walumbwa et al., 2008).

Follower Performance: This research supports this theory because the
Gardner, Avolio, Luthans, et al. data shows a positive and strong relationship
(2005) theorized that positive between authentic leadership and intentional
modeling by authentic leaders  response to organizational change.

would create greater internalized

regulation processes among

followers which would lead to

greater levels of follower

performance.

Implications for Practice

According to Harter and colleagues (2002), a langeunt of attention is being
directed toward the role that leaders play in fobo engagement at work, and with the
suggestions that organizational outcomes are greallanced when employees believe
that they are supported, recognized, and develbpéleir leaders, findings from this
study are especially timely and relevant to priaxctérs. Authentic leadership espouses
these ideas of employee support, recognition, aveldpment. Results of this study
prove the relationship between employee percepbbdasithentic leadership and
response to organizational change. Practitionarsmaeest in authentic leadership
development in order to enhance employee respormganizational change.

Through the evidence presented in this researabtielts and practitioners are better
informed and are able to positively impact emplayéering an organizational change by
proactively embodying the traits of Authentic Leesihép. Furthermore, this relationship
was found with little difference between type ofanizational change (alpha, beta, and
gamma). Therefore, if strong authentic leadershkipaliors are enacted, organizational

change failure may be mitigated or reduced in gpg bf organizational change
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initiative. Table 18 outlines potential organipaal change scenarios, and using the
results of this research study, suggests poteartas for authentic leadership investment.

The findings of this research highlight the needdi@anizational interventions
prior to the onset of an organizational changeaitite in order to ensure greater success.
The findings of this study found similar failureea to those reported over the past 50
years, of approximately 70% (Beer & Nohira, 2000riies, 2009; Cope, 2003; Greiner,
1967; Rogers et al., 2006; Senturia et al., 20@8)reviously cited, this study found that
there is a positive relationship between perceptmfrauthentic leadership and positive
organizational change outcomes. It is the respditgibf practitioners to be aware of the
organizational change failure risk and to consalghentic leadership as a potential
mitigation strategy.

The authentic leadership traits of self-awarengdational transparency, and
internalized moral perspective were found to hapestive and moderate relationship
with organizational change outcomes, whereas geeMisible trait of balanced
processing was found to have a positive but welaktioaship to organizational change
outcomes. It is therefore potentially more prudentvest in authentic leadership
development in the areas of self-awareness, rakdticansparency, and internalized
moral perspective if organizational change suc@mee®ting most of intended goals) is
important.

Furthermore, employee cognitive, emotional, andrnihbnal response to
organizational change and all aspects of auth&daaership: self-awareness, balanced
processing, internalized moral perspective, amaticlal transparency were found to

have a positive and strong relationship. It isefene potentially prudent to invest in
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authentic leadership development in these areamployee cognitive, emotional, and

intentional responses are found to be critical goékn organizational change effort.

Table 18

Organizational Change Scenarios and Potential 8ges

Organizational change outcome

Focus on development of Self-Awareness,

must be successful (meeting most Internalized Moral Perspective, and Relational

of its intended goals)

Transparency of the leader or leaders of the
organizational change effort.

The organization wants
employees to think positively
about the organizational change

Focus on all aspects of authentic leadership: self-
awareness, balanced processing, internalized
moral perspective, and relational transparency of
the leader or leaders of the organizational change
effort.

The organization wants

Focus on all aspects of authentic leadership: self-

employees to feel positively about awareness, balanced processing, internalized

the organizational change

moral perspective, and relational transparency of
the leader or leaders of the organizational change
effort.

The organization wants
employees to intend to act
positively in regard the
organizational change

Focus on all aspects of authentic leadership: self-
awareness, balanced processing, internalized
moral perspective, and relational transparency of
the leader or leaders of the organizational change
effort.

This study provides evidence that investment imentic leadership development

may be prudent given the state of high-profile sasfeunethical leadership as well as the

instability of organizational outcomes during chamgjtiatives. This investment may be

particularly beneficial within organizations anfiating an organizational change. Table

19 outlines potential strategies for developmerdaoh of the facets of authentic

leadership. Authentic leadership traits and behlravdan be propagated and developed

through leadership selection, education, developmegrams, as well as leadership

coaching. It can be noted that authentic leaderdévmelopment strategies are focused on
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the softer skill areas of self-awareness and melatimanagement, instead of the more

neo-cortex, analytical training.

Table 19

Areas for Authentic Leadership Investment and RateStrategies

Self-Awareness

Leadership Coaching

Seek Feedback

Journaling

Personal reflection, meditation, or mindfulness
Online/In-person Class Focused on Self-Awareness
Leadership Retreat/Offsite

Balanced Processing

Leadership Coaching

Journaling

Personal reflection, meditation, or mindfulness
Online/In-person Class on Decision Making
Leadership Retreat/Offsite

Internalized Moral

Leadership Coaching

Perspective Journaling
Personal reflection, meditation, or mindfulness
Online/In-person Class on Ethics/Morals
Leadership Retreat/Offsite

Relational Leadership Coaching

Transparency Online/In-person Class on Authentic Action

Leadership Retreat/Offsite

In keeping with the esprit de corps of authentadkrship, this study does not

recommend developing perceptions of authentic lshdealone. This study measured

perceptions of authentic leadership, and providedeace for its contribution to
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organizational change success, but authentic Ishgbeshould be developed and
espoused for moral and ethical reasons.
Limitations

This study is limited by the survey method, in atar the set survey questions
which only allow for responses on a set responake smd do not allow for additional
input by the participant. Also, it is assumed thatticipants truthfully and accurately
responded to the questionnaire, recalling a speaifjanizational change experience, and
refrained from personal bias.

In addition to the truthfulness assumed on thei@pants’ part, this study also
assumed that the behaviors and attributes of #detewvere truthful and honest. This is a
potential limitation of the study because autheletadlership could be faked and this
study measured employee perceptions of authemtietship. Over time, the likelihood
of perceiving faked authentic leadership as trubemtic leadership would diminish
because faking cues could be presented. Howeggrassibility of faking would be
more probable if the leader was fairly new or tbiéofver was fairly new and the
follower did not have a significant amount of tineegauge leadership behavior over time.
This study did not measure the length of time tngleyee knew the leader.

Common method bias is an additional limitationto$ tstudy. Single source bias, a
form of common method bias, arises from overlappiagability due to the data being
collected from a single source. In the case af $hidy, a combination of self-reported
(response to organizational change) and other-regh¢authentic leadership and
organizational change outcome) data, was colldected individual questionnaire

participants. In addition, data was collected frionividuals who were members of
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disparate organizations for greater generalizgbilistead of collecting data through a
case study within a single organization. Commothot bias was reduced by the
addition of measurement methods other than empl®m@ated data such as authentic
leadership self-ratings or peer ratings. Constvatitlity determined through factor
analyses found the potential for common method Wwittsn the Piderit response to
change scale. When a common latent variable wasdatddcapture the common variance
among the observed variables, the root-mean-sgueoeof approximation (RMSEA)
improved to acceptable levels. This raises theiptiggthat something external to the
hypotheses may have introduced a systematic resymas that could have affected
participant responses due to the nature of th@esiurvey (Podsakoff, et al., 2003).
Common source bias is an accepted limitation afshidy because the focus of this
research is on the individual level, specificallym@oyee perceptions of authentic
leadership and response to organizational changehwequires data from a single
source, the individual, and is therefore most appate in this case.

This study was also limited by the data analyselsrigues. Correlation and
regression analyses were used to determine theredhip between the independent and
dependent variables. Causal relationships werestablished through these techniques.
This study also has limitations based on the cartethe authentic leader and
organizational change experienced by the individ@asuring the type of change the
respondent experienced allowed for some contrtlisfmoderating variable.

This study also had limitations based on the tinuhthe survey. The survey
measured only one point in time, after the orgdiwmal change occurred. It is possible

that response to organizational change could haaeged over time. In addition to this,
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since the response was measured after the organalathange occurred there could be
some memory associated issues. Retrospective gnestie subject to recall bias;
however, there are several ways to enhance th# oéexents (larossi, 2006) and this
study utilized all memory recall tactics possible.

The survey population was sought from an intermafionline venue. The survey
was limited to 200 participants and closed onck fitilis possible that the opening time
of the survey, approximately 0900 EST could havpaated participation where
individuals in varying time zones were not activpgrticipating in Amazon Mechanical
Turk surveys at that time and therefore did notehidre opportunity to participate.

In addition, the majority of participants identdi¢ghemselves as Asian/American
Indian/Pacific Islander (66.2%). It has been eated that China (19.1%) followed by
India (17%) are the largest populations by couofrghe total population of the world,
which may account for the demographic distributdhis study, but this is also a
potential limitation to the generalizability of ghstudy if implications were applied to the
United States for example.

Future Research

This study has the potential to be repeated t@cbtlata for better generalizability
across diverse organizational change interventidwsadditional potential future
research study could look at organizational chavge time, measuring response to
organizational change as close as possible tatlveh and conclusion of the
organizational change event, and even at variatamges throughout the change. In
addition multiple sources and multiple measuremegthods should be utilized in future

studies which would potentially reduce common metaod single source biases.
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Multiple case studies, with measurement at varpmists in time before, during,
and after the organizational change would alss&rrenhance the connection between
response to change and organizational change sucPegerit (2000) suggested that
response to change has the potential to changdiowerlt was also proposed that
ambivalence to change can be beneficial, and irestases such as within the early
stages of change, ambivalence should be fostes¢ehith of initial positive support. The
findings of this research do not fully support thstering of ambivalence, but this may
be due to a timing issue of the point of time @& drganizational change. Further
research with multiple measurement points woulthmrenhance our understanding of
the link between ambivalence and organizationahghauccess.

Future research should include case studies whaehdaprovide additional
organization-specific data of a single, specifigasizational change as well as large
scale survey efforts. Additional case studies f tlature would provide greater
generalizability with the collection of diverse texts of the authentic leader and
organizational change experienced by the individual

Future research on authentic leadership and orgiaomal change outcomes should
seek measures beyond follower perceptions of atithleadership alone. It is possible
that the leader could have been faking autherdiddeship and the employee accepted his
or her perceptions as true authentic leadersho@®degree assessment, to include self-
assessments and peer-assessments, would proviteraddlata in the measurement of
authentic leadership.

Future research should delve into the effects af thie leader is, for example, are

differences found between hierarchical leadershels and the potential relationship to
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perceptions of authentic leadership. This alsaeslto leader-follower proximity which
also should be considered as a future researchgadeularly in relation to authentic
leadership and organizational outcomes.

Future research should utilize additional staidtitata analysis techniques to
provide evidence for relationship causality sucktasctured equation modeling.
Additional mediating variables should also be exgdiosuch as internal and external
organizational factors such as climate, culturé, @mganizational lifecycle stage.

The findings of this research support the propbgdParry and Proctor-Thomas
(2002) that authentically lead organizations areenedfective and have greater positive
outcomes. The findings of this research specifygatbvide evidence to support the
relationship between authentically lead organizetiand organizational change success.
Additional studies of the relationship between @asi forms of leadership and
organizational change success should be conducted.

Survey administration “timing” for this study waaded on previous resistance to
change research, although the most effective tirmaggnot yet been established (Piderit,
1999, Bovey and Hede, 2001; Szabla 2005). Sincguhbstionnaire was retrospective,
the instructions asked participants to answer basdtioughts, feelings, and intentions to
act after the change was fully communicated bubieethe change was implemented.
This contemplation and preparation timing may bcat for organizational change,
because it is when leaders make critical impressoonemployees, and employees form
initial thoughts, feelings, and intentions to dutf this has not yet been proven through
empirical research. Additional studies of criticgkrvention timing for organizational

change should be conducted.

147



It is possible that authentic leaders naturallgstetmployees who are potentially
more open or responsive to organizational change also possible that authentic
leaders are naturally selected for the role oféeadf organizational change. Additional
research should be conducted around selectiordaer ¢o further investigate these
possibilities.

Additional research should be conducted aroundestithleadership development.
In particular what are the most effective developtmeethods and techniques, best
timing, and most beneficial candidates, given tha¢stment in authentic leadership
development may be particularly beneficial withnganizations anticipating an
organizational change.

Conclusions

The purpose of this study was to explore the @tahip between employee
perceptions of authentic leadership and responplatmed organizational change.
Specifically this study investigated and found aifpee correlation between employee
perceptions of authentic leadership (self-awaremetational transparency, balanced
processing, and internalized moral perspective)ragponse (cognitive, emotional, and
intentional) to planned organizational change alé ageorganizational change outcome.
This study provides evidence for the positive e@ffexf authentic leadership, specifically
organizational change success and positive empl@gp®nse to organizational change.
Consideration of the benefits of authentic leaderah it relates to change is particularly
important to organizations due to the high raterghnizational change failure (Parry &

Proctor-Thomas, 2001). It is possible that if migations proactively develop and
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promote authentic leadership prior to or duringpeganizational change, the change

effort may have greater potential for success.
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Appendix A: Introductory Summary

You are invited to participate in a research studger the direction of Dr. Ellen Scully-
Russ of the Department of Human and Organizatibeaining, George Washington
University (GWU). Taking part in this research @untary.

The purpose of this study is to gain insights thi® relationship between authentic
leadership and organizational change. SpecificHily study seeks to understand the
relationship between employee perceptions of atithkradership and response to
planned organizational change.

In order to participate in this research study gaust have the following:
e 5 or more years of full-time work experience
e Personal experience as a member of an organizatidimat underwent
a planned organizational change the occurred withithe past five
years

If you choose to take part in this study, you wdinplete a 77-item questionnaire that
assesses your perceptions of the planned orgamahtithange leader, your feelings of
commitment to the organization, and your respooské planned organizational change.
The questionnaire should take approximately 20 tegto complete. Participating in this
study poses no risks that are not ordinarily entered in daily life.

You will be compensated $0.75 for your qualifyirappleted questionnaire.

In addition, your participation will also benefitganizational sciences and leadership
studies through a greater understanding of orgaaimd change.

Every effort will be made to keep your informaticonfidential, however, this cannot be
guaranteed. To ensure confidentiality, the reseainafill assign codes to each participant
so that names can be eliminated from the datadditian, the researcher will aggregate
all the data for analysis and data representationaintain anonymityf results of this
research study are reported in journals or at siemeetings, the people who
participated in this study will not be named omitiieed.

The Office of Human Research of George Washingtoivéssity, at telephone number
(202) 994-2715, can provide further information attyour rights as a research
participant. Further information regarding thisdstumay be obtained by contacting
Kathryn Vesey, Doctoral Student Relations Coordinadt telephone number (202) 994-
9274.

This questionnaire will be anonymous. To ensuagmity, your signature is not

required. Your willingness to participate in thesearch study is implied if you proceed
with this online questionnaire.

167



Appendix B: Instructions

Please think of a specific experience where yolewart of an organization that
underwent a planned organizational change thatroetwvithin the past five years.
Thinking of that specific experience, please angweifollowing questions using your
frame of mind at the time the planned organizatichange was communicated, but
before implementation occurred. Please take yme in recalling this specific event.
There are no right or wrong answers, so pleaseygive honest reaction.

(Q1) Do you have at least five years of full-time work>gerience?

O O
Yes No

(Q2) Have you personally experienced planned organizatial change during your
work experience within the past five years?Planned organizational change is a
deliberate choice by the organization to modifydhganization in any way such as a
process, policy, or system.

O O
Yes No
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(Q3A) Please select one of the following to describe thge of organizational
change that you experienced:

O

O

O

Change that targets or
affects only the tasks or
activities of an
organization is the lowest
level change and has the
least impact on the
organization. Task
efficiency is improved, but
neither the people nor role
they assume are affected.

Change that targets or
affects both the people and
the tasks they perform
within an organization. Thi
is of greater impact to the
organization than alpha lev
change. This change is
significant because it affect
geople within the
organization, but it does no
represent the highest level
change.

Change that transforms
the organization into a
new entity. This type of
5change affects the peopl
the tasks, and the
ebrganizational and
management structure.
sThis change is the
highest, most significant
t level of organizational
change.

D

(Q3B) Please select one of the following to describe tbatcome of organizational
change that you experienced:

O O O O O
| do not know| The The The The
the outcome | organizational | organizational | organizational | organizational
of the change met change met a | change most of change met all
organizational none of its few of its its intended of its intended
change intended goals | intended goals | goals goals
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Instructions:

Appendix C: Piderit Reaction to Organizational Charge Questionnaire

The following survey items focus on your BELIEFSabthe specific planned

organizational change that you experienced. Plaaseer the following questions using
your frame of mind at the time the planned orgaioral change was communicated, but
before implementation occurred. Please select @smonse for each statement using the

following scale:

1 2 3 4 5 6 7
Strongly | Disagree | Disagree | Neither Agree Agree Strongly
Disagree | Quite a | Somewhat Somewhat| Quite a Agree

Bit Bit
When | think about the organizational change ldyai..

Q4 | | can see the potential disadvantages ofthisl | 2 | 3| 4 6| 7
change.

Q5 | I can see the potential advantages ofthis | 1 | 2 | 3| 4 6| 7
change.

Q6 | Ithink that the drawbacks of this change 112 3| 4 6| 7
outweigh the benefits.

Q7 | This change seems likely to improve my 1|1 2| 3| 4 6| 7
satisfaction with my job.

Q8 | This change makes it more likely thatlwill] 1 | 2 | 3| 4 6| 7
continue working here.

Q9 | This change will probably improvetheway| 1 | 2 | 3| 4 6| 7
this department works.

Q10| I care about how this change will affectthis) 1 | 2 | 3| 4 6| 7
department as a whole.

Q11| I care about how this change will affectmy| 1 | 2 | 3| 4 6| 7
daily work.

Q12| The change does not matter much to me 112 3| 4 6| 7
personally.

Q13| This organizational change is not very 112 3| 4 6| 7
important to me.

Q14| Itis important to me that this organizational 1 | 2 | 3| 4 6| 7
change is implemented.
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The following survey items focus on your FEELING®at the specific planned
organizational change that you experienced. Pla@aseer the following questions using
your frame of mind at the time the planned orgaiornal change was communicated, but
before implementation occurred. Please select esonse for each statement using the
following scale:

1 2 3 4 5 6 7
To No Very Slightly Neither Some Quite a | To a Great
Extent Little Bit Extent

When | think about the organizational change I.feel

Q15| Surprised 1 2| 31 4 83 6 7
Q16 | Happy 12| 3| 4| 5| 6| 7
Q17| Excited 1| 2| 3| 4/ 5 6 7
Q18| Hopeful 1| 2| 3| 4| 5 6| 7
Q19| Relieved 1| 2| 3] 4 5 6 1
Q20| Frightened 1 2/ 31 4 3§ 6 7
Q21| Angry 12| 3| 4| 5| 6| 7
Q22| Sad 1|1 2| 3| 4| 5| 6| 7
Q23| Frustrated 1l 20 3 4 5 66 7V
Q24| Disgusted 1 2/ 31 4 83 6 7

171



The following survey items focus on your INTENTION® ACT toward the specific
planned organizational change that you experierieledise answer the following
guestions using your frame of mind at the timeptla@ned organizational change was
communicated, but before implementation occurréehd® select one response for each
statement using the following scale:

1 2 3 4 5 6 7
Extremely | Quite Slightly Neither | Slightly Quite | Extremely
Unlikely | Unlikely | Unlikely Likely Likely Likely

How strongly do you intend to...

Q25 | Help make sure this change is effective 112|3|8|6| 7

Q26 | Speak up about the advantages of this 12| 3| 4| 5| 6| 7
change

Q27 | Support the implementation of this change 1|1 2|8|5| 6| 7

Q28 | Encourage others to make this change 112 3| 4| 5| 6| 7
effective

Q29 | Speak out about the drawbacks of this 1|1 2| 3| 4| 5| 6| 7
change

Q30 | Suggest that others not participate inthis| 1 | 2| 3| 4| 5| 6| 7
change

Q31 | Oppose the implementation of this change 12| 8| 5| 6| 7

Q32 | Encourage others to resist implementingthis | 2 | 3| 4| 5| 6| 7
change

Q33 | Try to modify this change as it is 112 3| 4| 5| 6| 7
implemented

Q34 | Suggest ways in which to carry out this 1|1 2| 3| 4| 5| 6| 7
change
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Appendix D: Authentic Leadership Questionnaire (ALQ)

Instructions:

The following survey items refer to the style of teader of the planned organizational
change, as you perceived it. Please answer trewioldy questions using your frame of
mind at the time the planned organizational chamg® communicated, but before
implementation occurred. Please judge how frequeatth statement fit his or her
leadership style using the following scale:

0 1 2 3 4
Not at all Once in awhile | Sometimes Fairly often Frequently, if
not always
My leader...

Q35 | says exactly what he or she means
Q36 | admits mistakes when they are made
Q37 | encourages everyone to speak their mind
Q38 | text excluded from print for copyright issues
Q39 | text excluded from print for copyright issues
Q40 | text excluded from print for copyright issues
Q41 | text excluded from print for copyright issues
Q42 | text excluded from print for copyright issues
Q43 | text excluded from print for copyright issues
Q44 | text excluded from print for copyright issues
Q45 | text excluded from print for copyright issues
Q46 | text excluded from print for copyright issues
Q47 | text excluded from print for copyright issues
Q48 | text excluded from print for copyright issues
Q49 | text excluded from print for copyright issues
Q50 | text excluded from print for copyright issues

RlR R RR R R IR R R, IR R olOO

hb#hbhbhbbhbh&ww

OO0 |0O|I0|0|0|0|0|0|o|o|O
NININININININININININININ( R PP
WWWWWWWWWwwwww NN

Copyright © 2007 Authentic Leadership QuestionnéiteQ) by Bruce J. Avolio,
William L. Gardner, & Fred O. Walumbwa. All righteserved in all medium. Published
by Mind Garden, Inc. www.mindgarden.com.
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Appendix E: Organizational Commitment Questionnaire

Instructions:

The following survey items focus on your commitmanthe organization at the time the
specific planned organizational change was comnaited; but before implementation
occurred. Please select one response for eacimstatteising the following scale:

0 1 2 3 4
Strongly Disagree Neither Agree Strongly Agree
Disagree

| would be very happy to spend the rest of my aangih this

Q51| organization. 12| 3] 4,5

Q52| | really feel as if this organization’s problems any own. 1|12 3] 4] 5

Q53| I do not feel a strong sense of “belonging” to mgamization.| 1 | 2| 3| 4| 5

Q54 | | do not feel “emotionally attached” to this orgzation. 1|12 3] 4] 5

Q55| | do not feel like “part of the family” at my orgenation. 1|12 3] 4] 5

Q56 | This organization has a great deal of personalimgdarme.| 1 | 2 | 3| 4| 5
Right now, staying with my organization is a matiéer

Q57 | necessity as much as desire. 1|12 3] 4] 5
It would be very hard for me to leave my organiatiight

Q58| now, even if | wanted to. 112 3| 4|5
Too much of my life would be disrupted if | decidedanted

Q59| to leave my organization now. 12| 3] 4] 5
| feel that | have too few options to consider lagwhis

Q60 | organization. 12| 3| 4|5
If I had not already put so much of myself intcsthi

Q61 | organization, | might consider working elsewhere. 12| 3] 4] 5

One of the few negative consequences of leavirgg thi
Q62 | organization would be the scarcity of availablematives. 12| 3] 4,5
| do not feel any obligation to remain with my camt

Q63 | employer. 12| 3] 4
Even if it were to my advantage, | do not feel duld be right

Q64 | to leave my organization now. 12| 3] 4,5

Q65| | would feel guilty if | left my organization now. 1|2 3] 4] 5

Q66 | This organization deserves my loyalty. 12| 3| 4|5
| would not leave my organization right now becalbave a

Q67 | sense of obligation to the people in it. 12| 3] 4] 5

Q68 | | owe a great deal to my organization. 12| 3| 4|5
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Appendix F: Demographic Questions

Please answer the following demographic questions:

(Q69)Gender:
O O
Male Female
(Q70) Ethnicity:
O O O O O
White (not : : African Asian/Pacific | American
: : Hispanic . :
Hispanic) American Islander Indian

(Q71)What was your highest education at time of plannedrganizational change

experience?

O O O O O
High School Undergraduate = Graduate Doctoral
: Some College
or Equivalent Degree Degree Degree

(Q72)What was your organizational level at the time othe planned organizational

change experience?

O

O

O

O

Individual
Contributor

Team Lead

Manager of

Organizational Unit

Executive

(Q73)What was the organizational level of the leader ahe planned organizational

change?
O O O O O O O
Manager of Chief Chief Chief
Individual | Team Oor anizgational Executive | Operating | Financial Other
Contributor| Lead ganiz Officer or Officer or | Officer or | Executive
Unit ) : .
Equivalent | Equivalent | Equivalent

175




(Q74)What was the organizational industry of the orgarzation where the planned
change occurred?

O

O

O

O

O

O

Goods

Services

Government

Financig

|l

Technol

Pgy

tHeale

(Q75)What was your job title at the start of the plannel organizational change?

(Q76)What was your age (in years) at the start of thelpnned organizational

change?

(Q77)What was your total length of work experience (iryears) at the start of the

planned organizational change?
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