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‘So the point is not to become a leader.  

The point is to become yourself, to use yourself completely  

- all your skills, gifts and energies - in order to make your vision manifest.  

You must withhold nothing. You must, in sum, become the person you started out to be,  

and to enjoy the process of becoming.’ 

 (Bennis 2009, p. 106) 
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An Anecdote 
 

 

‘I have little tolerance for institutional restraints.                                                              

The institutions should serve people, unfortunately it is often the other way around.               

People give their allegiance to an institution, they become prisoners of habits, practices             

and rules that make them ultimately ineffectual.’  

(Krim 2009 cited in Bennis 2009, p. 31)  
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Abstract 
 

Organizations are playing an increasingly important role in many aspects in our lives. 

It calls for a great need of authentic leaders who can properly manage these organizations 

and give birth to a society which is free from hatred, dishonesty and endless seek of power. 

We believe that such need is stronger when it comes to educational organizations. Here 

leaders constantly interact with students who will eventually become future leaders of our 

society. Their authentic leadership can influence and facilitate those future leaders to become 

authentic. Thus, the focus of this thesis falls on organizations in the stage of education.  

Our thesis aims to understand the relationship between authentic leadership and 

types of organization. In order to gain a broad understanding of this issue, we do not want to 

confine ourselves to the definition of “types”. We rather try to involve as many criteria as 

possible into the picture. They can be the purpose, the size, or the structure of organizations. 

Authentic leadership will no doubt have fundamental impacts on the organization, so is the 

other way around. Therefore, we try to understand what these impacts could be and how 

these impacts are formed.  For the sake of the diversity of empirical data, we have conducted 

conversations with six participants who come from organizations with different backgrounds, 

including schools (high school and university level), multilateral organizations, non-

government organizations, etc. Our methodology is inspired from the actors approach to 

conduct our interviews, but also from the Grounded Theory for the earlier and later stages of 

the research.   

Ultimately, we are able to see how leaders interpret and develop authentic leadership. 

Through their ways of being authentic, they try to impact students, employees, organizations 

and the society to a larger extent. Moreover, we have discovered that different types of 

organization can also have profound influences on leaders in terms of motivations, passions, 

and psychological states. We hope that our findings can contribute to a better understanding 

of authentic leadership in organizational context. 

 

 

Keywords: authentic leadership, types of organization, relationship, impacts, education, 

society, public self, private self 
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1. Our Syllabus 
 

‘For countless others, public education has been the path to personal fulfilment 

or the route out of poverty and disadvantage.’ 

(Erickson 1994, p. 14) 

1.1. Our Best Hope? 

How many people can live on the planet Earth? Today we are nearly 7.3 billion people. 

In 2050 we will rise up to 9.7 billion according to the latest United Nations projections. By the 

end of the century, we will turn to 12.5 billion reveals the 2015 Revision of World Population 

Prospects. As human beings, we all have equal basic needs for clean air, food, water and fuel 

for lives we lead. Best international experts on population, food, water, production and energy 

have concluded that if everyone consumes at the same rate as the average Indian person, our 

planet could sustain 15 billion people as a maximum population. We are halfway down the 

road based on this hypothesis. The issue is that we do not all consume at the same rate. We 

have been told that if we all consume at the same rate as a Northern American person, our 

planet could sustain 1.5 billion people. We are already more than five times past there. We 

urge more than any other time a drastic innovation in how we think, live and relate to each 

other.  

Meanwhile, ‘we are as divided as ever by cultural differences and by economic 

competition for the same resources’ well notices Robinson and Aronica (2015 p. 16). Therefore, 

the question is not only how many people can live on the planet Earth? but what are the 

conditions for our own survival? Robinson strongly believes that education is our best hope. 

We want to give him a chance and explore this direction. As far as we are concerned, education 

is not just about teaching, calculation or reading. Yet the importance of education goes way 

beyond that. Education helps us develop our perspectives of the world and enables us to think 

more critically and creatively about our surrounded world. Education is like an engine 

pushing us to promote human development and eventually create a better world for all. It is 

powerful.  

 

‘Education aims to enable students to understand the world around them and 

the talents within them that they can become fulfilled individuals and active, 

compassionate citizens.’  

(Robinson & Aronica 2015 p. 14) 

 

The issue is that most of educational systems around the world act slightly differently. 

Robinson also claims that ‘we are all born with immense natural talents, but by the time we 

have been through education far too many of us have lost touch with them’ (Robinson 2015, p. 

10). In other words, the educational system may oppress future workers, future leaders and 
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prevent them from finding and defining their true selves with all talents they may have deep 

inside. Their talents are not valued by schools as they should be. Losing one’s authenticity 

takes root in the educational system, long time before entering the labor market. 

Consequences are enormous for each individual but also for the ‘health of our communities’ 

(Robinson 2015, p. 10). This is why education is a global concern of belonging to the 

Millennium Goals but also the new Sustainable Development Goals. The purpose is to ‘ensure 

inclusive and equitable quality education and promote lifelong learning opportunities for all’ 

(United Nations Development Programme 2016, p. 1). It makes sense for us to pay attention 

to leaders that administrate the educational system. Leadership in the education field is 

particular: two types of relationship between leaders and followers are noticeable. The first 

one is within the administrative part of the organization among staff members. The 

relationship here can be between presidents with their subordinates: directors, principles, 

headmasters, teachers, etc. in the frame of a school’s example. Situational leaders must be 

taken into account as any of these last ones can also be leaders depending upon the situation. 

In all scenarios, we have here one administrative group, one teamwork. The second 

relationship is within the executive part of the organization as we want to call it. Here, teachers 

take a leadership position with pupils or students as followers. Another teamwork, another 

social group is formed. And the connection within each relationship is not the same at all. 

Even if some actors, some leaders are involved in both of them. This is where authentic 

leadership is challenged within the education field. A same leader has to hold two different 

leaderships according to his/her followers without losing himself/herself. To go further, at 

the bottom of the organization, even pupils and students are leaders to some extent. They are 

leaders of themselves. They need to learn and discover their true selves. For the most 

ambitious ones, ‘the art of leading others comes from the art of leading oneself’ (Daudi 2016).     

Ken Robinson mainly focuses on students as first characters because they will be 

future workers in the society, some of them future leaders in the society. We want to specialize 

on studying educational leaders who teach, train, inspire these students, these future workers, 

these future leaders. Our research aims at being complementary to Robinson’s study. 

Educational leaders are the ones responsible for delivering authenticity. Don’t get us wrong, 

by delivering we do not mean providing a package of features and competencies to buy or to 

gain. By delivering authenticity, we mean promoting, developing, inspiring authenticity 

towards students, either directly or indirectly. If they do not properly deliver an authentic 

education, students will not be able to fulfill their selves, to explore their inner selves, to 

become subsequently authentic people, and eventually some of them, authentic leaders (see 

Figure 1).   
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Figure 1 Process of delivering1 authenticity (by authors) 

 
In education, all situational leaders whether they are directors, deans, headmasters, 

or teachers must have a particular authentic leadership. Why? In the sake of delivering a good 

education, making true sense to pupils and students, inspiring and being unforgettable 

mentors of future workers and future generation of leaders. Rafe Esquith adds that 'teaching 

is not just a job nor a profession. Properly conceived, teaching is an art form’ (Rafe Esquith 

2007 cited in Robinson & Aronica 2015, p. 83). This is why we advocate that being a good 

teacher is similar to be an authentic leader. Authentic leaders have power to teach, to coach, 

to inspire, to empower followers. ‘Great teachers are the heart of great schools’ (Erickson 1994 

p. 100) just as authentic leaders are the heart of authentic organizations. 

  On top of that, education copes with lots of expectations from the general public: 

“having an access to knowledge” or “the learning process of living in a society” are common 

goods for instance. Therefore, leaders in the stage of education have challenges that highlight 

all the complexity but also the diversity of the relationship between authentic leadership and 

organizations. We aim to facilitate these challenges by bringing new perspectives to 

educational leaders and ultimately all leaders through this research.  We aim to grasp these 

complexity and diversity in order to fully perceive the significance of this research. 

                                                      
1 Delivering: not providing a package of features and competencies to buy or to gain. By 
delivering authenticity, we mean promoting, developing, inspiring authenticity around either 

directly or indirectly. (by authors) 
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1.2. Motivations of this Research 

Our thesis takes root with several observations we found out, out there, in this 

empirical world we live in as human-beings. To go further, an observation from Warren Bennis 

has triggered us to this research. In his book, On Becoming a Leader (2009), he highlights this 

statement of Mathilde Krim, a scientist leader fighting against AIDS:  

 

‘I have little tolerance for institutional restraints. The institutions should serve 

people, unfortunately it is often the other way around. People give their 

allegiance to an institution, they become prisoners of habits, practices and rules 

that make them ultimately ineffectual’  

(Bennis 2009, p. 31). 

 

Some strong assumptions claimed here attracted our attentions but did not surprise us either.  

In all organizations, the brain is occupied unconsciously but constantly by following 

the rules, the dress codes, the conventional behaviors regarding the hierarchy or the 

diplomacy manners specified to the organization. The Cranium Occupation philosophy (Daudi, 

personal conversation) highlights this idea that ultimately leaders will become prisoners of 

the organization, will lose oneself, one true-self, therefore one’s authentic leadership. To 

another extent, some of these prisoners are willing to be prisoners in order to achieve a 

successful career, earn money to afford their lives, or any other valuable personal reasons. A 

conflict will very often appear between their professional and private selves as soon as 

authenticity gets involved.  

Some leaders are able to take decisions for the sake of the organization that they would 

never take for their own children for instance. It is a preferable goal to be true to yourself but 

working for an organization means giving up yourself to some extent. Does the authenticity 

of the organization (values, goals, rules) jeopardize one’s authentic leadership within this 

context? In this regard, most of the leadership and management literature has not been 

helpful, ‘to the extent that often individual and professional values are ignored, assumed to 

be the same as, or fully subordinated to an organizational imperative’ (Begley 2001, p. 356). 

This last one talks about educational leadership as “sophisticated administrators” who are 

wise ‘to distinguish consciously among the arenas of personal, professional, organization and 

social values of their environments’ (Begley 2001 p. 356). The Figure 2 below illustrates the 

arenas of valuation composed by sources of values and value conflicts. It implies the diverse 

sources of values which can be channeled by various external and internal environment 

sources.  In other words, ‘values of profession, organization, community and society are not 

necessarily consistent or compatible with each other’ for instance (Begley 2001, p. 362).  
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Figure 2 Arenas of Administration (Begley 2001, p. 362) 

 

On the other side, what if these prisoners are not prisoners but liberated people? We 

mean ‘liberated people’ by opposition to Bennis’ prisoners.  What if some leaders may find 

their true selves by being dedicated to an organization? Their true selves in complete harmony 

with the organization that surrounds them. Their true selves that they would have not been 

able to reveal under other circumstances. In that case, the organization empowers these 

liberated leaders in order to support their authentic leadership.  

Understanding is our constant issue itself. We feel that we need to understand, we 

need to ‘perceive the significance, explanation, or cause of’ the relationship between the 

authentic leadership and the types of organization from the educational point of view (Oxford 

Dictionary Online 2016).  We aim to define and understand which kind of relationship exist 

between the authentic leadership and the types of organization as a situational context. How 

these two are connected, influence each other and why. Gathering these two concepts makes 

sense to us by instinct, but understanding “why” is a full part of the journey. Some authors 

recognize a situational leadership implying that anyone can eventually stand a leadership role 

(Helland & Winston 2005; House & Aditya 1997). At all levels of society, leaders are found to 

hold significant responsibilities such as ‘initiate vision, integrate values, facilitate change, as 

well as broker, distribute and share power’ (Helland & Winston 2005).  
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Understanding leadership challenges is also a driving force of this thesis. A metaphor 

draws leaders in the middle of a crossroad where they are influenced by distinct logical 

mindsets coming from distinct surrounding actors. The education field is full of these complex 

crossroads. If we take the example of a private university, the director - as the leader of the 

organization – must deal with expectations of the government (gain public acknowledgement), 

expectations of investors (make profits) and expectations of students (attract and satisfy them 

as mere customers).  

 

 With our need to understand, we have a necessity to nuance the common sense of this 

topic by starting to be aware of alternatives. Some example of types of organization can be 

public institutions, private companies or non-profit organizations for instance. Therefore, 

some prejudices may pop up to the mind such as making profit is the main but only goal of 

private organizations; public institutions have a rigid bureaucracy with inflexible processes; 

it is easier to be authentic in a non-profit organization than in a private company; private 

schools have a better quality education than public ones, and so on. Falling into the obvious 

or worse of prejudices is not our motivation nor our fight, but we need to be aware of them in 

order to go beyond. Beyond this categorization phenomena is necessary especially because 

we talk about types of organization. Some keywords are linked to the concept of organization 

such as frame, structure, type, scheme, etc. Categorizing in order to perceive and interpret 

does not necessarily mean we know nor understand properly. Categorization closely implies 

stereotypes and judgments. These ones are expressed by selective attention, lack of knowledge 

and insight, intolerance, idealization, fascination or racism (Helde 2012, pp. 20-50).  This is 

why our classification of different types of organization is not rigid nor closed.  

Ultimately, we need to structure the empirical world in order to organize our research, 

but we will rather draw dotted lines than straight lines. There is no doubt that some 

organizations can be public and private ones at the same time. There is for instance the 

creation of “Friskola” in Sweden, in the middle of 1990’s: these free schools are financially 

supported by public taxes and pension funds but managed by private companies. Nuancing 

the empirical reality is a current matter as the society changes all the more faster ‘so did the 

basis for self-definition’ (Riesman 1950, p. 1). On his popular book The Lonely Crowd (1950), 

he focuses on the shift from “inner-directedness” to “other-directedness”. In other words, ‘the 

meaning of authenticity cannot be grasped in isolation from the surrounding social context’ 

(Erickson 1994, p. 28). In order to understand what it means to be authentic in today’s 

cultural context, we are required ‘to modify our usual way of thinking about self and 

authenticity’ (Erickson 1994, p. 32). This is why we need to share our understanding of this 

research with you as our current readers.   
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1.3. Our Understanding of the Topic - Two Sides of a Coin 

There are already numerous studies on authentic leadership in terms of personal 

identification, moral component, employee outcomes, etc. Meanwhile, a lot of researches on 

organizations concerning structure, size, environment, culture can also be found. In spite of 

this, the relationship between the types of organization and authentic leadership has not been 

fully studied and examined.  To be clear, we are not saying that no one has ever tapped into 

this field. Honestly speaking, many scholars also attempt to study the authentic leadership 

behavior under organizational context. For instance, based on interviews with three managers 

in one company which has 1,200 employees, Nyberg and Sveningsson (2014) find that the 

requirements of social norms and organizational conditions on leaders - being assertive and 

articulate - can be in conflict with the personal identities of leaders. Leaders tend to experience 

physiological struggles while trying to keep authentic under organizational context. Obviously, 

it does exist a relationship between the types of organization and authentic leadership. 

However, most of the researches only focus on a small part of the organization, such as 

organization structure, bureaucracy, decision-making system, organization ideologies, etc. 

Yet, rarely a study has provided a systematic perspective in which a broader range of 

organizational influences are explored. Moreover, we are also interested in the influences 

which are exerted by authentic leaders on the organization. In some cases, leaders will find 

that organizational values differ from their own values, then leaders have to decide how to act. 

We want to know if leaders will implement necessary steps to influence or change the 

organization in order to remain being authentic. The other possibility is that they will choose 

to keep silent and dress up the role that the organization require them to do. To sum up, we 

aim to find a broad systematic interrelationship between types of organization and authentic 

leadership, which means there are actually two sides, two directions, two ways of this 

relationship. 

1.3.1 One side  

Types of organization have influences on authentic leadership. Nowadays, leaders 

are no longer subject to centrally detailed procedures and manuals that they have to comply 

with. They have more freedom to exercise personal decisions than they used to be. But it does 

not mean that the organization is losing control on leaders. In contrast, the organization is 

transforming to another form of control, which is much more implicit. Instead of telling leaders 

what to do, the organization forms a ‘framework which determine, access, develop, measure, 

reward, and organize’ their behavior (Salaman 2005, p. 159). Leaders then internalize 

commitment and responsibility into their leadership role. ‘The new type of rule by delegating 

authority for action requires self-regulation’ (Salaman 2005, p. 159). The traditional ways of 

controlling leaders are moving ‘from compliance to commitment, from an outer-control to an 

inner-control, from detailed prescriptions on actions to detailed description of outputs’ 
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(Salaman 2005, p. 161). Organizational leaders must take decisions about the organizational 

direction. Nevertheless those decisions still need ‘to be supported by appropriate 

organizational structures and processes’ (Salaman 2005, p. 142). Besides the control from 

the organization, a ‘leader is embedded in a social system, which constrains behavior’ as well 

(Pfeffer 1997, p. 107). Whenever a leader tries to make a decision, he/she always needs to 

consider the accompanying consequences and impacts on the people around him/her, on the 

organization itself and on the society to a larger extent. ‘The leader has a role set’ where 

members including ‘peers, subordinated, superiors’ and the society have ‘expectations for 

appropriate behavior’ (Pfeffer 1997, p. 107). ‘Leader behavior is constrained by both demands 

of others in the role set and by organizationally prescribed limitations on the sphere of activity 

and influence’ (Pfeffer 1997, p. 107).  

Influences of the organization towards modern leadership still unquestionably exist in 

these days. Sometimes, the leader may not even realize the organizational influences on 

himself/herself, but his/her behavior and the way he/she talks may give us an idea of this 

issue. That is also the reason why we find interesting and profound to study the relationship 

between types of organization and authentic leadership. The types of organization are not 

necessarily confined to one single aspect. However we think that it should include multiple 

fields which are related to authentic leadership. Types can be the size, the structure, the 

purpose or the culture of the organization for instance. The reason why we include so many 

facets into the concept of type is that we want to study the organizational influences on leaders 

as diverse but comprehensive as possible. In this way, we can provide a broader 

understanding of the organizational influences on modern leadership.  

Yet, why authentic leadership? We believe it has greater significance to study authentic 

leadership when it comes to the organizational influences. When the requirements of the 

organization and leadership role are different from the leader’ own values and beliefs, what 

kind of consequences will it have if the leader seeks to be authentic? Which kind of reactions 

will be adopted by authentic leaders? This is our main concern of this study. When leaders 

are asked if they want to be authentic, all of them will probably say yes. The obvious issue is 

that it is extremely hard to hold authenticity when leaders have different roles to enact. What 

is authenticity after all? It certainly means different things to different people. Leaders have 

certainly distinct and diverse interpretations of authenticity. 

1.3.2 The other side  

What about the other way around? Will authentic leaders also influence organizations 

both consciously and unconsciously? We assume that authentic leadership has also 

influences on organizations. ‘Authentic leaders are deeply aware of their values and beliefs. 

They are self-confident, genuine, reliable and trustworthy. They focus on building followers’ 

strength, broadening their thinking and creating a positive and engaging organizational 

context’ (Avolio & Gardner, 2005 cited in Ilies, Morgeson & Nahrgang 2005, p. 374). Authentic 
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leaders strive to create an open and truthful environment where everyone can express true 

thoughts and ideas (Wong 2009, p. 7). Through constantly expressing their true values and 

enacting them by real and consistent actions, leaders are able to form an authentic 

organizational culture. Authentic leadership can eventually influence the organizational 

culture. Such culture enables authentic leaders to build a transparent and trustful 

relationship with followers. Therefore, ‘authentic leaders are more likely to create positive 

feelings among followers and a sense of identification with the central purpose of the leader 

and/or organization’ (Fredrickson 2001 cited in Avolio et al. 2004, p. 813). Authentic 

leadership promotes a sense of identity, which can have a further positive impacts on followers’ 

performance, and eventually on the performance of the organization.     

To go further, we also wonder if leaders will exert greater influence or changes to the 

organization when they feel it is necessary to do so in order to keep authenticity. When conflict 

arises between personal and organizational values, will an authentic leader try to change the 

organization? In any aspect, the change is part of any life time of the organization. For example, 

the evaluation standard of employees’ performance, or the decision-making procedure can be 

improved to be adapted upon new standards of the society. We understand it is very 

challenging to change or to transform an organization. Yet, it is actually more interesting for 

us to study the willingness of authentic leaders to change the organization. To some extent, 

we can see Martin Luther King as an authentic leader who tries to change the situation where 

black people were treated unequally. The society can be seen as an organization which he 

attempted to change and improve. All the actions he had lead are his efforts to covey his true 

beliefs. Within this research, the society is perceived as the big Organization.  

To sum up, we aim to study the relationship between types of organization and 

authentic leadership, namely the two-way influences they have on each other. It is like a coin 

that we need to look at both sides at the same time. Then some research questions must be 

established to conduct this research correctly. 

  

1.4. Research Questions  

Authentic leadership results to be one of the newest arenas of leadership research 

since these last decades. Authentic leadership is still in the construction phase of 

development (Northouse 2013, p. 253). Therefore, it is necessary to consider authentic 

leadership with a certain prudence and agility: ‘it is likely to change as new theoretical 

research is published’ (Northouse 2013, p. 253). Based on this fact, we want to explore all the 

more this area to eventually bring our contribution to the whole picture of authentic 

leadership. To go into more details, a great deal of studies has focused on authentic leadership 

and its influences on followers and performance of the company (Ilies, Morgeson & Nahrgang 

2005; Wong & Cummings 2009). At the same time, there are few studies which try to explore 

the organizational influences on leaders when operating in an organizational context 
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(Sveningsson 2014; Salaman 2005; Newman 2005). So far, we did not manage to find clear 

studies which emphasize the relationship between the two aspects, types of organization and 

authentic leadership. This is where we draw a new road between types of organization and 

authentic leadership. Furthermore, education has been recognized as one of the most 

important investment that a society can make on its people and future. Thus, we want to tap 

into the education field to learn what authentic leadership means in education, and to see if 

there is a relationship between the types of educational organizations and authentic 

leadership. In order to gain a deeper understanding of authentic leadership, what we need to 

previously do is to determine the meaning of being authentic i.e.  

 

What does it mean to be authentic?  

 

Usually, the description of “being authentic” is often associated with terms such as “being 

true to oneself” or “acting according to one’s values and beliefs” for instance. Truly 

representing oneself based on his/her own desires is a main element which constitutes 

authenticity. However, being authentic often goes beyond self-centered behavior. Only 

focusing on internal feelings of individuals makes the meaning of authenticity sound idealistic 

and even obsolescent. There are more elements playing in this equation such as the specific 

identity and responsibility a leader has, or social norms and expectations placed on leaders. 

Being authentic is more than a subjective concept meaning it is particularly individual but 

also intimately connected to the social context (Erickson 1994). Therefore, it will be of great 

help for us to constantly ask ourselves this question during the whole process of research. 

We need to identify all necessary issues regarding authenticity. Eventually, we are expected 

to come up with a more comprehensive definition of authentic leadership. 

  

The stage of this research takes place in the education field. Educational organizations 

can really be different from traditional companies but have also more similarities that we 

thought. Due to the importance of education, here leaders bear high expectations from the 

society. The government also plays a significant role in this area. Therefore, we want to 

discover what authentic leadership means for leaders in educational organizations. It may 

have some particular traits and features compared with leadership in other fields. Moreover, 

one thing we notice is when a leader tries to embody leadership in an educational organization, 

he/she must attend to the interest of students as well as employees at the same time. How a 

leader interacts with students and employees is also part of his/her leadership’s challenge. It 

may also have more implications for authentic leadership as well.  

In another word,  

 

What does authentic leadership mean in the educational context? 
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Whatever leadership style a leader chooses, he/she is inevitably performing in organizational 

contexts. It would be pointless to discuss authentic leadership without analyzing the 

influences exerted by organizations and to a larger context, the society. Thus, we formulate 

our core research question as  

 

What is the relationship between authentic leadership and types of organization?  

 

Influence includes both positive and negative impacts. On one hand, organizations are usually 

considered to have restraints which can lead to less space of freedom for leaders. On the other 

hand, organizations also have the capability to empower leaders when a strong linkage exists 

between organizational interests and leaders’ individual values. To illustrate this, we can take 

people who work in non-profit organizations as an example. For them, the main reason why 

they chose to devote themselves to these organizations results in them, finding a strong 

resonance between organizational values and their own. These organizations can then provide 

a larger platform where leaders can realize self-fulfillment. By how, we want to explore possible 

factors which can be viewed as influences, as well as the importance of each factor. 

Organization cultures, levels of bureaucracy, organization structures, decision-making 

procedures, etc., all of which can have possible influences on leaders. But one more issue 

that remains unclear and needs to be examined is whether authentic leaders also have 

influences on organizations. When an authentic leader finds himself/herself in the conflict of 

values between self and organization, he/she may take positive actions to change 

organizations. A relationship between two entities have always two directions, two sides to 

maintain. 

 

1.5. The Purpose  

The main purpose of this thesis is to find out a mechanism of how the types of 

organization influence authentic leadership and vice versa. There is no doubt that types of 

organization in terms of size, structures, missions, etc., will have various influences on 

authentic leadership. For instance, it would eventually be easier to be authentic in a small 

size organization where leaders may have less procedural concerns and limitations. However, 

in what ways the types of organization influence authentic leadership is worth for further 

research. This research will help us to understand the changes in psychological states, value 

systems and other areas for leaders when they are constrained or empowered by the types of 

organization. Through recoding the life stories and fundamental events of leaders, it also 

enables us to see the development of authentic leadership and the process of nurturing 

authentic leadership style. Several reasons trigger us to start this research: first, we want to 

develop a theory that clearly highlights organizations’ influences on leaders and the other way 

around; second, we desire to bring new perspectives to leaders to diverse their frame of 



Relationship Between Authentic Leadership and Types of Organization Within the Stage of Education 
Our Syllabus 
 

 

JianJiang Ding & Marie-France Nguyen                                                                                         12 

references. More specifically, we feel that the educational leaders need more than any other 

leaders to be aware of the possible organization influences that affect their authentic 

leadership: they are the one who educate the next generations of leaders. They are the ones 

who need to deliver authenticity towards them.  

 

Therefore, from the leaders’ perspective, the purpose of this research is to help leaders 

to expand authentic leadership in the organizational context. We all have many questions and 

obstacles during the process of finding ourselves. Sometimes, leaders may not be aware of 

how much the organization influences their leadership. Some influences may undergo 

subtlety or even be unnoticeable. When facing commitments from different forces, leaders will 

struggle more to find their own true selves and to adopt an authentic leadership style. One 

simply cannot meet all the requirements from different levels because some of them even 

violate each other. Our research aims at offering more understanding about the 

relationship between types of organization and authentic leadership.  

Due to the fact that this research will be unfolded in the field of education, we need to 

acknowledge all current educational issues in order to better understand challenges that 

leaders need to face in this field. We have to admit that there are a lot of issues in this field 

which are worth of being studied, but our main purpose will be concentrated on how to 

support leaders become more devoted to the development of the organization and thus commit 

themselves to properly deliver authenticity inside of their organizations.  

 

1.6. Structure of content 

The first chapter sets the basis of our thesis. It provides a short introduction about 

our particular interests for the education field. For leaders who are working in the front line 

of education cause, their leadership style can make a difference to the organizations and above 

all to the students, our future leaders. We share our motivations to lead this research by also 

explaining our own understanding. This sets up the context of our research questions 

regarding the relationship between authentic leadership and types of organization. The first 

chapter also clarifies our purpose which is empowering both leaders and organizations by 

offering a better understanding of authentic leadership in the stage of education.   

In chapter two, we try to open up small discussions on what being authentic is. It gives 

an idea of authenticity buried in our social context. Authenticity originates from ourselves, 

but also has strong roots in our society at the same time. We become extremely confused and 

skeptical about authenticity especially in a world where many things seems to be the opposite. 

We genuinely feel the urge to deliver authenticity to our society. This chapter explains the 

need to study authenticity and authentic leadership.  
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In chapter three, we provide a brief outline of the current situation of education reform 

in our society. The development of education is of critical importance to a country and to our 

society. It is one of the triggers that prompts rapid changes in education system. There is no 

doubt that the starting point of education reform is to provide better education whereas the 

reality may not head towards the direction as we want. What is the essence of education 

finally? What is the proper way to train pupils and students?  

Chapter four focuses on literature review divided into two parts. In the first part, we 

discuss the meaning of authentic leadership. We attempt to offer a view on authentic 

leadership as broad as possible by bringing abundant related researches. Main components 

of authentic leadership will be listed and explained here. In the second part, it focuses on 

academic literatures concerning organizational influences on leaders. We start to list different 

ways to categorize organizations into different types according to the previous researches 

(Carzo & Yanouzas 1969; Mintzberg 1979; Handmann 1980; Goulet & Frank 2002; Hull & Lio 

2006; Ingram 2009; Richards & Media 2015). Then we present studies on influences of 

different types of organization on leaders in terms of organizational commitments, leadership 

styles and so on.  

In chapter five, we detail how we define our suitable methodology for this research. We 

get inspiration from the actors approach, but also the Grounded Theory for distinct stages of 

the study. We also show you own “powerful” tools for creating knowledge.   

In chapter six, we analyze all our conversations one by one. We have four cases studies 

with six interviews in total. In each case study, we first justify the driving reasons of their 

selection. Then we present the structure of each organization that our participants are serving 

for in terms of decision-making, layers of management, organizational purpose, etc. After that, 

each conversation is related and analyzed. We draw a conclusion highlighting the relationship 

between types of organization and authentic leadership at the end of each case.   

In chapter seven, we aim to drill out more finding by pointing out similar parts and 

phenomena among all the conversations. All the cases will be related. Four major findings will 

be presented here. What is authentic leadership? / Will authentic leadership vary according 

to the type of organization? Which influences an organization have on leaders? What can 

influences leaders have on organizations? Finally, what does it take to be an authentic person 

according to our leaders?  

In chapter eight, draws our critical mind based on key learnings from our research. It 

results that leadership is not a style but only your own authenticity. Then we consider the 

society as the big organization that includes all types of organization. Finally, we share our 

complementary point of view for being part of the generation Y. We are about to come on the 

labor market and change the rules of the game.    

The final chapter offers you an insight of own inner selves and invite you to also lead 

this journey and learn by yourself how to play with a cloud soap. 
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2. Our Glasses - Delivering Authenticity2 in an 
Inauthentic World 

 

‘To be authentic does not mean to be natural, to be as you are,                                

but as you ought to be.’ 

(Erickson 2014, p. 26) 

 

Here are our glasses - because the two of us wear truly glasses - to wear in order to understand 

our perception of the research. More precisely, why we are talking about delivering 

authenticity in an inauthentic world, what we mean by “delivering authenticity” and by 

“inauthentic world”. Welcome to our mind. Please, fasten your seat belts and enjoy the travel.  

2.1. Self and Society 

We are told:  

‘To become a leader, you must become yourself.’  

(Bennis 2009, p. 48) 

‘To be an authentic leader, first be true to yourself.’  

(Beaton 2013 p. 1) 

 

Becoming authentic is a lifelong process. This individual journey cannot happen as a 

succession of ephemeral events in one’s life. Each adventure is different and consequently, 

what results of being authentic will be distinct for each individual. What individuals tend to 

forget is that becoming authentic is not only a self-fulfillment, nor looking on your own inner 

world. It cannot be summed up as being individualistic or ego-oriented. ‘Becoming authentic 

is accompanied with the awareness of others and the wider world. Therefore it can be a 

worthwhile goal’ (Yacobi 2012, p. 1). These two worlds are worth to be discovered by all human 

being, but it does not mean that all do. ‘Some never bother with it, some discover it in certain 

actions, some strive to approach it’ (Yacobi 2012, p. 4). Rebecca Erickson (1994) claims that 

self and society are ‘two sides of the same coin’ (Erickson 1994, p. 27). As a nota benne, it is 

where we were inspired for the metaphor of our understanding in the introduction. The social 

psychological assumption turns to highlight that ‘self reflects society and society, the self’ 

(Erickson 1994, p. 27). These two are intimately connected to each other. ‘The Other is the 

indispensable mediator between myself and me’ as Sartre (1943) points out in his book ‘Being 

and Nothingness’. Self includes self-awareness, self-esteem, self-acknowledge and self-

perception. This self is not entirely without the Other. As long as one human being is together 

                                                      
2 Delivering authenticity: means promoting, developing, inspiring authenticity around 

either directly or indirectly. (by authors) 
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with another one, a society emerges.  

The complex relationship between self and society, between authenticity and society 

resides in the tangible fact that society is endlessly changing. Since the beginning of time, 

human beings have been established many types of societies throughout history. Sociologists 

and anthropologists usually distinguish between six basic types of societies. Each type is 

defined by its level of technology: “hunting and gathering societies”, “pastoral societies”, 

“horticultural societies”, “agricultural societies”, “industrial societies” and “post-industrial 

societies” (Houghton Mifflin Harcourt 2016). Even for our contemporary postindustrial 

societies, so many designations exist such as “consumer societies”, “service societies”, “mass 

media societies”, “information societies” (Erickson 1994, p. 28). All these types of societies 

have influenced the meaning of authenticity in due time because of the fact that its definition 

is closely related to each social context. However, self and society, authenticity and society 

continue to be seen as two sides of the same coin, understanding as related to self, society 

and their interrelationship has turned out to be hard to grasp. ‘Authenticity tends to be 

experienced when you are able to fulfill your expectations for, or commitments to, self’ 

(Erickson 1994, p. 32). Individual expectations change depending upon social and cultural 

norms of society. It appears that we actually tend to live in a growing inauthentic world 

actually.                 

 

2.2. An Inauthentic World 

 There is an urge to realize that the world in which we live becomes increasingly 

inauthentic. We have achieved the climax of a Capitalism system where most of international 

political decisions rather go towards profitable interests for multinational companies than for 

consumers. The César for the last best documentary ‘Demain’ (i.e. ‘Tomorrow’) - directed by 

Melanie Laurent and Cyril Dion (2015) - emphasizes that international wholesalers hold the 

most of the global food market whereas they actually create the less of the global food 

production. Farmers who do produce the most are jeopardized as well as consumers. On top 

of that, more common goods are privatized such as health, education or culture in order to 

save or improve them. The more competition, the better quality is not it? Governments also 

want to disengage themselves from these fields. Yet to what price? In fact, turning education 

into a private goods enable it to become vulnerable to economic crisis as any other companies. 

The significant detail results that some products sold by schools are foundations of our 

democracies such as “having access to knowledge” or “the learning process of living in a 

society”. Moreover, going “green” for the sake of saving the planet becomes increasingly a 

marketing strategy “to green” some image brand companies, to achieve a better public 

relations. Yet, does ‘‘green’’ ring their bells for the planet or for dollars? Don’t get us wrong, if 

going green helps them to be more profitable: our blessing. But if it is only a marketing 

strategy and nothing more: we allow ourselves to be more suspicious and to doubt. As soon 
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as suspicion is here, it is similar to a virus that contaminate others, others that may be 

authentic to their words and their actions. Therefore, it becomes harder to re-establish faith 

and trust to some extent.  

This phenomena is also noticeable in the culture field. ‘Artists do not “produce” image 

anymore (e.g. original paintings, plays, ideas, songs, they merely re-produce them’ (Harvey 

1989; Mandel 1975). Warhol made advertisement an art itself. Duchamp invented the 

Readymade meaning that daily objects are pieces of art such as a Bicycle Wheel (1913/1964), 

a Hat Rack (1917/1964) or even a urinal (Fountain, 1917). We are going across the dictate of 

the image as we - ourselves - become a product to promote and sell as well as any other 

product. Social networks implicitly support to create a perfect (inauthentic?) life in which 

most of pictures are photoshopped and only joyful moments are shared. We must remember 

that not always being beautiful nor happy is part of being our true selves.  

As a matter of fact, we are getting all the more dependent on technology. The 

multiplicity of devices are regularly growing up with computers, smartphones, tablets, 

connected watched, etc. Boundaries between human being and machines are blurred and 

this topic is an ongoing success in the cinema industry: Metropolis (1927), Star Wars (1977), 

Robocop (1987), Matrix (1999), Interstellar (2014) … At work, lots of employees have described 

their work as ‘lost behind the screen’ (Zuboff 1988, p. xii). The more we are connected to 

machines, the less we are to ourselves. Our era is characterized by this e-reality (or ir-reality). 

‘What is real and what is illusion?’ (Erickson 1994, p. 27-37). This issue implies a whole new 

set of problems for both side of the coin: self and society.  

Authenticity itself is now played as a performance, as an exercise in conformity as we 

have noticed before. It is the same mechanism as going green for a sustainable development. 

It can eventually lead to a successful life, to a better self-image in order to be conformed to 

the current society trend. Gill Corkindale says that ‘the word authentic is now used so widely 

– and loosely – that it has left me wondering whether anyone knows what it means anymore’ 

(Corkindale 2007, p. 1).  

 

2.3. The Urge to Deliver Authenticity 

This is exactly why we urge to process and deliver authenticity. Yet, due to a lack of 

authenticity, people increasingly look for simple but meaningful actions that impact and 

change our world. Simplicity is one basis of the Sharing Economy creation. ‘This socio-

economic ecosystem is built around the sharing of human and physical resources.’ (Matofska, 

Chief Sharer & The People Who Share 2012). Solidarity between people offers alternative 

solutions to product, to consume and to value goods and services differently besides the 

traditional profitable-oriented market. Using the washing machine of your neighbor in 

exchange for a shared dinner takes you back centuries ago when villagers used to help each 

other without asking any financial interest. You get to know your neighbor that you may not 
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have done under other circumstances. People also want to make sense behind their actions 

in order to impact and change the world together. For instance, MakeSense is an international 

community that gather sensemakers in 146 countries across the world. This platform aims 

to support social entrepreneurs to solve their challenges. These last ones can share their 

projects and rally a volunteering workforce that is concerned with the same issues.  

Delivering authenticity is facilitated and supported by authentic organizations. These 

organizations are aware and foster authentic talents. They create environments where ‘people 

can be, and be valued as, their best selves (…) where creativity and innovation are at a 

premium’ (Goffee and Jones 2015, p. 2). Most of the best companies to work for in the world 

(e.g. Google, Apple, Facebook …) hold the same recipe: a praise to “difference”, “uniqueness”, 

“singularity”, therefore to “authenticity” of each individual. Authentic organizations should 

mainly be managed by authentic leaders. This is through authentic leadership that 

authenticity will be properly delivered towards most of people. We come to a point now that:  

 

‘To be authentic does not mean to be natural,  

to be as you are, but as you ought to be.’  

(Erickson 1994, p. 26) 

 

As a reminder, ‘ought to’ expresses obligation, duty or necessity (Oxford Dictionary Online 

2016). ‘As much as we all need regular respite, we need true engagement too; we need mentors 

and friends and groups of allied souls’ (Bennis 2009, p. 85). There is no leader in any field 

who has not had a mentor: teachers, parents, siblings, senior associates… And these leaders 

will ultimately become mentors themselves as well. We hope that you have enjoyed the journey. 

Please leave the glasses at the entrance and mind the gap between the train and the platform. 

We will now conduct you to go to class in our particular classroom. It is time to go back to 

basics.                 
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3. Our Classroom - Back to Basics  
 

‘A common mantra is that school have to get “back to basics”.                                

It’s a phrase with an appealing, folksy ring that suggests  

a common sense, down-to-earth approach.’ 

(Robinson & Aronica 2015, p. 24) 

3.1. Zeal for Education Reform 

Education plays a very vital role in many levels, like social, economic, personal and 

political level. This is one of the reason why we give so much attentions to it. At a personal 

level, being educated allows people to enlarge their views and horizons on the world. Without 

education, we are isolated from each other. Education can also nurture our brains and make 

us a better thinker. It helps us to develop ideas, opinions, unique critical minds that 

encourage personal development. It is because of education that we begin to acquire the ability 

to question and to reason. Education also offers a new opportunity for people to reach a 

promising job by providing us knowledge and experience. Such opportunity may even mean 

more to people who are born in a disadvantaged environment than other ones. To some degree, 

education is able to narrow down the equality between different economic classes, different 

genders, and different races. As a matter of fact, although education is not a direct factor of 

happiness, it definitely is the key to a lot of components that lead to personal happiness. At a 

society level, education is a vital influence which contributes to a better peaceful and 

harmonious society. Thanks to education, we become much more aware of the consequence 

of the illegal actions and reluctant to get involved in immoral movement. Meanwhile, we also 

become aware of our own responsibilities to the society we live in.  Education motivates us to 

devote ourselves to our community. Then, the society will experience continuous changes and 

development under influences from active members of the society.  

The importance of education is obvious and undeniable to every country. That is why 

every country wants to develop and reform its education system to a higher standard. However, 

this reform and changes may get over heated and is not working out as expected. The No 

Child Left Behind Act (NCLB) was authorized in 2001 in the US, which was seen as a sign of 

a stronger control of federal government in education system. NCLB requires all public schools 

in the US to implement a standardized test in reading and math. The initial goal of NCBL is 

to improve student outcomes by setting high standards and measurable test. However, the 

criticism of NCLB never stops. Critics claim that students will fail to receive a wider and more 

appropriate curriculum if the tests only cover certain subjects. It is obvious that written tests 

can never be able to assess physical ability, moral standards, etc. Yet, this kind of test is not 

just happening in one nation, it is affecting education system in a global scale. In 2000, the 

Program for International Student Assessment (PISA) was designed by OECD. PISA is a survey 
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that aims to evaluate education systems by testing the skills and knowledge of 15-year-old 

students. The test consist of three main subjects, which are reading, mathematics and science. 

Since the beginning of release, PISA is gaining increasing attention and popularity around the 

world. The number of countries that participate in the test has arisen from thirty-two in year 

2000 to sixty-five in year 2012.  The impact of PISA goes wider than imaged. Each country is 

trying to compare with one another in order to get a better ranking. Some governments even 

take the ranking as a measurement of their success in education system. Even though the 

PISA’s initial intention is to help countries improve their education system and created what’s 

best for the student, a lot of countries interpret this test as an international completion 

around the world.  

Our immense zeal in education reform reflects the importance of the education, but 

shows also our ignorance of the essence of education. Along the way of pursuing a better score 

on the tests, we seem to gradually forget the true purpose of education. The beauty of 

education is already lost. Some people only see education as a process of delivering knowledge, 

skills, and information. Such wrong idea originates from our school system in reality. We 

know that every child is different and unique. But ever since the moment they enter the school 

system, a fixed curriculum is being applied to every single child. Talents of a child is already 

buried in the early stage of school. Moreover, policy makers invented various tests for students 

and also teachers, which in a way increases the stress and anxiety for them. Students are 

way too busy dealing with all those tests rather than actually put their heart into something 

they do like. For many years, we think that education can open the doors to a good job for us. 

That is also the reason why any family is still willing to invest a lot for their children on 

education despite of the fact that they may not have much wealth. But years later, people find 

out that a diploma is not as useful as it used to be. Having a degree does not promise a good 

job anymore. Some of us even find themselves less competitive than those who do not enter 

the university. What we learn in university is not exactly what it requires for a job. There is a 

huge gap between what we learn and what need to be learn. Some assert that  

 

‘Young people are failing the education system, but it may be more accurate       

to say that the system failed them’ (Robinson 2015, p. 32). 

 

In order to respect and value the diversity of children, schools are supposed to provide 

a much balanced curriculum and supportive system of assessment. However, the reality is 

often the other way around. ‘Narrow down the curriculum and standardize content, teaching 

and assessment’ (Robinson 2015, p. 33).  
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3.2. The Essence 

There is no doubt that lectures and tests are huge parts of education that improve our 

knowledge and understanding of the world. But education is not only confined to lessons from 

the textbooks or academic teaching. It definitely means more than that. Mahatma Gandhi 

once gave a perfect definition of education. ‘By Education I mean an all-round drawing out of 

the best in child and man – body, mind and spirit’ (Gandhi July 31st, 1937). Education is 

supposed to erect the overall development of every child. It is not only about math, reading, 

but also about love, companionship and humanity. The interests and talents of students 

should be taken into consideration in school.  

 

‘Whatever is important to the student is the most important thing. Nothing is 

more important than something else: football, band, math, English.’  

(Robinson & Aronica 2015, p.20) 

 

 All know that each child is unique and special. Children have different personalities, 

different talents and thus different needs for support at school. It requires us to take children 

as independent human beings instead of a categorization of people who are just in the same 

age. Every child is unique and different just as every case study. In other words, cultivating 

children is like doing a case study meaning that we should focus on the individuality of each 

child, each case. There does not exist a standard that can cover all children and mankind.  

‘In this era of school reform, turn around and educational change, it is easy to overlook 

the basics of why we educate and what we want for our children’ (The Whole Child 2014, p. 

1). Maybe it is time for us to go back to basic and to ask ourselves that why did we invented 

education system in the first place? What are the fundamental and basic elements that should 

be integrated into our contemporary education system? Indeed, people may have different 

opinion on this issue, but the basic of education is somewhere else. ‘The underlying purpose 

of education is meant to serve’ (Robinson 2015, p. 34). It serves to help young people discover 

their strength, interests and potentials. It serves to pass down knowledge, but more 

importantly to teach students how to use and reflect about it. Schools are created to help 

students become autonomous and discover their own potentials. The key of education is not 

learning or studying, but based on how to learn and study. Education system is supposed to 

empower students. Only when students know how to rely on their own ability to deal with 

obstacles and difficulties that can appear in their lives, we can call it a real graduation for 

students. For the future need of student himself/herself, and more broadly the need of society, 

education is to ‘cultivate creativity and innovation, systematically and with confidence, in 

business, in culture and in post-industrial communities. (…) It needs to provide leadership at 

home and abroad in promoting deeper forms of cultural understanding and cooperation’ 



Relationship Between Authentic Leadership and Types of Organization Within the Stage of Education 
Our Classroom - Back to Basics 
 

 

JianJiang Ding & Marie-France Nguyen                                                                                         21 

(Robinson 2009, p. 1). Of all these, the most basic of education is to support students to 

develop in whatever way they need. Educational reformers should know that curriculum is 

necessary, yet not sufficient. There are still open issues to debate in education field due to the 

importance of education for a human being. It is high time to call for a better comprehensive 

understanding of education.  It is time for us to get back to the basics, basic of education, 

and basic of human needs.  

Now that you know in which kind of classroom you are currently seating in, we will 

share with you our textbooks that support the research. It is necessary to get to know what 

have been done before us to not repeat the same thing through the time, in the sake of the 

evolution of the humanity.  
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4. Our Textbooks – Literature Review 
 

‘To subvert is not the aim of literature, its value lies in discovering and 

revealing what is rarely known, little known, thought to be known but in fact 

not very well known of the truth of the human world. It would seem that truth 

is the unassailable and most basic quality of literature.’ 

(GAO XingJian, Nobel Lecture, 2000) 

 

4.1. Authentic Leadership 

4.1.1. What is authenticity? 

For the sake of settling down some basis for our research, it is necessary to explore 

the meaning of authenticity. The word ‘authenticity’ originated from the Greek term ‘Know 

Thyself’, which means ‘be true to oneself’ (Gardner et al. 2011, p. 1121). The early concept of 

authenticity mainly focused on inner feelings. Being authentic meant ‘acting in accord with 

one’s true self by expressing what one genuinely thinks and believes’ (Gardner et al. 2011, p. 

1121). Thus, ‘being transparent in linking inner desires, expectations, and values to the way 

the leader behaves every day, in every interaction’ was considered the root of authentic 

leadership (May et al. 2003, p. 248). And those ‘activities that reflect one’s true calling’ could 

be the source of happiness and self-realization for leaders (Gardner et al. 2011, p. 1121). 

Moreover, it was argued that authentic leaders also are highly aware of their own strengths 

as well as weaknesses. They dare to show their fears and are willing to acknowledge the 

mistakes they made. By facing their own mistakes and limitations, leaders are able to develop 

self-awareness and show their real selves to followers (Metcalf 2013, p. 1). 

However, ‘some of the thoughts, decisions and actions are not really one’s own and are 

therefore not genuinely expressive of who one is’ (Varga & Guignon 2014, p. 1). This becomes 

obvious when authentic leaders are confronted with the dilemma where organizational 

requirements violate personal values. The leader either has to violate his/her own values or 

make a decision which is against the interest of the organization. Therefore, merely 

associating authenticity with ‘being true to oneself’ - which turned out to be idealistic - can 

be problematic in some situations. When it comes to authenticity, we should also take into 

consideration the outer society and roles we enact. The meaning of authenticity is ‘inevitably 

embedded within our particular context’ (Erickson 1994, p. 32). We all must realize that it is 

the social world which ‘lets us be fully human in the first place’ (Varga & Guignon 2014, p. 

3). ‘The underlying assumption that considers the individual separate from the environment 

is an absurd assumption that erodes the bond between the individual and community’ (Varga 

& Guignon 2014, p. 2).  
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Hence, the definition of authenticity has changed and still is. Rather than a self-

centered concept, authenticity is actually a relational behavior aspect (Su & Wilkins 2013, p. 

1). In order to be truly authentic, we must not only ‘be comfortable with yourself’, but also it 

‘comfortably connect with others’ (Su & Wilkins 2013, p. 1). ‘Feelings and desires are 

profoundly important as the features of one’s situation and one’s concrete connections to 

others’ (Varga & Guignon 2014, p. 4). Whatever situation we are involved in, we always have 

certain roles and corresponding commitments. ‘To be human is to be already caught up in 

the midst of social and concrete situations that call for commitments of certain sorts on our 

part’ (Varga & Guignon 2014, p. 5). ‘Whether these commitments involve living up to the 

requirements of one’s role, or maintaining consistency between feeling and behavior’ (Erickson 

1994, p.33). There is no authenticity to talk about if we separate ourselves from the roles and 

identities we have in a certain context. Whether we realize it or not, the public self, which ‘is 

shaped by the social roles that we play and have played’, is already becoming a part of our 

self (Erickson 1995, p. 126). Actions under certain roles by the demands of certain 

circumstances, ‘are cumulatively creating us as a person of a particular sort’ (Varga & 

Guignon, 2014, p. 4). We are simultaneously shaping and being shaped by our inner world 

but also outer world (Erickson 1995, p. 126).  

To summarize, being authentic does not only mean to represent himself/herself truly 

to others, but also it fulfils the expectations or commitments which are placed by surrounding 

social and interactional contexts.  

4.1.2. Definition of authentic leadership 

For many years, numerous scholars try to give a definition to authentic leadership; 

however there has not yet emerged a definition which is widely acknowledged and used. It can 

be foreseen that authentic leadership must have some overlaps with authenticity since it is a 

concept which is built upon authenticity. However, the meaning of authentic leadership 

definitely goes beyond authenticity. Some scholars propose that authentic leadership is a 

 

‘pattern of leader behavior that draws upon and promotes both positive 

psychological capacities and a positive ethical climate, to foster greater  

self-awareness, an internalized moral perspective,  

balanced processing of information.’  

(Walumbwa et al. 2008, p. 94) 

 

This definition already points out the most critical domains in authentic leadership, including 

self-awareness, self-development, positive moral attitude, etc. What is worth noticing is that 

the concept of morality is also introduced into the definition of authentic leadership. Likewise, 

May et al. (2003) advocate that authentic leaders are expected to have a higher moral capacity 

that enable them to judge dilemmas from different angles. Authentic leadership indicates that 
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the leader is true to himself/herself, and more importantly, the true self is morally good 

(Nyberg & Sveningsson 2014, p. 439). It can also been viewed as a moral relationship between 

the leader and his/her followers which is built on trust, commitment, etc. (Whitehead 2009, 

p. 847)  

Moreover, some scholars also consider the importance of the operating context when 

it comes to authentic leadership. It is feared that one’s social responsibilities will be 

rationalized away when people put too much emphasis on the internal factor of being true to 

oneself (Whitehead 2009, p. 851). Therefore, external influence is also required to be taken 

into account (Whitehead 2009, p. 851). Authentic leaders are believed to have a high 

awareness of the context that they are operating in (Avolio et al. 2004, p. 804).  Authentic 

leadership not only relies on the positive psychological capacity of the leader, it is also decided 

by the specific organizational context (Luthans & Avolio 2003 cited in Gardner et al. 2011, p. 

1122; Ilies, Morgeson & Nahrgang 2005, p. 376). 

However, definitions above are mainly set from the leaders’ perspective. Followers’ perspective 

has equal importance. Some scholars suggest that authentic leaders 

 

‘build credibility, win the respect and trust of followers by encouraging diverse 

viewpoints, build networks of collaborative relationships with followers  

and lead in a manner that followers recognize as authentic’. 

(Avolio et al. 2004, p. 806) 

 

In another words, leaders can be authentic only when followers view them so. Similarly, it is   

also argued that ‘authenticity is only perceived by others, a perception that the leader is real 

and sincere’ (Kerfoot 2006, p. 25). No leader can claim himself/herself as authentic. 

Authenticity is an ‘attribute that must be ascribed by others’ (Kerfoot 2006, p. 25).  

4.1.3. Components of authentic leadership 

Although recognition on a united definition of authentic leadership has proven to fail, 

there are still some key components which are widely believed to be part of the authentic 

leadership. Elements of authentic leadership can be listed as below, including self-awareness, 

authentic behavior, and authentic relationship with followers and internalized moral standard.  

Self-awareness. Self-awareness means a leader’s awareness of his/her own values, 

motives, beliefs, emotions, personality, limitations, strength and so on. Yet, those aspects can 

collide with each other now and then. A leader needs to be aware of ‘these contradictions in 

influencing one’s thoughts, feelings, actions and behaviors’ (Ilies, Morgeson & Nahrgang 2005, 

p. 377). On one hand, those contradictions can create further development of self-awareness 

for a leader. On the other hand, value contradictions are also likely to put the leader through 

inner conflict, which if not handled well can lead to negative impacts on the leader, in terms 

of psychological status, social reputations, etc. As a leader, he/she also needs to note his/her 
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influence on the behaviors of followers (Walumbwa et al. 2008, p. 95; Gardner et al. 2005, p. 

352). Self-awareness is not built in one day, it is more of an ‘ongoing process’ (Waite et al. 

2014, p. 284). Authentic leaders learn to draw passions and values from life events and the 

story of life. 

Authentic Behavior. Once leaders gain a high level of self-awareness, it becomes more 

important for them to act authentically. Authentic behavior refers to act in consistent with 

leaders’ own values (Wong and Cummings 2009, p. 8; Avolio et al. 2004, p. 806; Gardner et 

al. 2005, p. 344; Ilies, Morgeson & Nahrgang 2005, p. 380). As opposed to ‘pleasing others to 

attain honors, personal benefits, and status, or seeking to avoid repercussions or punishment’ 

(Waite et al. 2014, p. 284). A leader may be aware of his/her own key values, he/she still may 

act otherwise. In such case, the leader is only considered to be authentic at awareness level; 

but at behavioral level, he/she is inauthentic (Gardner et al. 2005, p. 357). Once the 

discrepancies are recognized between leaders’ values and actual behaviors, authentic leaders 

intend to adjust behaviors in order to match their true values (Gardner et al. 2005, p. 354). 

Higher level of integration between values and behaviors can be achieved through self-

adjustment. It is suggested that leaders with high level of authenticity are more likely to resist 

pressures from the external environment (Gardner et al. 2005).  

Authentic Relationship. Authentic leaders are perceived to be more effective in 

conveying their true values and beliefs to followers so that openness and trustfulness can be 

achieved in the relationship (Ilies et al. 2005, p. 381; Gardner et al. 2005, p. 347). Especially 

when faced with crisis, leader’s actions can reflect his/her own commitment and ethical 

values to a much deeper extent. Empowering followers is also one of the tasks laid on 

authentic leaders. They have the desire to help others grow by servant leadership. Through 

identifying the unique talents on the followers, leaders are attempting to help them build those 

talents into strong competences (Avolio et al. 2004, p.  806; Whitehead 2009, p. 852).  

Narrative Approach. The development of leaders’ true self is rather an inward process 

than an outward one. It is shaped by their journey through life, cultures and the social fabric 

of society (Ilies, Morgeson & Nahrgang, 2005, p. 381; Gardner et al. 2005, p. 347). Values on 

genders, races, ethical issues will be formed along the journey. A self-concordant identity ‘will 

be told, revised retold through life’ (Shamir & Eilam 2005, p. 402). Authentic leaders 

understand the importance of a narrative process, which is viewed as ‘weaving life experiences 

into a coherent story of the self’ (Nyberg & Sveningsson 2014, p. 441). Questions such as 

“Who really am I?”, “Why did I decide to be a leader?”, and “How to be a good leader?” will be 

frequently asked through their life stories (Shamir & Eilam 2005, pp. 402-403). To understand 

one’s true self and authenticity, he/she has to undergo some transformative life events (Varga 

& Guignon 2014, p. 4). Those events can be a mistake in working process, or even is a life-

threatening incident. Through constant reflecting on key life events can provide insights and 

meanings for authentic leaders, thus, facilitate positive self-development for them (Gardner 

et al. 2011, p. 1124; Shamir & Eilam 2005, p. 402).  



Relationship Between Authentic Leadership and Types of Organization Within the Stage of Education 
Our Textbooks – Literature Review 
 

 

JianJiang Ding & Marie-France Nguyen                                                                                         26 

Internalized Moral Standard. Moral standard is also a very key element in authentic 

leadership. When moral dilemmas are identified, authentic leaders have the moral courage to 

stand by ethical principles even though pressure from external forces suggest to do otherwise 

(May et al. 2003, p. 255). By engaging in moral actions, authentic leaders are able to reinforce 

moral standard and internalize it into part of their true selves (May et al. 2003, p. 256). Those 

experience will also serve as a facilitator to help authentic leaders recognize possible moral 

dilemmas in the future. When faced in a moral dilemma, considerable risks and challenges 

can be imagined. It may cost the leader his/her customers and jobs even when the decision 

is made by his/her moral principles. Hence, authentic leaders are expected to act morally and 

resiliently, to adapt and cope with different situations while sustaining authentic actions (May 

et al. 2003, p. 256). 

 

4.2. Types of organization  

4.2.1. Types of organization  

Through many years of evaluation, organization have come into being of various kinds.  

It is the diversity which triggers people to classify organization into different categories. We 

attempt to simplify this complexity in order to make it easier to understand. Because of the 

diversity of organization, there are many standards we can use to divide organizations into 

different categorizations. For example, we can distinguish different types of organization based 

on the area in which it operates. Classification of different organizations can also be made 

according to the size of organization, ownership of the organization, goal of the organization, 

etc. Globally, organizations will be examined by organizational objective and structure. 

4.2.1.1. Different types of organization by Purpose 

One of the common ways to classify organization is according to its purpose. 

Organizations can usually be divided into three types, including commercial organization, 

non-profit organization, and public sector organization.  

Figure 3 Definitions of Different Types of Organization based on the Purpose 

Type Definition 

Commercial organization Organizations which are created for the purpose of 

generating profit 

Non-profit organization Organizations which are being operated for the purpose of 

providing benefits, both at individual and society level 

Public sector organization Organizations which are owned by the whole society, set 

up and run by the government 

Source: Get Through Guides (2010) 
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The most obvious difference between a commercial organization and a non-profit 

organization is that a commercial organization aims at maximizing the profit in order to benefit 

the owners, employees and so on, whereas a non-profit organization serves for the society’s 

common need. But what needs to be noted is that non-profit organization should not be 

confined as not making profit. It means that non-profit organization can also generate 

revenues on a daily basis. It is the distribution of the revenues which enables to distinguish 

a non-profit organization from a commercial one (Hansmann 1980, p. 838). A non-profit 

organization redistribute its profits into different projects which focus on addressing the 

environmental and humanitarian needs such as education, gender equality, health, etc. On 

the other hand, a commercial organization will share profits among stakeholders, owners, 

employees and business itself (Ingram 2009). Yet, revenues and funds acquire by a non-profit 

organization can still be used to pay for reasonable salaries, expenses and so on. To be more 

precise, Hull and Lio (2006) introduce a ‘three-point model’ to define an organization. The 

model consists of three major areas, which are vision, strategic constraints and financial 

constraints. The difference between a non-profit and a for-profit organization can be listed as 

in the figure 4. 

 

Figure 4 Major Differences between Non-profit and Commercial Organizations 

Area Non-profit organization Commercial organization 

Vision Create the greatest possible societal 

change 

Create the greatest 

possible profit 

Strategic 

constraints 

Various strategic constraints from different 

responsibilities in different fields 

Constraints mainly come 

from stakeholders 

Financial 

constraints 

Rely mainly on donations and funding 

from a third party. 

Rely on revenues from 

service or goods 

Source: Hull and Lio (2006) 

 

Nevertheless, these models can be discussed if we scrutinize small companies and more 

particularly start-up. Most of them do not have maximize profit as their first objective. Some 

counter examples illustrate that starts-up denied to be bought by bigger companies if order 

to save their identity, stay independent and keep the main control of their decisions regarding 

their organizations. Snapchat – a social mobile app where all messages and photos get 

automatically destroyed after a set duration - has denied three and four billions dollars from 

Facebook and Google respectively (Manenti 2013). What’s App – another social app with online 

messenger – has also denied proposition of Facebook and Google for not having the same 

marketing vision as them i.e. getting profit by advertisement (Zirar 2013).  To sum up, these 

theories are idealistic in the sake of dividing different types of organization into models. Some 

distance and critical mind are necessary to always question them, especially within our 

ongoing changing society where innovation comes faster and faster.     



Relationship Between Authentic Leadership and Types of Organization Within the Stage of Education 
Our Textbooks – Literature Review 
 

 

JianJiang Ding & Marie-France Nguyen                                                                                         28 

As for public sector, it is under the control of government and the aim of the public 

sector is to serve the society. The financial resources of a public sector are mainly from public 

revenues i.e. tax, duty or penalty for instance. Commercial organization rather raises money 

by selling products, issuing shares, taking loans, etc. The areas under which the organization 

is operating can also be very different when comparing the public sector and commercial 

organization. Public sector is more likely to engage in areas which are critical and need a lot 

of resources that cannot be provided by a private organization such as health industry, 

transportation, army, etc. Another major difference between public and private sector 

organization is that employees in the public sector enjoy higher job security than people 

working in a private organization (Hooijberg & Choi 2001, p. 405). Although public sector 

employees have the benefit of a good health insurance and allowances, they tend to have less 

power when it comes to payment negotiation. Salaries are usually decided by the position of 

the employee and promotion is based on seniority (Hooijberg & Choi 2001, p. 405).  

4.2.1.2. Different types of organization by Structure 

Another criteria to divide organizations into different categories is by the structure of 

the organization. One traditional and classic way is built by the renowned management 

theorist Henry Mintzberg. He defines five different types of organization from the perspective 

of organizational structures. Mintzberg (1979) breaks down the organization into five generic 

parts, including strategic apex, middle line, operating core, technostructure and support staff 

that you can found here below in the Figure 5. Based on the five-part theory, Mintzberg (1979) 

introduced five different types of organizational structures.  

 

Figure 5 Different features of Mintzberg’s Five Organizational Structures 

Type Features 

Simple structure It is controlled largely by direct supervision and is vertically and 

horizontally centralized. Its key part is strategic apex. 

Machine 

bureaucracy 

It is operating based on the standardization of its operating work 

processes, which leads to multiple layers of management and formal 

procedures. Its key part is technostructure. 

Professional 

bureaucracy 

Its coordination relies on standardization of skills. Its key part is 

operating core. 

Divisionalized 

form 

It is composed of many business units which have autonomy. Its key 

part is middle line. 

Adhocracy It has little formality, and its primary goal is innovation and rapid 

changing according to the environment. Its key part is support staff.  

Source: Lunenburg (2012) 
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To go into details, organizational structure defines the framework of how people divide 

into several units to accomplish an organization’s task. Based on this idea, organizations can 

also be sorted into two extreme types of organization, either flat-structure or tall-structure 

organization. The most obvious difference between these two examples is that the flat 

organization tends to have very wide spans of control over management (The Open University 

2015). On the contrary, in tall-structure organizations, many layers of hierarchies exist 

between top managers and lower managers. But still, a definite number of the levels of 

management does not exist to separate a tall-structure organization from a flat one. Under 

each manager, the number of people he/she is responsible for is small in tall organization 

while the number can be very big in flat organization.  Figure 6 shows the difference between 

flat and tall-structure organizations.  

 

 

 

 

 

 

 

 

 

 

 

 

Motivations of employees can also differ from different types of organization. The aim 

of a flat-structure organization is to exert as little control as possible on employees so that the 

organization can empower employees and help them explore their own talents. On the other 

side, because the flat organization has fewer layers of management, employees are likely to 

feel that they have limited room for promotions (Richards & Media 2015). However, employees 

in tall organization also tend to lose motivations because of little influence they have on their 

work (Richards & Media 2015). It has been pointed out that information flows much faster in 

flat organization: decision-making can be carried out more quickly. Yet, according to Carzo 

and Yanouzas (1969), types of organizational structures do not make a difference on the 

efficiency of decision-making. Even though it takes longer time for a decision to be made 

through many levels of management in a tall organization, a flat organization may need more 

time for employees to coordinate and agree on the decision (Carzo & Yanouzas 1969, p. 178). 

Moreover, the performance of a tall organization can be even better than a flat one since the 

decision has to be evaluated many times (Carzo & Yanouzas 1969, p. 191). 

Despite of what has been discussed above, categorization of organizations are much 

more complicated in real situation. A combination of different traits from different types of 

Figure 6 Tall and Flat Organizations 
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organizations are more likely to be observed in an organization, rather than just one type. 

Dividing organizations into different types can been seen as simplification of reality.  

4.2.2. Organizational influences on leaders 

4.2.2.1. Social psychological control 

In social context, the variability of individual behavior is brought under control by 

environmental pressures generated by ‘environmental or task requirements in relation to 

needs, demands arising from shared expectations and values, and rule enforcement’ (Katz & 

Kahn 1978, p. 41). Individuals are already socialized into the context. Individual behaviors 

are enforced by role expectation, sanctioned by norms, and justified by his/her own values 

(Katz & Kahn 1978, p. 68). Moreover, ‘in organizations individuals have less freedom to 

transform their role to coincide with the expression of their personalities than in other social 

setting’ (Katz & Kahn 1978, p. 45). ‘The organization demand on the individual to put aside 

some parts of the self for the sake of performing a role’ (Katz & Kahn 1978, p. 46).  

The same organizational influence also goes to leaders in organization. Even though it 

may be thought that a leader has more freedom and autonomy in his/her role, still ‘leader 

behaviors are responses to the demands of the social context’ (Pfeffer 1977, p. 108). He/she 

bears the ‘pressure to conform to the expectations of peers, subordinates, and superiors’ 

(Pfeffer 1977, p. 107). It is a leader’s role to ensure that his/her behavior leads to outcomes 

that comply with organizational standard which is set however by the center (Salaman 2005, 

p. 158). Processes and frameworks will be designed by the organization to ‘determine, assess, 

develop, measure, reward, and organize’ a leader’s behavior (Salaman 2005, p. 159). Leaders’ 

delegation of authority requires self-regulation in the service of organizational purpose 

(Salaman 2005, pp. 158-159).  

4.2.2.2. Organizational Commitment  

One interesting difference among these three types of organization is the commitment 

of employees. Employee’s commitment to the organization can differ among public sector, 

non-profit and commercial organization. Organizational commitment refers to strength of 

one’s willingness of being engaged in activities of an organization. It can be measured in three 

dimensions, which are belief in organizational values, efforts in achieving organizational goals 

and a desire to stay in the organization (Lyons, Duxbury & Higgins 2006, p. 609). 

Organizational commitment presents a strong link between the value of the employee and the 

value of the organization.  

 According to what has been discussed above, the purpose of a non-profit organization 

is to make societal changes. It is believed that employees working in non-profit organization 

give up the chance of getting higher salary in a for-profit organization in order to achieve those 

changes (Hull & Lio 2006, p. 63). A strong organizational commitment can be observed in a 
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non-profit organization compared to a public and a commercial organization. Some research 

shows that the lowest level of organizational commitment can be observed on employees in 

the public sector compared to a for-profit, a non-profit and a public sector organization 

(Goulet & Frank 2002 cited in Buelens & Broeck 2007, p. 67). Managers working in the public 

sector are reluctant to spend extra efforts in order to reach the objective of the organization.  

However, contrary findings suggest that employees in for-profit organization may even 

have higher level of organizational commitment (Goulet & Frank 2002, p. 206). The reason is 

that organizational commitment is mainly associated with both intrinsic and extrinsic rewards 

(Goulet & Frank 2002, p. 206). Intrinsic rewards refers to inherent satisfactions (Choong, 

Wong & Lau 2011, p. 43) such as sense of achievement or motivation to learn. Extrinsic 

rewards means rewards from the outside of an individual (Goulet & Frank 2002, p. 206) such 

as salary or grades. Intrinsic rewards have a positive effects on employee’s organizational 

commitment (Farwa & Niazi 2013, p. 93), but so are extrinsic rewards (Goulet & Frank 2002, 

p. 206). Even if people working in non-profit organizations may have higher level of intrinsic 

motivations, employees in for-profit organizations can obtain higher level of extrinsic 

motivations because of the increasing income and compensation (Goulet & Frank 2002, p. 

207).  

4.2.2.3. Leadership  

Leadership comes into various styles, such as task or relation-oriented leadership, 

transactional or transformational leadership. Under a certain circumstances, leadership style 

differs from organization to organization. In order to adjust to the requirement of a specific 

type of organization, certain style of leadership tends to be favored over another one. Whether 

the leader realizes or not, the organization can sometimes have a huge influence on leadership. 

Research indicates that the ways in which people in managerial position get rewarded 

are different in tall and flat-structure organization (Ghiselli & Siegel 1972). A tall-structure 

organization tends to reward a manager who does not believe in the necessity of sharing 

information with subordinates (Ghiselli & Siegel 1972, p. 622). On one hand, managers who 

hold a strict limitation on information have a larger tendency to get a promotion in a tall-

structure organization. On the other hand, the flat-structure organization is more likely to 

favor managers who share information such as what need to be done or how it will be done 

(Ghiselli & Siegel 1972, p. 623). This result implicates that if a leader wants to obtain rapid 

advancement in the organization, the leader has to consider the approach he/she will adopt 

according to his/her type of the organization. Study also shows that managers in public sector 

tend to think leadership role as a monitor while managers in private organization are likely to 

see it as a goal-oriented seeker (Hooijberg & Choi 2001, p. 423). 
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The effectiveness of leadership can also be affected due to the types of organization. 

Leaders in public sector feel more limited and less effective compared with their counterparts 

in private organization (Hooijberg & Choi 2001, p. 423). In the public sector, decision making 

regarding personnel and procurement are heavily influenced by external laws and rules, 

which can slow down the leadership effectiveness. The discretion of leadership can vary to a 

large degree between the public sector and the private sector organization. Yet, leaders in the 

public sector are receiving increasingly pressure from the governors requiring leaders to be 

more competitive in goal achievement even though their power is somehow limited. ‘Despite 

of strong role expectations, they (leaders in public sector) feel their hands are tied’ (Hooijberg 

& Choi 2001, p. 424). Similar result also supports the idea that leadership appears to be 

much more effective in emergent change of a lower bureaucratic organization (Voet 2014, p. 

379).  

On top of that, a large number of studies focus on the efficiency influenced by 

authentic leaders on followers. Authentic leaders ‘know and act upon their true values, beliefs, 

and strengths. While helping others to do the same, higher levels of employees’ well-being will 

accrue, which in turn have been shown to positively impact follower performance’ (Ryan & 

Deci 2001 cited in Walumbwa et al. 2008, p. 91). It has been pointed out that authentic 

leadership are more likely to form a trustful relationship between the leaders and followers 

(Ilies, Morgeson & Nahrgang, 2005). Such relational authenticity is achieved through 

‘appropriate self-disclosure of one’s (authentic leader) values, identity, emotions and 

motivates’ (Norman 2006 cited in Wong & Cummings 2009, p. 8). ‘With their authentic 

behavioral and relational orientation’, authentic leaders are able to ‘influence followers’ 

feelings of identification with the leader and the organization’ (Ilies, Morgeson & Nahrgang 

2005, p. 383). Followers will feel higher level of belongingness to the organization. Then, a 

positive emotional atmosphere can be created inside the organization, which will promote 

positive follower positive behavior and attitudes (Avolio et al. 2004, p. 813), but also significant 

increase of efficiency.  
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5. Our Pencil Case - Methodology 

 

‘We build too many walls and not enough bridges.’ 

(Isaac Newton) 

5.1. A Pencil to Sketch  

5.1.1. The Power of the First Draft 

From the first day of class, every pupil has a pencil case on his bag to go to school. 

This is how we have been told to prepare ourselves in order to attend classes properly. As we 

were model students in primary school - or at least at each start of the school - we prepared 

ourselves carefully to have all tools required on the list to be ready for the year. One of them 

was a pencil: a very essential one. It mainly helps pupils to sketch, to write their first draft for 

a test. And how important is to sketch our first draft! We need to overcome the fear of the 

blank sheet; we need to think, reflect and create our thoughts; we need to phrase them and 

write them down. The power of the first draft is essential to turn an abstract thought or an 

object into a subject according to the German Historicism’s point of view (Glaser & Strauss 

1967; Glaser 1978). Plato (427-347 B.C) states that ‘the beginning is the most important part 

of the work’. It is necessary to underline that it is also the hardest part, especially when we 

are part of the generation Y who has this procrastination feature (Péters 2012). This is why it 

is all the more important to find the right tool, the right pen to sketch our first draft in order 

to allow ourselves to express our true selves: our mind, our heart and our soul. ‘The hardest 

part is starting. Once we get that out of the way, we will find the rest of the journey easier’ 

(Sinek 2009, p. 1).          

5.1.2. Qualitative Approach 

It is not the amount of pens that make a student a good student either. We can take 

the example of an artist like Yves Klein to jump into another world. He is known for his diverse 

artistic techniques through his work. When he found his suitable tool to express his art, he 

did not need all other existing tools in the world as long as he had his suitable one. He did 

not need to have a pen, a bright brush or a rolling pin when he “uses” women bodies to paint 

his “Anthropometry” (1958).  He claimed not to paint figurative objects but with them as active 

subjects. To come back to our research, we also wanted to put the human being in the center 

of our concern by leading a qualitative approach. Dealing with the concept of authentic 

leadership cannot be measured quantitatively.  

We actually found out some literature about “how to measure authentic leadership” 

with some questionnaire to fulfill. Halpin and Croft (1966) used ‘subscales of the 

Organizational Climate Descriptive Questionnaire (OCDQ) to serve as proximately measures 
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of individual (via the thrust scale) and organizational (via the esprit scale) authenticity’ 

(Henderson & Hoy 1983 cited by Gardner et al. 2011, p. 1133). Henderson and Hoy (1983, p. 

64) created a 32-item scale – the Authentic Leadership Inventory (ALI) – as a tool to measure 

each of the three features of authentic leadership they offered. Yet, this quantitative approach 

aims at establishing ‘operational’ definitions at an early stage of social research. It diverts 

attention away from ‘the everyday sense-making procedures of people in specific milieu’ 

(Silverman 2015, p. 59). Subsequently, quantitative researchers advocates to provide a “hard” 

data on social structure which can actually result as a mirage (Cicourel 1964).  

Therefore, we decided to proceed differently, more on a qualitative approach than a 

quantitative one. We do recognize the importance of quantitative researches in every aspect 

of life in order to precisely measure societies’ facts and features. Statistics, percentages and 

figures enable us to have a better understanding of our world. Yet, we felt that quantitative 

data could not reveal at its best the human dimension we aimed to discover. We did not want 

to measure quantitatively terms such as integrity, commitment, values or self-awareness. 

They are much more complicated than resulting figures depending upon the person, the 

action, the situation or the context. This complexity is what inspire us to understand, to 

explain and share it with you. We want to discover the human experience, to expand our mind 

to  

‘the inner life of the person, his moral struggles, his successes  

and failures in securing his destiny in a world too often  

at variance with his hopes and ideals.’  

(Taylor & Bodgan 1984, p. 7) 

 

5.2. A Ballpoint Pen to be comfortable and confident  

5.2.1. Which Method to Grasp the Social Reality? 

After using a pencil to sketch our first draft, we move to take a ballpoint pen to be 

more elegant and comfortable on the paper. It was still not that easy. At the beginning of our 

research, we were really confused and destabilized by the concept of types of organizations. 

The Business dictionary defines organization as  

 

‘a social unit of people that is structured and managed to meet a need or to 

pursue collective goals. All organizations have a management structure that 

determines relationships between the different activities and the members,  

and subdivides and assigns roles, responsibilities, and authority to carry out 

different tasks. Organizations are open systems – they affect and are affected 

by their environment.’ (Business dictionary Online 2016) 
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With this rational definition in our minds, we thought that the system view would be suitable 

to tackle this topic. The creator of knowledge perceives ‘the context as a system where - as 

researchers - we are looking for regular patterns, interactions and relations. (…) All of this is 

to be part of a systems model or a metaphor, which is to describe and explain or provide an 

understanding of the leadership reality’ (Arbnor & Bjerke 2009, p. 50). This view is completely 

relevant for each case study we lead. Yet we did not want to categorize and summarize all 

types of organization from our empirical society, with a system approach. The key question 

we needed to ask ourselves is: what is the best accurate method to grasp the social reality 

within its complexity and diversity? Not the social reality, but rather their social reality of 

leaders meaning their situational context perceived through their eyes. Therefore, we preferred 

to get inspiration from actors approach but also Grounded Theory at different stages of the 

research to cover different sides of the issue.   

5.2.2. Actors’ Approach 

We rather decided to have a better look on actors. The subject of our research is not 

us as researchers but our interviewed leaders. We desired to enter into each one of these 

leaders’ world in the aim of exploring their reality as social reality. Actors approach is based 

on phenomenology from the only perceptions of leaders. Each reality is fulfilled by chaos but 

also uniqueness within each organization. Andrius Aleksandravičius (2014), a rising 

Lithuanian photographer defines and differs his work by presenting “a Different Perspective” 

through his travels all around the world (Figure 7). His simple idea is to take pictures of typical 

places through a glass ball in a middle of these areas. Our glass balls were our interviewed 

leaders that enabled us to grasp their own perspective of their world. Our challenge is to put 

ourselves into their shoes to intent to understand their mindsets, their challenges and their 

decision makings regarding a situational context. Which meaning these people put in their 

languages and cultural worlds? The best to tackle this issue is doing case study analysis to 

share story by story each world through each leaders’ perspective (see section The Power of 

the First Draft p. 33). Yet, we had the feeling that conducting actors’ approach was not 

sufficient to deal with the complexity of our topic. Something was still missing. 
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Figure 7 Andrius Aleksandravičius (2014), “A Different Perspective” 

 

5.2.3. The Grounded Theory 

As we talked about the relationship between authentic leadership and types of 

organization, this made sense for us to create some relationship between leaders, between 

organizations. The Grounded Theory resulted to inspire us for our early but also later stages 

of our research. The Grounded Theory is ‘a strategy for producing and handling data in 

research, providing modes of conceptualization for understanding, describing and explaining 

complex social events’ (Glaser & Straus 1967; Glaser 1978). It is crucial to not compare theory 

with practice as there is no doubt that the empirical reality is a mess. Theories help us to 

understand and sort out this mess within practices. Our approach was to explore our 

contemporary world, discover and have an insight of its complexity in order to make sense of 

it. For instance, we did not want to find a classification of different types of organization 

already made to base our research for our case studies on it. We did not want to narrow 

ourselves in order to discover very diverse and unexpected case studies in order to extract all 

the richness and the dynamic of the issues. This is why we have for instance two mixed 

organizations: a multilateral foundation/non-for-profit organization or a new type of school 

called “Friskola” with public funding but private management. On our journey of creating 

knowledge, as researchers, we started to understand the empirical reality. The data collection 

(primary and secondary information) enabled us to describe this reality. The primary data 

supports us to acknowledge the literature review linked to our topic and its various 

components. It is necessary to take into account what was done on these fields to add our 

contribution to the whole picture. We have the choice between following some paths already 

started and distinguishing ourselves to take a new direction. At the end, we found ourselves 

to follow some little known paths in order to go further and reveal new elements on the road. 

The secondary data is also our empirical data. It provides us a suitable understanding of our 
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contemporary society that is changing increasingly faster, in its whole complexity and 

diversity. It enables us to verify if previous theories and researches are still relevant or already 

obsolete to our current world. How things have change so far? We have selected the use of 

metaphors to grasp this understanding.    

5.2.4. The Power of Metaphor 

We appealed for the power of metaphor as ‘concepts of shaping in order to present our 

discoveries in the study area’ (Arbnor & Bjerke 2009, p. 55). Gareth Morgan writes the book 

Images of Organization (2006) which helped us to have a better understanding of our case 

study through metaphors of organizations he offers. ‘Through illustration, it is to reveal the 

power of metaphor in shaping organization and management’ (Morgan 2006, p. xii). On top of 

that, we decided to select the metaphor of the education as a guideline of this thesis. We 

wanted to make even more sense of the example of the education field which contain foods 

for thought supplying our research. The other reason is that every individual in a modern 

society has been through an education and is subsequently concerned about it. Education is 

part of our lives through family, school, company or any social groups. Long life learning is a 

beauty that characterize our species in its core competencies.   

We also noticed that during our conversations to collect our empirical data, our 

interviewees used a various number of metaphors themselves in order to explain how their 

organizations work, how they proceed their decision making, how they target their goals, 

tackle their daily challenges, etc. Metaphors have an elegant power to draw a clear picture in 

your mind in order to bring yourself into the other ones’ shoes.   

 

5.3. A Four-color Pen to emphasize, underline, correct  

5.3.1. Case Study  

As researchers, our task is to bring out, to give emphasis to our empirical world in 

order to better understand it and make it more understandable to everyone. A four-color pen 

is appropriate for this task. Subsequently, it appeared for us obvious to conduct case studies.  

Common ambitions behind case studies result to explain in a wider context and to understand 

through interpretation. We looked for particular answers rather than finding averages in order 

to reveal all the diversity inside this complex relationship between leaders and organizations. 

Our case studies use several real situations as ‘a basis for our empirical data in order to study 

them in natural settings, and acknowledging the close relationship between theory and 

practice’ (Arbnor & Bjerke 2009, p. 235). In other words, case studies enabled us to design 

connections between empirical data, theories and finding conclusions.   

Therefore our case studies resulted to be an insight of the diversity within the 

education field. We have selected different stages of the education system such as a high 
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school, a post-graduate school, adult’s unformal education and “Open call’s projects” from 

‘high school people up to lifelong learning’ (interviewee Nagarajan 2016) that deliver formal 

and unformal education. A diversity in terms of types of organization was obviously our 

concern. That is why we have contacted a hybrid organization that is also a new school system 

(i.e. free school), a private business school, a non-governmental organization and a public 

institution/multilateral foundation. Distinctiveness is also noticeable regarding countries as 

cultural background. These case studies took place in Sweden, France, Denmark and 

Singapore. Nevertheless regarding our participants, a diversity in term of their own cultural 

backgrounds is also noticeable i.e. they are from Germany, Denmark, France, Sweden and 

some of them have Greek or Moroccan roots. A gender balance is respected among six 

interviewees with three males and three females. And finally we have also taken into account 

their ages and years’ number of experiences within the concerned organizations. Our 

participants are between 37 years old up to the fifties, and experiences last from two to twenty-

five years within the same concerned organizations. All these multiple diversities illustrate 

the complexity of our topic when it is about the relationship between authentic leadership 

and types of organization.  

To sum up, conducting case study lead us to support actors’ approach by giving a voice to 

each participant. Sharing story after story, we respected the uniqueness of each leader within 

his/her organization according to his/her own understanding, feelings and frame of 

references.  

5.3.2. Face-to-face 

The most appropriate way of grasping that was by face-to-face method, through 

conversations to be more precise. Conversations are unstructured interviews where the basic 

assumption is to grasp some experiences of factive reality from leaders (Arbnor & Bjerke 2009, 

p. 177). The idea is to capture other people’s personal feelings, opinions, reactions, etc.  It 

challenged us as we did not want to have classic interviews with our questions in one hand, 

and their answers in the other hands. However, we did not know either how to conduct a 

casual conversation for which we actually prepared few questions that cover our research 

issues. The unstructured interview method guided us to use at most an “aide memoir” – notes 

to jog the memory – rather than a list of questions. We basically tended to more listen the 

interviewees and rebound on their answers to go further or explore new directions according 

to what they were willing to share with us. The other challenge was to have a very indirect 

approach because of our topic about authentic leadership. It is a specific term within the 

leadership field we have learnt this year. Outside of this context, authentic leadership may be 

not understood as it should be. Subsequently, we experienced that for some of our 

interviewees, it was not clear to either understand nor to answer to this question: “what does 

it mean to be authentic to you?” Our challenge was to try to explain the question by rephrasing 

it with the few words that the interviewees formulated for more explanations. We had to not 
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bias them on their perceptions of authenticity. It is and must be a very personal and inner 

definition that only belongs to each one of us. Another fact that we have noticed for our 

conversations is that after having answered to a question, some interviewees felt hesitating 

about it. They were afraid that it was not the right answers, the answers that we expected. 

We carefully precise to them that there is no right or wrong answers within this research. As 

we proceed before for the case studies’ selection, we did not expect any specific answers which 

have to suit in any theoretical frame. We are as open as the answers turn out to be.  

Nevertheless, we learnt in the field and went out of our comfort zone: we prepared some topics 

we did want to talk about it. But we adapted ourselves to what interviewees said during the 

conversations. Spontaneous questions came up sometimes, some prepared ones were given 

up as we did not feel them appropriate at this time. Paying attention to their body language 

was also highly interesting in order to grasp better their authentic leadership.  

 

5.4. Settle our basis with the Black Pen  

5.4.1. In a Constant Changing World  

As Rebecca Erickson (1994) advocated, we are living in a constant changing world. 

Societies are shifting through the time history (see Delivering Authenticity section). This is 

why definitions of authenticity are changing and will always be depending upon the changing 

society itself. Definitions of leadership are also transforming. Cecile Dejoux (2016) notices the 

impact of the digital technology on leader’s occupations as any other occupations, and 

subsequently the necessity for leaders to become all the more agile. The division of different 

types of organization is not that simple either. A charity can also be registered as a company 

in front of the law. New social enterprises are growing up. A school can now have public and 

private financial support with a private-oriented management (charter of free school). A public 

institution can be a foundation and an intergovernmental organization at the same time. 

Hybrids organizations are now common in our society. Borders between types of organization 

can be crossed over in order to merge different structure, different decision making or different 

oriented strategy.     

5.4.2. Classification of Our Types of Organization 

  Through many years of evaluation, organizations have changed into diverse and 

various types. Many standards appeared to divide organizations into different categories. As 

we have seen before in our literature review, organizations can be classified regarding their 

purpose such as commercial, non-profit or public sector organization (see Literature Review 

section, p. 26). They can also be analyze according to their structure such as a flat or tall 

organization (see Literature Review section, p. 29). Some other criteria can be taken into 

account to organize them such as the lifetime of the organization, the size, the strategy, the 
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decision-making process, etc. Even between implemented categorizations, borders are not 

impassable. Hybrids organization are all the more growing up. Within this research, we have 

for instance a multilateral foundation/non-for-profit organization, a charter school including 

public funding but with private owners, a private university with an association status. The 

fact results that the possibilities are infinite and we decided to include that element into our 

research. The diversity of organizations is what interests us. It is also this diversity which 

triggers people to classify organizations into different categories. In the contrary, in order to 

respect this unlimited diversity within all its complexity, as researchers, we claim that the 

definition of types of organization is an open definition that needs to be adapted upon the 

contemporary context of each research. We want to respect that types of organization cannot 

be precisely defined nor structured. Yet, with that necessary prerequisite in our mind, it does 

not take away our understanding of this subject, our understanding of types of organization.   

 

5.5. A Ruler to draw connections  

5.5.1. Cross-Case Study 

In our ideal pencil case, we also had a ruler to draw connections. Connections that 

illustrate the relationship between authentic leadership and types of organization. 

Connections that we also decided to draw between different interviewed leaders, between 

different types of organization. This is why we also conducted a cross-case study on top of a 

case study. The cross-case study is a strategy to represent inspirations we got from the 

Grounded Theory. It enables to build some bridges between leaders, between organizations or 

not. As long as we kept in mind a close understanding of actors views, some similarities, 

differences or complementarities were able to be figure it out. In order to do that, we identified 

some current themes or codes that came up several times through the conversations 

conducted.  

These codes were:  

 Organization  

 Leadership  

 Decision-making 

 Size  

 Relationship  

(within the organization)  

 Goal 

 Strategy  

 Responsibility  

 Innovation 

 Change 

 Challenge  

 Impact 

 Values  

 Characteristics 

 Teaching  

 Learning 

 Understanding 

 Authenticity  
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It is highly important to remember that we did not mention authentic leadership at all during 

our conversations. It is an uncommon concept to hear about when you do not study 

leadership or have not read literature about it. We did not want to bias anyhow our 

interviewees regarding this topic either. To sum up, conducting case and cross case study 

enabled us to lead two different approaches i.e. actors’ approach and Grounded Theory at 

different stage of the research to have two different perspective of the relationship between 

authentic leadership and types of organization.  

5.5.2. A Third dimension 

We wanted to add a third dimension in the relationship between leaders and 

organizations which contain distinct situational contexts other than the organizational 

structure itself. It can be a different scale of influence such as a local target area, a national 

or an international one; a distinct level of the education system such as high school or 

university; a different life-time of an organization such as a launch of the organization, a 

managerial crisis or an innovative shift or the end of the organization. For these last examples, 

Donald Schön (1984) advocates the propensity of social systems to resist real alteration of the 

status quo. This issue deals with the control paradox: the more fundamental a change is, the 

more a system will resist dynamically. Leaders should acknowledge the ones who will 

challenge them when they implement changes within the organization. We succeed to grasp 

a case study in that particular situation among others. In order to protect the identities of one 

organization involved, we respected requests of anonymity by modifying names and any other 

components that would have helped to recognize them. Apart from common decency, it is also 

part of standards research ethics.  

5.5.3. Far from Setting Rules     

Even if we did use a ruler to draw connections, we are far from drawing any rules. We 

had to design some categorizations of empirical organizations, found some results about our 

collected data. Yet we are aware that categorization implies closely stereotypes and judgments. 

It is necessary to remember that these last ones i.e. stereotypes and judgments are expressed 

by selective attention, lack of knowledge and insight, intolerance, idealization, fascination or 

racism (Helde 2012, pp. 65-100).  This is why our classification between types of organization 

is not rigid nor closed. The purpose is not falling down again to new stereotypes. Moreover, 

we conduct a very contemporary research that might be obsolete in decades from now. New 

researches will be relevant to continue our intentions but also discuss our theories and 

findings.   
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5.6. A Fountain Pen to spring and shine 

5.6.1. Process of Creating Knowledge  

At the end, we wanted to take our most beautiful pen to compose with our most elegant 

writing. The suitable tool was obviously a fountain pen that empower us to eventually spring 

and shine in order to extract all the potential of this research, all the potential of ourselves. 

The last stage of this adventure started by analyzing our data collection. A logical consequence 

is that we opted for a qualitative analysis of our empirical data.  

‘It is often said that computers are better at numbers than people, but that people are 

better at understanding the world than computers’ (Gibbs 2002, p. xxi). Without any doubt, 

it made sense to us to select a qualitative analysis for this research. This analysis examines 

a certain form of data namely language and texts. Even if as researchers, we looked at images 

or observing social practices, we usually converted them into linguistic form through 

descriptions and field notes (Gibbs 2002, p. 1). Two consequences of qualitative analysis can 

be drawn. First, they tend to be based on ‘an interpretative philosophy’ and second, 

‘researchers tend to take a holistic view of what they are investigating’ (Gibbs 2002, p. 2). 

When people are constantly interpreting, making sense of the world they live in, it results to 

be an interpretative view. As qualitative researchers, our mission is ‘to capture these acts of 

interpretation and to understand them’ (Gibbs 2002, p. 2). For Winch (1958, p.1), ‘clarifying 

the conceptual frame of references that each respondent had is close to linguistic philosophy, 

if not identical with’.  

Moreover, qualitative and holistic approach enabled us to enjoy a certain flexibility in 

order to be sensitive regarding the social realities we examined. This flexibility was applied to 

grasp the diversity’s feature of our qualitative strategies (Winch 1958, p. 9). Therefore, we 

could deal again with the diversity within types of organization and the diversity within 

definitions of authentic leadership in the interpretation of the data. Compared to a 

quantitative interpretation, we did not seek to reduce, to condense the data with summary or 

statistics for example. ‘Qualitative interpretation usually seeks to enhance the data, to 

increase their bulk, density and complexity’ (Winch 1958, p. 3). Hence, interpretation is a key 

feature of qualitative data analysis. Meaningfulness is the core of qualitative data (Winch 1958, 

p. 14).  

We were able to shine thanks to the great and true support of all our participants who 

let us enter into their worlds. They were interested by our research which had a mirror-effect 

to inspire us again even more. Some chemical reactions were caused to drive us to discover 

new things, to reflect what was not used to be, to understand what others want to understand, 

in other words, to create knowledge. We aimed to become active researchers of our 

contemporary world where we are ourselves actors ultimately.  
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5.6.2. Singularity and Universality at Once 

Through the process of learning the research methodology, we developed ourselves to 

know which tool, which pen to use for each suitable phase we have been through for these 

last past months. We came from sketching timidly some ideas in some post-its, some rough 

papers up to being brave and proud enough to advocate our ideas, our critical minds with our 

most beautiful writing. The beauty of this research resides within the singularity of each case 

study we conduct, of each leader we met. Some participants worried that their answers were 

not suitable. The fact is that we did not have boxes to fulfil, expectations to reply, but only an 

open-mind to witness their core personality in practice, to join their self-reflection and self-

learning through conversations. We aimed to do our best at least. Discovering your own 

singularity, your own authenticity is a journey that anybody can decide to take on his own 

soul. Authenticity is a universal topic within its particularity. Authenticity has no border, no 

culture, no age, no gender and no definition. Authenticity belongs to one’s self and one’s self 

only. This research was an attempt to invite anybody to get inspire of these few witnesses to 

start their own journey. To another extent, it is our hope that this research empowered current 

authentic leaders. They will positively impact on their organizations in order to channel 

authenticity to a larger scope. To be continued … but for now comes the core of the research.  
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6. Case Study Analysis 

‘When people talk, listen completely. Most people never listen.’ 

(Ernest Hemingway 1996) 

6.1. Justification  

Education is a very vast field that brings us wondering if it is actually a limitless world. 

Education basically starts when a human-being is born up to his/her end of life; from the 

cradle to the coffin. If we take the example of the most classic education system in our society, 

education goes by kindergarten, primary (or elementary) school, secondary school and post-

graduation i.e. university. Obviously this system differs slightly or enormously from one 

country to another, from one region to another, from one city to another or from one family to 

another. We can also talk about professional education through trainings, internships, 

seminars and so on. Informal education must not be forgotten when it comes to education 

from parents or other siblings, from any mentors (i.e. teachers, sport coaches…), from 

traveling or volunteering as well. Education is a multi-dimensional lifelong learning. Self-

learning is essential: it is the heart of one’s authenticity.  

Regarding our empirical data through case studies, we gather here an insight of the 

diversity within the education field. We have selected different stages of the education system 

such as a high school, a post-graduate school, adult’s informal education and “Open call’s 

projects” from ‘high school people up to lifelong learning’ (interviewee Nagarajan 2016) that 

deliver formal and informal education. A diversity in terms of types of organization is obviously 

our concern. That is why we have contacted a hybrid organization that is also a new school 

system (i.e. free school), a private business school, a non-governmental organization and a 

public institution/multilateral foundation. Distinctiveness is also noticeable regarding 

countries as a national context and a cultural background. These case studies take place in 

Sweden, France, Denmark and Singapore. Nevertheless each of our participants has their 

own cultural backgrounds and do not necessarily work on their native countries. They are 

from Germany, Denmark, France, Sweden and some of them have Greek or Moroccan roots. 

A gender balance is respected among six interviewees with three males and three females. 

And finally we have also taken into account their ages and years of experiences within the 

concerned organizations. Our participants are between thirty-seven years old up to the fifties, 

and their working experiences last from two to twenty five years within the same concerned 

organizations. All these multiple diversities illustrate the complexity of our topic when it is 

about the relationship between authentic leadership and types of organization. It is highly 

important to remind that we did not mention authentic leadership at all during our 

conversations. It is a particular concept that is uncommon to hear if you do not study 
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leadership or have not read literature about it. We did not want to bias anyhow our 

interviewees regarding this topic either.  

At the end, we have chosen to lead an actors’ approach (see Methodology section) for 

this case study analysis by giving a voice of each participant. The goal is to enter inside each 

leader’s world in the aim of exploring their reality as social construction. How do they perceive, 

experience, live within their organizations? Like Andrius Aleksandravičius (2014) does, we 

have put a glass ball in the middle of each area to understand these areas in their whole 

complexity and also leaders themselves inside it (see Figure 7, p. 35). The challenge is to put 

ourselves – researchers and readers - into their shoes to understand their mindsets, their 

challenges and their decision makings regarding a situational context. In the sake of doing 

that, each story focuses on a learning by doing’s perspective as we have interviewed only 

professional leaders in practical exercise. It is about work positions, responsibilities, 

strategies, decision-making, change… An interest about self-learning among lifelong-learning 

is also highlighted. That issue concerns values, characteristics, relationships or challenges of 

each leader. At the end, leaders can be compared to teachers in the sense that they influence, 

share, coach, train people around (peers, superiors, subordinates). Leaders ultimately inspire 

them either through direct or indirect influences, conscious or unconscious behaviors. It is 

about targeted goals and impacts. To some extent, leaders can have impacts on surrounded 

people, impacts on society and impacts on humanity. This is what we are going to try to 

discover.    

 

6.2. A Friskola or Free School3 - CIS 

6.2.1. A New School System 

Reforms of education system around the world are leading to higher degree of 

privatization and increasing involvement of for-profit organizations in public education. Under 

the current trend, a new form of school is coming into being, the free school.  A free school, 

also known as charter school or independent school, is a unique public school which is run 

independently by for-profit companies, non-profit organizations, religious communities or 

even individuals. Free schools were created to improve the education system and offer parents 

more options to meet special needs of their children. This new school system now is enjoying 

its popularity in many countries. According to the USA National Center for Education 

Statistics, from school year 1999-2000 to 2012-2013, the percentage of free schools increased 

from 1.7% to 6.2%, and the total number increased from 1,500 to 6,100. And in UK, another 

102 new free schools were approved by the Department of Education in 2014 and the need is 

                                                      
3 Free school: also known as charter school, is a school that is free to attend and is paid for 
by the government. Free school is run by a charity, a group of parents, a religious group, 

etc., rather than by the local council. (Cambridge Dictionary Online 2016) 
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still growing. Free school’s flourish can also be witnessed in some other countries, such as 

Denmark, New Zealand, etc. Since it is such a new and popular school system, we feel highly 

interested to take the free school as a case study. Especially for Sweden, it is one of the early 

countries, which has first opened the gate for for-profit organizations to public schools. It will 

be of great significance to study the influence of it. 

In 1992, Sweden introduced the education system which allows for-profit 

organizations to enter the education industry. Under the system, schools can be operated by 

non-profit or for-profit organizations but still receive public funding. Unless the schools are 

approved by the National Agency for Education, they will not get public funding. The reason 

of promoting free schools is to increase the competition in the school system in Sweden. The 

quality of the public schools is expected to improve under fierce competition with other players 

in this field. Reformers believe that the overall school system will be more effective, and 

parents will have more options for their children (Wiborg 2010). Since this new model is a 

public-private hybrid, curriculum and classroom rules are still in the control of the 

government. For example, a top free school cannot ask for additional fees from the parents. 

Moreover, schools should adopt first come first serve policy so that schools are more likely to 

compete by improving quality instead of attracting only good students. Free schools are 

allowed to design their own programs and teaching methods as long as they include the 

essential content, i.e. the national curriculum. There are two types of free schools in Sweden, 

either it is run by non-profit organization or church-based, or it is actually run by for-profit 

organizations. Nearly 60% of free schools are operated by for-profit companies in Sweden.  

The question at stake is whether this new model of education system can actually 

improve the quality of education or not. According to recent researches, positive effects indeed 

yielded after free schools were introduced (Fenwick 2013). Students are reported to gain 1.7% 

increase in school performance at the end of ninth grade (Fenwick 2013). The improvement 

can also be observed in public schools. However, researchers also find that the improvement 

is a short-term effect. Students in 18/19 ages have no better scores than students before 

(Wiborg 2010). ‘The advantage that children schooled in areas with free schools have by the 

age of 16 is not translated into greater achievements later in life’ (Wiborg 2010, p. 14). But if 

we put Swedish education in a global setting, the country’s performance underwent a 

significant decrease. According to the latest PISA test (Year 2012), Sweden’s ranking fell from 

7th to 23rd place compared with the first PISA test (Year 2000). ‘No other PISA-participating 

country saw a steeper decline in student performance over the past decade than Sweden’ 

(OECD 2012 cited in Sanandaji 2014, p. 1). Even though there is no evidence showing that 

ranking decline is caused by the free school system, a large number of people blames the 

implementation of this new school system. So far, effects of free schools are still under debate 

because it is difficult to measure the outcome yet.   
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When Sweden first introduced free schools, people already expressed a lot of concerns 

on this sensitive issue. The first concern is that schools may put more emphasis on generating 

profits if they are operated by for-profit organizations.  The interest of students may come to 

the second place after making profits. The focus may transfer from teaching and quality of 

education to revenues of schools. The second concern is the school segregation. Even though 

free schools are required to enroll students on the basis of first come first serve, there are 

revelations show that some free schools are selecting students based on student performance, 

family background and immigrant status. The free school system is likely to enhance the 

school segregation in Sweden. Free schools are still a new system. On one hand, there are 

advocators who claim that the reforms can be of great benefits to the quality of education. On 

the other hand, other people are against this new public-private hybrid system. It still needs 

more time to observe long-term effects of free schools. 

6.2.2. Presentation of CIS 

Calmare International School (CIS) is one of the friskola in Sweden, which was found 

in 2000 by the CEO Tomas Eriksson. It is a relatively young but very energetic school and 

has around 200 students. The main target of the school is students from age 14 to 18 years 

old. This organization has also three more schools: two primary schools and a pre-school that 

raise the total amount of pupils/students up to 550. In CIS, relationship between students 

and mentors – from the labor market - are very much valued in the school. A personal mentor 

will be assigned to each student. The main responsibility of the mentor is to help student gain 

insights in the field which he is interested in, to understand the practical use of knowledge 

learnt in classes. A Mentor can be an engineer, a doctor or a fireman for instance. The school 

makes sure that students get the help they need to thrive and succeed in their studies. More 

importantly, the relationship with mentors keeps students informed and aware of the 

situation in the labor market. They can be of great support when students try to enter the 

society after graduation.  

The major feature of CIS is to offer international experience for their students. The 

school believes that it is important to have a broad knowledge of other countries and cultures 

in such a globalized time. To do that, CIS first organized a wide choices of language courses. 

In order to strengthen the language studies, 20% of the courses are language related. The 

school also introduces programs which aim to assist student to get a language certificate. 

Secondly, lots of exchange programs are also available for students. Destinations of the 

programs cover some of the major countries in the world such as Germany, France, Spain, 

Iceland, Poland, Latvia, Estonia, the USA and Japan. Students are able to get the 

opportunities to improve their language skills as well as to gain abroad experience. Every year, 

travel grant is also provided to encourage students to participate in the exchange programs.  
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The school has a very flat organization (see Figure 8 below).  It mainly has two parts 

of management, including management/administration team and teachers. The school has 

around 50 employees. The management/administration team of the school is composed of a 

group of 10 people who are responsible for the daily operating of the school. In the 

management team, it has CEO, Vice president, Principle and also managers in other 

department like Finance Department, Health Department, etc. For teachers, CIS has in total 

18 teachers in various fields. Given the specialty of the school, it has many language teachers 

covering English, Spanish, Japanese, etc. The school is also equipped with teachers in other 

disciplines such as physics, mechanism, etc. After having a better understanding of this world 

now, we are going to highlight voices of our participants to see how they understand and 

experience leadership within this organization, from inner’s point of views.  

6.2.3. Participant A – Mattias Mild 

Mattias (43 years old) is the second co-owners of CIS since 2013, after Tomas Eriksson 

the founder. He is the current chief of development officer who takes care of improving the 

whole organization from a long term perspective. Before that, Mattias used to be headmaster 

of CIS for eight years (from 2005 to 2013). Now he results to be at the head of all headmasters 

and headmistresses. His responsibilities can start by coordinating these last ones and the 

teachers as well. In Sweden, the government has laws and regulations that directly go down 

to the headmaster/headmistress and also precisely define roles and tasks of teachers. At the 

head of this team, he cannot intervene from above to change something down in the system. 

He has more a coordinative and advisory approach to support them in their daily work. As we 

have said before, an independent school is still connected to the public sector, therefore to 

the government’s laws. They are not always in a comfortable situation to always apply new 

rules and regulations in a right way. But Mattias used a simple metaphor to explain their 

room for maneuver: ‘the rules are a framework. You have to try to take it as far out in the 

hedges as possible. You need to use all the space within the frame, but do not break the frame’. 

In other words, with his team, they are not afraid to try to push things from one side to the 

Board of 
Trustees

CEO
Vice President 

- 2nd owner -

Principle Teachers Headmasters
Other 

administrative 
staff

3rd owner 4th owner

Figure 8 Organizational Structure of CIS 
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other one as long as they still are inside the frame. It is a good way for them to try to squeeze 

between the drawbacks of the rules. His personal assessment results that  

 

‘Everyone working within the [Swedish] society is completely focusing on  

not doing anything wrong instead of focusing on doing everything right’. 

 

For him, there is a tremendous difference if we only try to avoid doing things wrongly. 

Focusing on a goal, a purpose and doing the right things is the key. ‘This mindset will take 

you further because you have then, another angle of attacking a problem’.     

 Subsequently we have asked him “what is the right thing to do for Education?” Two 

critical aspects matter to become a good student according to him. The first one is the need 

to feel secure at school. The environment must be safe in reference to the second layer from 

the Maslow’s pyramid of needs (1943). In order to sustain that, CIS works on two strategies. 

Firstly, all the administrative team is concerned by the Emotional Quotient of students, 

meaning talking about feelings (anger, sadness, happiness …). In the scenario of a student is 

mean to another one, questions that pop up to make both students reflect can be: ‘’what 

make you feel anger? When someone is sad, what should you do? What is the right thing to do? 

When someone said something that you don’t like, should you react by saying something back 

or should you think “oh, why did he say that? He is probably in some kind of problems himself. 

He needs help.”’ This attitude will not escalate the conflict. This is an indirect influence of 

their leadership on students to leave them reflect and take decisions by themselves. Moreover, 

a physical safe around the whole school is necessary: windows are everywhere. There are no 

corners or dark places. Teachers cannot have their own regime inside a classroom. ‘You can 

see everything that goes on’. Secondly, the other strategy they hold is to establish knowledge 

as the highest post. The educational team provides challenges for the best ones as well as 

help for the ones behind. ‘When two students go home from school, one high achiever and one 

middle achiever, they can be both very satisfied. They can feel they have done their best today 

and – I got all the help that I wanted -. (…) They should feel respected for each other and for 

what they have done.’ As a matter of fact, it is how Swedish teachers learn how to teach here. 

Some concrete applications is that CIS particularly emphasizes on starting every lecture by 

telling teachers to answers out loud these questions: ‘what is the goal? Why are we here today? 

What do I want you to know when you leave the classroom?’ The system of professional 

mentor-student relationship established by CIS also enables to actually bring society into the 

school.  

In order to improve and go further in their direction, Mattias and his team are currently 

working on the new project of opening a new school in Öland. This school will gather a primary 

school, a secondary school and a high school for children from 6 to 16 years old. It is ‘a 
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summary of all our knowledge we have learnt during the sixteen years that we have been active 

as a school’. That project meets a real demand of a growing population among kids: about 20% 

on the incoming years. As a small company with 4 owners ahead and 50 employees, they can 

implement and develop new projects quite easily. Yet their challenge still is that ‘when you try 

to do something new, you need to implement it in the right way’ in order to reach out the entire 

organization.  

Within this organization full of diverse actors, a leader challenges himself/herself to 

learn a bit more about himself. Mattias shared with us one of his most challenging experiences. 

On his early years of headmaster at CIS, he had to deal with a rare situation where a teacher 

was drunk in front of students, during their academic trip in Europe. It resulted that this 

teacher was alcoholic and Mattias had to face it. Even if he was upset, the right thing to do 

was to help this person. Resigning him was not about to help him. The difficulty was that 

Mattias was young and unexperienced regarding this type of issue and the person used to be 

a wise aged teacher. Despite of that, he confronted him and helped the person to be aware of 

the issue. They were together on a health care company when the teacher went in and out of 

the program successfully. He went back teaching at CIS for many more years. Mattias learnt 

that he should not be afraid of trying to do the right thing. For him ‘every leader must be sure 

about what is his/her feelings inside for right and wrong, what is correct to do and what is not’. 

His values focus on respect and justice: ‘I want to treat others in a way that they feel respected 

and correctly treated’. Here, Mattias used this difficult situation to strengthen his values 

instead of compromising them. He is aware of his “True North” (George 2003): he has a clear 

idea of who he is, where he is going and what the right thing is to do.  

Another fact that self-awareness results a lifelong learning is that before coming to CIS, 

Mattias was an officer at the army for 11 years. This organization is known for its strong 

hierarchy where nobody questions an order. Applications are very smooth, people always 

think two or three steps in advance and are constantly aware of the higher goal claims Mattias. 

When he came to CIS, he had to face a huge difference with the Swedish school system that 

is completely against hierarchy. Within this flat organization, headmasters and all teachers 

are at the same level. He describes teachers like cats: ‘they go by themselves, they have their 

own ideas. They don’t bound to you’. Whereas officers tend to be more like dogs: ‘you are the 

leader of the pack. When you go, they follow’. But trying to go with 20 cats following you 

around is impossible. Nevertheless, Mattias self-reflects by saying that ‘I was pretty square. I 

had to rough the hedges to try to become more round’. This professional life change enables 

him to learn how to be more diplomatic by dealing with parents for instance. His role is to 

make parents come over his side to make them understand the rules without making them 

angry. It is to explain things without offending anyone. What he brings from his previous 

experience is his clarity and goal orientation that are appreciate by teachers. ‘You should not 

go around wondering – what should I do? What is the right things to do? – It should be obvious 

to all to do the right things’.    
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By having learnt what the right thing to do is and still continuing to learn it every day, 

Mattias aims to inspire that to his team and the students. He wants to provide some points 

of reference as earlier as possible to facilitate their own self-learning, their own discovery of 

life. He wants to make students independent and responsible for their own future. We come 

to a point in a Swedish society where people cannot rely on the government to help them for 

everything and for the retirement pension as it happens. Too many people will retire at the 

same time and the system will not be able to provide the same amount of money than now 

according to him. This is why students must become autonomous, able to make their own 

decisions to secure their future. It is also a demand from the labor market: companies want 

all the more people who ‘take initiatives, know what the goal is and understand what to do to 

solve issues’.  This is why leading by example is the most important thing for him as a leader. 

‘You communicate what you stand for in every single thing you do: what you say, how you 

move, everything’. Being authentic for Mattias means ‘be true to yourself, your values and have 

also the same approach to people you meet’. To conclude, what can mainly be reminded from 

Mattias is      

‘When you know your feelings, your values, you act as yourself.  

As long as you are acting as yourself and it comes from inside yourself,                            

it will be the correct way.’  

 

6.2.4. Participant B - Linda Blomdahl 

Linda (37 years old) is the Principle of CIS. She has been in this position for almost 

three years. Her main responsibility is to help students receive proper education they need 

and help them reach their goals. ‘We have the loveliest students here. (…) But it can be 

challenging that students can't help themselves with their courses or the school. (…) That’s 

always difficult to find a person to help them, and not help them too much. Because at this level 

they have to do it by their own.’ Besides, Linda is also responsible for supervising teachers. 

She thinks that teachers are the most important resources a school can have. It is her work 

to empower teachers to do their work in the classroom. But with teachers, it can sometimes 

have challenges as well. ‘The most challenging thing is that you get a teacher who can't do 

her/his work in the classroom. (…) When I get the person who don’t blend in, she/he doesn’t 

have the contact with the students or doesn’t have the best interest of students. It's really 

difficult, because you can’t tell the teacher to change, so you have to work a lot with her/him 

that the most important thing is the student.’ To sum up, Linda’s main daily work is at the 

center of both students and teachers. She is in the middle of the crossroad where she holds 

the two types of the relationships between leader and followers in the education. She works 

with teachers but she is also in direct interactions with students. It is not the same 

relationship to support but it is the beauty of her work.   
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Regarding the decision-making process, Linda expresses that it is quite fast. As long 

as it is approved by the Vice President, she can then implement new ideas right away. 

Sometimes, the decision-making can be from the bottom to the top. Whenever Linda has a 

good idea, she is free to propose it to the board. For CIS as a small organization, Linda thinks 

that it is relatively easy and flexible to make those decisions into practice. ‘It’s easy for me 

that everyone is in this [single] corridor. I can shout “let’s do this”. And we can do it. We are a 

team.’ But when compared with a public school, Linda acknowledges that the situation can 

be more complicated. Linda has worked in public school for more than ten years before. Based 

on this experience gained, Linda advocates that the decision-making process in public school 

is quite long and slow. ‘It would take many years from the moment someone comes with the 

idea to the time it's implemented. (…) It’s very difficult to lead such organization because you 

are not the only boss. (…) You need to go all the way through the politicians and everything.’ 

Moreover, Linda also feels that her passion and motivation are also constrained in public 

school. ‘If you do have something you want further with that [in public school], I learnt very fast 

that it’s no use. That’s why I left the public school. (…) I think most of the people who work in 

the public school they don’t any more come up with ideas, because they think it’s useless.’  On 

the other hand, Linda also admits that there are some privileges for being in a public school. 

An independent school is more vulnerable to some degree whereas a public one is more likely 

to have the support from the government or other public schools especially from the financial 

perspective.  

Through the talk with Linda, we also find what she sees as the most important thing 

is the student and education.  

 

‘I strongly believe that I can make changes and make a better school,                 

make the students feel better and perform better. (…)                                                  

Education is powerful.’ 

 

She shares her perception about true and fake learning for students. Only when students are 

truly learning for themselves instead of just targeting grades, it will be helpful and deeply 

rewarding for them. It seems that her personal value is more concentrated on supporting 

students. Even if she had to change her work, Linda insists that she still wants to work for 

education related field. To another concern, Linda tells us that she is aware of the conflict 

between her personal values and the vision of the CEO. ‘Because the CEO started the school, 

[…], he can make decisions that are closed to his heart but not to my vision. So it can be a conflict 

when we have different interests.’ Due to their respective roles, the CEO has a vision to develop 

the organization in terms of size and benefits whereas Linda - as the principle - concerns more 

about students’ interests in order to improve the education delivered with all its features. In 

other words, the CEO is more a task-oriented leader whereas Linda is rather a people-oriented 
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leader. Yet, Linda supports that these conflicts are resourceful for the school. Each one of 

them is doing the right thing to build a better school. Their relationship is based on mutual 

trust and respect whatever conflicts they argue for.   

After working as a principle for almost three years, Linda expresses that the law is a 

very critical issue that needs to be taken into consideration. Everything she does must be 

under the framework of the law. ‘At the beginning, I thought it was very difficult. I didn’t have 

the courage to really make decision right away. I just have to go back and look at the law.’ From 

another perspective, as Linda becomes to know more about the law, she also considers the 

law as a support for her work. ‘I think the law is a big support as well’ by being very clear for 

any type of situation she may face in her work. The example Linda gives is that she had a 

student who was suspected of carrying drugs. In order to deal such a sensitive issue, Linda 

tried to always refer to the guideline of the law. If it was not for the law, it would be more 

complicated and bewildering situation for her to deal with the student, his/her parents and 

all people concerned around this situation.  

With regard to authenticity, Linda feels that it is an on-going process which means 

that she will discover new things about herself along the way. ‘I do not want to be the same 

leader as I wanted last year. It is always changing. You have to see what works and does not 

work. It is an ongoing process.’ In the beginning of being a principle, Linda thought that it was 

her job to do everything by her own and solve any task proposed by her colleagues. ‘I have 

been thinking about teachers as people bring monkeys, every monkey is a work and a task for 

me. The room was full of monkeys last year. I cannot do my job because there were too many 

monkeys. I have to get rid of the monkeys. Now when a person comes with a monkey, I give the 

monkey back. They grow as they solve their own monkeys. It is my job to ask them what they 

think they can do and they think by themselves.’ By reflecting on this time, Linda claims that 

a good leader is more than anything a good listener who believes in his/her team. He/she is 

the one who has to support, coach and empower the team as anybody else will do. Therefore, 

a leader is not the one who takes care of everything for everybody but rather find the right 

person to do the right things and help team members self-reflect to take their own 

responsibilities to grow on their work as well. This is what Linda has discovered about herself 

and her role in this organization during the last two years.  

6.2.5. Conclusion 

Working in a flat organization enables leaders to make quick decisions and changes in 

order to adapt themselves according to their environment. However, in a public organization, 

the leaders’ room of manoeuver is more limited and highly different compared with a private 

organization, and here with an independent school. Both Mattias and Linda have all worked 

in a public sector organization before (army or public school respectively). They both find that 

the hierarchy is stricter there. Yet, within the organization they are working for now, they can 
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make decisions more effectively and most importantly, those decisions are made on the basis 

of their beliefs and principles. This makes the students receiving the education they really 

need. Even if free schools are funded by the government, leaders still have a certain freedom 

to make decisions as long as those decisions stay within the sphere allowed by the law. One 

significant thing to underline is that changes within the education field must be relatively 

slow, even for independent schools according to Mattias. It is necessary to set up a clear long-

term goal and make small steps toward it by always involving the whole team, including 

parents.    

Through the conversations with Mattias and Linda, it shows that authentic leadership 

requires constant self-reflection which enables leaders to have a better understanding of 

themselves. Mattias has developed a strong self-discipline by providing consistency between 

his values and actions, between his private and public self through many challenges he had 

to deal with. Linda learnt that to be a good leader, she needs to facilitate her team members 

to solve problems instead of doing it by herself. Within her role, being a good listener with 

compassion and heart is relevant to stand up in the middle of her crossroad surrounded 

teachers and students. On top of these characteristics linking to authentic leadership (George, 

2003 p. 259), self-awareness is ultimately a critical aspect for authenticity. That is where 

leaders learn about themselves, develop beyond and inspire surrounded people in their turn.   

 

6.3. A Private Business School - PBS 

6.3.1. The French Higher Education   

 This case study takes place within the French higher education system. This system 

is composed by three main types of establishment, either from the public or the private sector. 

First, French public universities host about 80% of French students (French Ministry of 

Foreign Affairs and International Development, 2016). These establishments are supported 

by the State which applies a strict procedure to approve the national diplomas they award. 

Secondly, technical establishments propose the shorter courses – two or three years generally 

– that mainly focus on business, industry or services. Last but not least, the ones that interest 

us are Grande Ecoles: these post-graduate schools offer up to five-year courses. The main 

groups within Grandes Ecoles are schools of engineering and schools of management. Yet 

there are also the Ecoles normales supérieures – ENS, the institutes of political studies – IEP 

which have great reputation in France, and other ones in diverse fields (Campus France 2016).  
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Most of French business and management schools have an associative “law 19014” 

status, managed by the Chambers of Commerce and Industry. In other words, they are 

especially close to companies that lead recruiters to be attracted by students coming from 

these schools. According to a study made in 2015 about fresh graduates from Grandes Ecoles, 

80% of them find a work in less than six months after the graduation. Three out of four 

graduates get a permanent contract. A difference regarding the average annual income at the 

end of studies is also noticeable between Grandes Ecoles and public universities. For the 

former, graduates declare incomes between 33,000€ and 37,000€ whereas incomes for public 

universities’ graduates oscillate between 21,800€ and 39,700€ (Conférence des Grandes 

Ecoles –CGE 2014).  Grandes Ecoles have also this particularity to be financially supported 

by students’ fees which can raise from 500€ up to 10,000€ (ELS Educational Services 2016). 

One controversial issue is that Grandes Ecoles suffer from some preconceived ideas such as 

elitism or conformism. The French elites have been a national obsession that has driven to 

many studies about them (L’Obs 2013). This article claims that 80% of the most prestigious 

companies’ bosses come from Grandes Ecoles. Only 5% of young French people have access 

to them. Even within this highly selective world, only two institutions dominate: the school of 

Polytechnique and ENA (National Administration School) where most of French politicians 

come from. As researchers, we are not here to tackle these issues. We just want to be aware 

of them in order to better understand the challenges and the context where leaders – in the 

education field - practice their works.     

 Globally speaking, after the USA and England, France lures the largest number of 

international students from all around the world (ELS Educational Services 2016). Among the 

French higher education, Grandes Ecoles distinguish themselves between the other ones by 

having an excellent international reputation. Numbers of students have increased by 40% 

since 2005, compared to only 3% for the global higher education (IDRAC 2016).Yet, this has 

the tendency to hide that the increasing globalization threatens the higher education, 

especially the management education. International business schools market is all the more 

competitive. These business and management schools adopt very distinct strategies to 

compete such as targeting the prestige for some of them, the profitability for some others. 

These can lead to expand the programmes’ offers, to multiply alliances and partnerships, to 

strengthen its identity and its political brand…. French business schools are booming despite 

the fragility of its model. A study made by the agency Xerfi in 2015 reveals that the late growth 

of these schools is based on the massive increase of students and the enormous inflation of 

schools fees. Yet, business schools must deeply rethink about their organizational and 

                                                      
4 Association law 1901: an association is a convention between two or more persons which 

gather their knowledge and activities together. The goal of this contract is not based on the 

profit sharing between the parties. The association liberty is a fundamental recognized by 

the laws of the French Republic. It guarantees for everyone the right to create, to join or not 
an association. This right was established by the law of July, 1st 1901 called “Law 1901” 

(CCM Benchmark Group 2016).   
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economic model in order to diversify their audience. They should offer a more adapted promise 

of value toward both students’ and companies’ expectations. Here we have a case study about 

a French business school who has experienced a heavy organizational change in order to 

innovate and distinguish between the other ones on the market.  

6.3.2. Presentation of PBS  

In order to protect the identities of the organization involved, we have respected 

participants’ requests of anonymity by modifying names and any other components that 

would have helped to recognize them. In the sake of this concern, we are going to name this 

organization PBS: Private Business School. PBS is a French business and management school. 

As many other ones, the school aims to offer a professional and practical curriculum that 

enables students to develop skills and competencies to become responsible and ambitious 

managers, entrepreneurs or leaders. The school holds this mission to guide students along 

their studies and beyond their professional life. French business schools usually provide and 

develop a good alumni’s network: it is about 17,000 people here. PBS has an associative status 

that allows to be financially supported by the Chambers of the Commerce and Industry (public 

money) and the students’ fees. PBS is a multi-campus schools with around 2,000 students 

with a number of employees between 51 and 200 (middle size organization). The structure of 

the organization is bureaucratic in the sense that it is hierarchical in terms of decision making, 

procedures, responsibilities, etc. as you can see below (Figure 9).  

   

 

Board of 
Trustees

President

Managing 
Director

Director of 
Campus 1

Director of 
Campus 2

Dean

Teachers
Heads of 

Programmes

Director of 
Campus 3

...

Figure 9 Organizational Structure of PBS 
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Either in a national or international level, the competition between business schools 

is all the more tough. PBS has decided to take a completely different and very innovative 

strategy to distinguish between the other ones. PBS has implemented a whole organizational 

change at every level. We are going to call the new project NPBS, New Private Business School. 

NPBS included a merge between several other business schools in order to multiply its 

campuses through the country. This merge increased a higher complex cooperation between 

the different initial schools because the number of decision makers and people involved 

dramatically increased. Moreover, NPBS aimed to truly train creative, innovative and 

resourceful future leaders that our society needs. NPBS wanted to expand diversity, mobility 

and relationships with enterprises. NPBS wanted to deeply emphasize on the savoir-faire 

(competencies) and savoir-être (interpersonal skills) in order to open their doors to the most 

largest and diverse students that are interested to. One traditional way to get into a Grande 

Ecole is to follow preparatory classes (Classes Préparatoires aux Grandes Ecoles – CPGE) that 

highly prepare students over two years to take the entrance examinations for these 

establishments. In order to go out of this conformism and traditionalism, NPBS designed a 

new system to recruit its students in order to highlight more the personality, the potential 

and the diversity of an applicant than his/her traditional academic background. The school 

challenged itself to go against the dictatorship of Business School ranking in France. 

According to a survey made by McKinsey & Company among a panel of 60 students, their 

first criteria to select a business school is the ranking (2014). For companies, only the top 5 

really matters. After them, it results pretty much the same when it comes from the 12th or 

16th school position, without taking into account the alumni network of the concerned school. 

It has been like that for a long time. NPBS targeted to break that down.  

 However, as much noble and creative as this project was, this massive organizational 

change within the organization, and its internal or external implementation have failed. Each 

initial school has commonly decided to give up the project and go back to an independent 

governance of each one of them. What exactly happened? How leaders of the school have lived 

this highly challenging experience? How did they manage the organization at this time? How 

this type of organization has supported or limited this organizational change? How to recover 

after such a crisis? We are going to understand more the relationship between the 

organization and the leadership within the context of an organizational change.  

6.3.3. Participant C – a director of campus 

Mike is the director of one of the campuses in PBS. He has been working in the school 

for 25 years. At the beginning, he started as a financial professor here. He also worked in 

other positions in the school before he became the director. During the interview, Mike shows 

clearly that his main responsibility is lied on two kinds of people: students and colleagues. 

For the students, he thinks that not only the academic life, but also the post-graduation life 

is of great importance. ‘The student is the main reason why we work. I am taking care of variety 
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of things (…) but the most important thing is the students.’ ‘It is not only to graduate, to get good 

grades. The objective is to find a job.’ As a director of the university, it is his concern whether 

the students can find a good work afterwards or not. Reputation of the school is partly based 

on that. Regarding his colleagues, Mike tells us that he is trying to provide a better 

environment for the teachers. Even though the school is now under a very critical and difficult 

time, he is still trying to develop the school so that at least the core of the work will be secured. 

‘It is very big energy consuming and time-consuming.’ It shows that the challenge is actually 

quite significant, but Mike is still trying to do his best.  

Regarding the decision-making process, Mike acknowledges that it is somehow not so 

free even though he is the director of one of the campuses, he is still a middle-manager. ‘I can 

make academic decisions, some human resources decisions but not all of them. Operating 

decisions I can do it, but strategic decisions I cannot. (…) Sometimes I have to cope with 

decisions that I cannot make.’ Mike can obviously make most of the decisions regarding the 

campus he is in charge of. However when it comes to the decisions of overall school, his 

responsibility is to apply them on the field of his campus. Mike also expresses that there is 

another aspect which can constrain his decision-making to some extent i.e. the government 

indirectly. As the Chambers of Commerce and Industry financially support the school, they 

are the one who take the main strategic decisions regarding the school. ‘Because we use public 

money, they have a lot of control.’ The government - through local administrations - also has 

a say in the decision-making process. Through ‘a lot’ we can see that, sometimes influences 

from the government can be very fundamental and strong. The government also has a 

stranglehold even if it is run by private. ‘In a local area you can have support from politics. 

When you do some projects they can be helpful. So they expect that schools and universities 

play the rules.’ For Mike, he is aware of the framework which is set in a political level. Overall, 

it seems that as a director of the campus, when he makes a decision, he must think about 

the context inside but also outside the organization.  

Mike also explains more about the change the school is going through. As discussed 

before, the school attempted to merge with other private business schools which turned out 

to be a failure. Without being directly part of this taken decision, he has to tackle the 

aftermath of it in the field of campuses with students, parents and his administrative team. 

‘I have to work with consequences of the decisions. I was not the decision maker, it was the 

board of directors. (…) At that time, I could not analyze or have any prediction of the 

consequences. I was not able to advice either because all parameters was not very clear for 

anybody.’ What is displayed here is that the hierarchical structure of the school is quite heavy 

that sometimes, it is not always easy for the people who is working in the front line to speak 

up. What did not work here was the implementation of the decision making regarding the 

organizational change. Executive managers here did not have all necessary resources to face 

challenges on the field. The long term vision of the project was not clearly defined to bring 

everybody on the same direction.     
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‘To go into a merge, and to get out of the merge, it is not the same thing. You never get 

back to the same situation. This is the most challenging event I have ever had.’ This crisis brings 

a lot of difficulties for Mike. The first one is the reputation of the school. ‘Schools and 

universities are in special works with reputation. When you have a problem with your reputation, 

it comes very quickly. When you want to improve your reputation, and to gain market shares, it 

takes long time’. Mike has learnt one thing thanks to that: ‘we have to continue to do the job. 

Even it is difficult, we have to continue to face it. This needs some resilience.’ Being resilient is 

an important trait for a good leader. ‘We do bit by bit. So it is like a baby growing up, bit by bit, 

not in one time. You need patience with reputation.’ Another difficulty Mike is dealing with is 

the social crisis after the strategic one: when ‘you have less money, you cannot keep all people 

working. You have to down size. When you down size, you fire people. When you fire people, 

you have social critics.’ This is the current aftermath Mike is facing with right now in order to 

keep the school alive.  

When it comes to authenticity, Mike uses the values of the school to describe it: ‘to be 

authentic is ‘CHIC’: Curiosity, Humanity, Integrity, and Commitment. No humanity no 

knowledge. You cannot be a man of knowledge by having no humanity. (…) Without integrity, 

we cannot do the job. (…) If I am not committed, I will not be here. And curiosity, that is what 

we want for our students. That is where we can develop leadership.’  

6.3.4. Participant D – a dean 

Paul (around 50 years old) was a dean of one PBS’s campus for two years. Prior to this, 

Paul used to be a full time professor and a trade union representative for fifteen years and 

still was when we was a dean as well. As a dean, his responsibilities were to globally supervise 

students of the campus; to hold academic, didactic and cultural animations; to coordinate 

the education programme meaning to find, provide and develop resources for each programme 

of the schools. It can be about hiring heads of programmes and professors/speakers; 

allocating amount of teaching hours, planning schedules for these programmes, etc. When 

we position Paul in the middle of a crossroad surrounded by students, professors, supervisors, 

stakeholders, governments or even parents, we have asked him how he dealt with some many 

distinct people. For him, two things need to be distinguished. The first one is the mission 

given by the school that we can basically found in any dean job’s offer. The second one is the 

‘interpretation you are making yourself about the mission and the way you apply it’. For 

instance, he was told to “discipline his professors” by making them to do their works. When 

he interpreted it as “motivate them” instead of “punish them”, a significant difference 

appeared on his management. He claims that ‘because I believe in human being, the mission 

of “discipline your colleagues” was for me “motivate and help your colleagues” rather than 

“follow and punish them”.’ His relationship with students was so particular: he aimed to be 

close to students, to discuss a lot with them, be friendly and helpful when necessary. But 

when it comes to be a professor in a classroom, he was known to be strict, highly demanding 
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towards students who were surprised to see him like that. Yet, he was still the same and 

unique person. When it is about allocating resources for each programme, he adopted a 

relationship-oriented approach to achieve his task. ‘I was partisan of discussion, always tried 

to compromise, to listen and to find ways to satisfy everybody’. Instead of ordering one way for 

his heads of programmes, he preferred to propose them two options and discuss together for 

the best option which satisfies everybody. Paul is a great illustration of a people-oriented 

leader by energizing his colleagues, take their voices into consideration and make them feel 

appreciated.  The impact of his leadership was measured when the school started to face the 

organizational crisis. When other campuses witnesses resignations after resignations of 

professors, all his professors on his campus decided to stay. Nevertheless, ‘sometimes your 

interpretation is opposed to the underling mission of you management’. Few months ago, it 

results that Misted D was dismissed. ‘As a matter of principles – honesty and morality – he 

was not ready to sacrifice his work to facilitate it [a bad leadership from above]’. He also added: 

‘when the school you try to fight for keeping it alive has difficulties, it is your moral obligation to 

help this school’.  

Yet, having been through this harsh time was for him ‘extremely painful, a difficult 

period morally and personally’. For him, when somebody is about to quit, he/she needs to ask 

himself/herself three questions: ‘do you feel confident with the project?’ i.e. your mission, your 

tasks, your goals; ‘do you feel confident with the direction?’ i.e. the leadership of the 

organization for making the right decisions, the implementation of strategies, internal 

communication to involve the whole team; and ‘do you feel confident with your fellow-

colleagues?’ i.e. your team that closely surrounds and supports you. From his point of view, 

he believes in the idea of NPBS, but not on the planned reconstruction of the school afterwards. 

His colleagues have been spread out and very few remain professors. For the direction, he 

was confident in average because ‘they were predictable but they did not have a good 

management. (…) The problem of NPBS was not the idea, the application of the project was the 

issue’.   We have met him few months after his dismissal and have asked him to reflect back 

about this experience. He states that ‘I will take the same decisions I made if I would have had 

the same situation again’. He discovered ‘how much a conflict between people can be harmful 

for a company, especially at the top management.’ Through this harsh time, ‘a certain amount 

of patience, empathy and honesty’ are necessary to face this kind of situation according to 

him. Yet, the purpose of their works did not change depending upon this crisis. To fulfill 

expectations of society regarding Education, he claims that they must train students to be 

good, honest and professional people. Professionalism is also vital for them as professors: ‘you 

have to know what you are talking about. As professors, you deliver classes, you respect the 

contents of the curriculum and you are not simplified things to help them because you are not 

actually. You have to be strict, you have to be professional. This is the job, it has to be done’. 

Another characteristics that matter for Paul is integrity. ‘You cannot teach without 

understanding from the person in front of you thoughts, beliefs and feelings. As teachers, you 
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have to be integer. If not, you have no impact on what you deliver. Students do not believe you. 

If you are not integer and not perceived like that, your students and colleagues will have another 

way to do things’.  

‘There is a misfit between the position of teacher  

and his teaching job if he is not integer’. 

On top of integrity, Paul places a high significance of ethics and courage as well but with a 

particular awareness: ‘Integrity is vital but extremely dangerous if not followed by humanity. 

(…) Promises without ethics are extremely dangerous. Courage without thinking as well.’ When 

he self-reflected, he perceives that  

 

‘Being an authentic leader is also know when to quit’. 

 

6.3.5. Conclusion 

After so many years within the same organization, either it has been fifteen or twenty-

five years now, a leader can still be surprised by challenges he/she has to face with. Self-

learning is an ongoing process, especially in rough times when they did not expect such issues 

coming to them. Self-learning has no age, no limit. Leaders can experience it at any time of 

their life. After being so dedicated for PBS, it has come for Paul to leave and go for new 

adventures. He was not able to be who he is within this organization anymore even if he 

wanted to fight for it so hardly. He was not able to behave according to his values any longer 

(George 2003, p. 259). By being a people-oriented leader, he lost his 'optimist views of the 

world and their roles in it’ (Gill 2016). Mike is still on the boat to try to keep the school afloat. 

He is still currently and daily fighting for it by hoping that PBS will have a second life. 

Resilience remains him to still be on the battlefield.  

This case study is relevant to see how much significant it is to correctly implement an 

organizational change within the organization itself. It strongly matters to involve any single 

person concerned by these decisions made. On top of that, having a long-term and clear vision 

of the project is vital. If not, it is harsh for involved people to daily make sense about all 

decisions linked to that change. Having a clear goal enables everyone to have faith on the 

project and support them on the same direction to do what it is necessary to do for it. Another 

outcome of this case study is that implementing a change within the education field is really 

particular. It cannot be drastic but relatively slowly as Mattias from CIS has also noticed that. 

On the contrary, damage comes very quickly and cannot be reversed. A school or any 

organization cannot raise any chapter of its lifetime and go back to how it was before. Now it 

is time to take responsibilities, to constantly learn from every mistake in order to keep afloat 

and have a change to do better.             
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6.4. An Umbrella Organization5 - DAEA 

6.4.1. Non-government Organization (NGO)6 in the Education field  

Nowadays, NGOs are playing a very critical role within the humanitarian society. NGOs 

are trying to fulfill the gap where the government is unable to cover. In education sector, the 

involvement of NGOs is developing and moving beyond basic education into other forms of 

education. Due to the increasingly active participation of NGOs in this field, it impels us to 

take a NGO as one of our case studies. Because NGOs are different from a public or 

commercial organization, it will help us to gain a broader understanding of the relationship 

between types of organization and authentic leadership.  

One of the main area that NGOs are focusing on is to bring the childhood education 

to every child. Even though the early education for children has already been marked as 

mandatory in many countries, there still are a lot of children who are not able to get the access 

to basic education because of poverty. Even if we do not want to admit, in some countries, 

education can be a luxury for children. Therefore, many NGOs stress out that every child 

deserves the opportunity to participate in education and strive to make it true. Another goal 

that many NGOs try to seek is to achieve equality between women and men in education. 

Even though the legal framework guarantees gender equality in education, in some places the 

improvement is still limited. Cultural limitation and tradition can be huge obstacles. This is 

why Malala – Nobel Peace Prize in 2014 – fights for: ‘enable girls to complete twelve years of 

safe, quality education so that they can achieve their potential and be positive change-maker 

in their families and communities’ (Malala  2016, p. 1). 

Another area which tends to be under estimate is adult education. Education is a 

lifelong journey. Education for children, teenagers and young adults are very important to the 

society, so as the adult education. In order to keep pace with the rapidly changing 

environment of the society in terms of technology and economic structure, there is a growing 

need for adult education in the society. For one thing, adult education brings greater 

satisfaction and fulfillment for the individual. For another, it also creates benefits for the 

society to a large extent. For a third concern, it also provides education to all adults who did 

not have the chance to receive a decent education in their youth. It might seem that 

development of adult education on the planet has already reached an advanced development 

that results to not deserve much attention any longer. However, the current situation of 

education may not be as well as people expected. There are still many issues underneath. 

Especially in such a fast-moving world, all those issues are becoming more complex and urge 

to be addressed. To tackle all those problems, it is clearly not sufficient to let government 

                                                      
5 Umbrella Organization: an organization that controls or organizes the activities of several 

other organizations, all of which have a similar purpose. (Cambridge Dictionary Online 

2016) 
6 Non-governmental organization: an organization that tries to achieve social or political 

aims but is not controlled by a government. (Cambridge Dictionary Online 2016) 
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alone act on those issues. It calls for a much deeper cooperation from the side of NGOs that 

can truly make a difference.  

6.4.2. Presentation of DAEA 

The Danish Adult Education Association (DAEA) is an umbrella and non-government 

organization based in Copenhagen (Denmark). It coordinates the activities of its 34 Member 

Organizations (MOs) and protects the common interests of these 34 MOs which are all working 

with non-formal adult learning activities. DAEA was founded in 1941 through the efforts of 

different organizations including AOF (Arbejdernes Oplysningsforbund = Workers' 

Educational Association in Denmark) or The Danish Library Association for instance. It was 

established during the World War  to ensure close cooperation between the different non-

formal adult education associations in order to prevent restraints under the German 

occupation of Denmark. The goal of DAEA is to ensure the best possible conditions for adult 

non-formal learning. This last idea is based on community, equality, democracy and 

responsibility. Non-formal adult learning refers to providing general, practical knowledge and 

skills to individual adults. To do that, DAEA offers various kinds of projects related with non-

formal adult learning, similar in size but the content differs with one another. It can be 

vocational training program, university level program, and general non-formal education. One 

of their latest projects is called “Non-Formal adult learning for refugees – for our common 

good”. DAEA and its MOs try to provide refugees a good living, no matter how many they are 

or how long they may stay.  Their initiative mainly aims at ‘giving their contribution to the 

debate in society about people’s equal value, active citizenship, learning and active 

communities’ (DAEA 2016). They are achieving that by luring attention to great activities that 

are already going on and inspire Danish schools and associations to participate as well. 

As an umbrella organization, DAEA tries to support the interest of the MOs by 

facilitating the relationship with political decision makers. It constantly represents the 

interest and concern of its MOs by communicating with politicians and civil servants. The 

association is committed to facilitate networks within and between the MOs, other 

associations and educational stakeholders. It also encourages international cooperation with 

other organizations within Europe. With respect to the financial status of the association, it 

is mainly financed by member fees and government grants.  

According to the management established by the association, it is a small organization 

composed by nearly 10 full-time employees. The structure of the association is very flat and 

flexible. Inside the association, it has one Secretary General responsible for public relations 

with government and other organizations. There is also one Organizational Officer and several 

Development Officers. The structure of the association can be illustrated as you can see in 

the Figure 10: there is no strict hierarchies for this organization. 
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Every five years, the board of DAEA will develop a five-year plan to set out the strategy. 

In order to put the strategy into practice, DAEA will break it down into one year action plan 

with more specific goals in focusing areas. Twice a year, staffs will have a whole-day meeting 

to discuss about what steps are needed to build and implement concrete projects within this 

year, and how those projects are contributing to reaching the strategic goals. The board will 

be gathered four times a year, during that time,  the Secretary General will give them status 

report about how far the organizations has developed the concrete actions of the year. 

According to the suggestions from the employees and the board, plans will be adjusted to be 

more fitted with goals of the organization. When a project is decided, one or two of the 

employees will be assigned to get the responsibility to carry out the project. Now we are going 

to give a voice of the Secretary General of DAEA.  

6.4.3. Participant E - Trine Bendix Knudsen 

Trine (48 years old) is the Secretary General of DAEA. Trine presents the goal of DAEA 

as lobbying for the interests of member organizations and also assisting with different kinds 

of IT supports with small organizations. Through lobbying, the organization tries to influence 

the decision-making at all levels, like politicians and civil servants. The most important 

mission for the organization, according to Trine, is to participate in the debate concerning 

democracy issues. Besides, Trine also gives us a short introduction of how DAEA operates to 

achieve its goal. For Trine herself, she describes her job as making everybody go at the same 

direction. Trine has a very clear idea of what the organization wants to do, and also her 

responsibility inside the organization.  

With respect to the values of DAEA, Trines feels that it very much corresponds to her 

own values. Trine mentions that she had been worked public sector before DAEA. And one of 

the reasons that she decided to change her job to the current one is because she feels that 

her values fits more in DAEA. ‘[Organizational value] very much corresponds to my own values. 

That is also the reason why I changed my job. I was very happy working in the administration. 

Like I said, you are not working with your own values and ideas. So this was the reason why I 

chose this organization, because it very much fits to my own views.’ To Trine, what really 

matters is that the organizational values should be in accordance with personal values. Even 

if the previous job was joyful, personal values are still a very critical element for Trine to insist 
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Figure 10 Organizational Structure of DAEA 
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and advocate in daily works. It can be done only if personal and organizational values are in 

conformity with each other. Trine also tells us that organizational values are one of the main 

criteria for her when she wants to change her jobs. ‘[If I need to change my jobs], I only want 

to work within an organization that corresponds to my values and own beliefs and how society 

should develop. So if that is not possible, I would rather to stay in the current position.’ We can 

see that Trine feels it strongly necessary to maintain her own values in her professional life.  

 

Trine also worked in the government before, as she recalls that the decision-making 

process is quite long due to its size. ‘There are hundreds of people there. […]. They usually also 

have strategies. But because it is such a big organization, it is usually decided finally by the 

top managers. Very often, you can only overview your small part of the strategies, and it is quite 

difficult to be able to see that as a part of the big strategy.’ On the contrary, in DAEA, Trine 

tells us that the decision can be made and carried out very quickly because it is a small 

organization. And they can adjust their strategies very quickly according to the changes in 

the environment. ‘It is very much like, you know, planning as we go along.’ Small organizations 

like DAEA are much adjustable and adaptable. It is also a lot easier to involve all the 

employees than the public sector organization. Working in a DAEA, Trine thinks that everyone 

in the organization is working for their own calls, own beliefs. Every employee wants to 

promote what they really want to do. ‘It is not just a job for them.’ They have more passions 

and motivates in DAEA.  However, in the public sector, as Trine worked in the government 

before, she feels that the environment is quite different.  

‘It is a very professional environment with very high professional standard. You are 

working for the government, whether it is left-wing or the right-wing, you work for their ideas. 

(…) You have to be prepared to work for something that might not be your opinion. You cannot 

do that passionately but you can do it professionally, and correctly.’   

Trine conveys the idea that a person may have less passion if he/she works in public sector 

compared with private organizations, since you cannot really promote your personal ideas. 

She illustrates that metaphorically by putting her personal point of view on a shelf before 

going to work and taking them back when she went home. This professionality is necessary 

in certain public organizations when your concern is to serve the civil society before your own 

ideas and interests.   

 

Not just for herself, Trine also thinks that passion is very crucial for the employees, 

especially in a NGO. ‘The passion that the employee has is a very important driving force. You 

should be careful not to kill that. That means you should be careful not to be too strict and let 

them lead themselves, decide for what is important to work on.' Her role is to influence and 

inspire them little by little to involve everything to go on the same direction. The challenge is 

that she does not tell them what to do or not but rather make them realize and be convinced 

that it is the right way to go, the right things to do.  Trine feels that it is her responsibility to 
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care and to support the passion of her colleagues. This is why she describes DAEA like a 

garden with many different plants. ‘A garden that is not too well organized and my job is to try 

to make it a little more organized without killing the plants’. She is the landscape gardener who 

waters the plants to make them grow and shine within their whole diversity. Yet teamwork is 

a key element of Trine’s leadership. Everyone can offer opinions on decision-makings, propose 

any new initiatives and take the lead of any new projects they have suggested. 

When we asked her what action she will take if she is assigned to some tasks against 

her personal values, Trine states clearly that she prefers to leave it to someone else. ‘I think 

in that case which never came into real life, I would have asked my boss not to give it to me but 

if he could give that to somebody else. I think in the place I used to worked, that would have 

been possible to say I cannot work with this because it is very much against my own beliefs.’ 

Once again, Trine stresses out that it is important to adhere to her own values during the 

work. Once the task is colliding with her own values, she would choose personal beliefs over 

the task without any hesitations.  

Regarding education, Trine has a strong vision to remind society of the importance of 

lifelong learning opportunities. However, ‘society is almost taking it for granted.’ Having a good 

education system has been a long tradition for Denmark for many years. ‘A lot of people are 

not aware that they could actually risk that some of these opportunities one day would 

disappear.’ According to her, Denmark as any other developed countries should not rest on 

these laurels. That is also what makes Trine’s work harder to convince people as well as the 

government to pay more attention to adult education.    

6.4.4. Conclusion 

A public sector organization usually requires a very professional environment. In such 

a very big and well-structured organization, employees are mainly working for politicians’ 

agenda which can be different from their own personal values. That is the reason why 

sometimes the passion in the public organization can be constrained to some degree. In a 

NGO, leaders are likely to be freer chasing what they truly believe. In a NGO, passion is vital 

because it is what brings people to work and get fully involve within this type of organization. 

Passion is what enables authentic leader to set up clear purpose. ‘They are passionate 

individuals who have a deep-seated interest in what they are doing and truly care about their 

work’ (Northouse 2013, p. 258). For Trine, she strives to remind people the importance of non-

formal adult education as nothing should be taken for granted even if you are already adults. 

Never forget that education is a lifelong journey. Thanks to its type of organization, DAEA 

enables Trine to act upon what she really believes and has interests in to exert her own impact 

on the society. 
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6.5. Asia-Europe Foundation7 - ASEF 

6.5.1. The context of International Collaboration in Education 

International collaboration is increasingly becoming a very critical area around the 

world. Never before has there been such a wide range of opportunities for international 

cooperation in education. All countries are trying to be part of this concern. The cooperation 

can take place between developed countries, as well as between developed and developing 

countries. Opportunities are open to all ages of people at all levels. For instance, both 

university students and professors have access to plenty of programs which enable them to 

be exposed to educational experience in another country. One thing can be sure is that all 

opportunities for education cooperation around the world will continue to expand and develop 

in the future. As both of us are exchange students, we also see ourselves as participants of 

international education collaboration. It gives us more incentive to take ASEF as one of our 

case studies. 

Participants in educational cooperation can differ due to types of organization. A very 

important force in education field is the government of each country. Public sector is severed 

as agent who provides essential support to international educational cooperation.  In order to 

do that, inter-government contracts will be formed to create a bond between different 

countries in relation to education. One appreciated example is the Erasmus+ Program which 

was established by European Commission. This program is managed by educational agencies 

in each country of EU. In recent years, the budget of the program has witnessed a rapid 

increase. The aims of the Erasmus+ Program is to promote cooperation and mobility of 

learners and staffs among EU member states and no-EU countries. Government is obviously 

a very crucial actor in international cooperation concerning education. However, some private 

and non-profit organizations are also committed to enforce educational cooperation across 

borders. For instance, APAIE is a non-profit organization which aims at activating and 

reinforcing educational cooperation in the Asia-Pacific region and all around the world. We 

can see that various types of organization are entering into this field. Here comes a very unique 

case study that actually embodies our thesis team. Indeed, the current researchers of this 

thesis are from France and China, from Europe and Asia.  

 

 

 

                                                      
7 Foundation: an organization that has been created in order to provide money for a 
particular group of people in need of help or for a particular type of study. (Cambridge 

Dictionaries Online 2016) 
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6.5.2. Presentation of ASEF 

The Asia-Europe Foundation (ASEF) is a non-for-profit organization 8  based in 

Singapore which operates within the 51 different countries over Asia and Europe called the 

Asia-Europe Meeting or ASEM countries. This organization was created in 1997. The aim of 

the foundation is to promote understanding and to strengthen cooperation across the people 

and institutions of both regions in the fields of culture, economy, education, sustainable 

development, public health, human rights and governance. The current director of the 

Education Department - Leonie Nagarajan - illustrates the organization as a crane, a 

migratory bird: ‘its dignified appearance when flying symbolizes diplomacy and its migrant 

nature signifies our organization’s work and mission of connecting two regions.’  By organizing 

seminars, conferences, lectures or workshops, ASEF offers a great platform that gathers 

people from all walks of life from 51 countries. Young leaders can exchange ideas, share 

experiences, culturally interact with each other and learn from and within each other. In other 

words, “the overall objective is to bring Asians and Europeans people closer together, not only 

physically but also intellectually” claims the current director of Education Department. Along 

the process, it also helps people to be able to identify new opportunities for cooperation. Up 

to now, the foundation has launched over 650 projects involving nearly twenty thousand 

participants. Leonie requires another metaphor to describe ASEF in terms of work and results. 

‘It resembles an ant. We are small organization of only 45 people. However, together with our 

many partners organizations in both regions, we fulfil a large mission of bringing together the 

civil societies of Asia and Europe. It is all about team work, collaboration and coordination 

towards one common goal.’ 

To make it short, ASEF is an interface between governments and civil society: it receives the 

guidance from governments and at the same time channels views, expectations, hopes and 

visions from the civil society up to the policy level.  

 

Inside the organization, three major layers of management are established. The top 

management is the board of the foundation composed by diplomats and representatives of 

each ASEM partner. Annual meetings are arranged for board members to review the strategy 

and policy in order to ensure that the organization is keeping running on the right track. The 

second layer of the management is Executive Office. Executive Director and Deputy Executive 

Director will be appointed by the board. The main responsibility of the Executive Office is to 

carry out decisions made by the board and make sure the performance is as good as possible. 

The Executive Office also needs to ensure smooth and efficient collaboration among different 

                                                      

8 Non-profit organization (NPO, also known as a non-business entity) is an organization 

whose purposes are other than making a profit. A NPO is often dedicated to furthering a 

particular social cause or advocating for a particular point of view (Wikipedia, 2016).  
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departments inside the organization and with external parties. The last layer is each 

department. Currently, ASEF has an Education Department besides four other departments. 

In the Education Department, it has one Director, one Project Manager, three Project 

Executives and two Project Offices. So far, the Education Department count seven, employees 

coming from seven distinct countries: Germany, Singapore, Latvia, Sweden, Finland, 

Bangladesh and the Netherlands. The illustration of the organizational structure can be seen 

in Figure 11 here above. 

Our topic is focusing on the educational perspective, thus this paper mainly analyses 

the Education Department. The Education Department has three main goals, which are 1) 

Creating platforms and networks between people who are in education related field among 

the ASEM countries in Europe and Asia 2) Improving knowledge and skills of young people in 

education field 3) Offering intellectual inputs for educational policy makers for the ASEM 

partners. To meet all these goals, the Education Department is dedicated to carry out various 

projects in the fields of both formal and non-formal education, ranging from high-school 

students, to university students, youth trainers, teachers and educators to researchers and 

academics, and representatives from the governments and business. For the past few years, 

it has managed to bring together thousands of participants of  different countries in order ‘to 

create networks, platforms for young people and education stakeholders to meet, engage, 

learn and offer learning opportunities in various ways’ (Nagarajan, 2016). Best projects turn 

out to be long-term project series which continue with activities held every year. To emphasize 

again, the core responsibility for this department is to design meaningful projects to support 

the Asia-Europe cooperation. The education projects are divided into two types: formal and 

non-formal education. An example of formal education projects is the ASEM Rectors’ 

Conference and Students’ Forum (ARC) or ASEF ASEM Education Policy Conference Series  ‘a 

venue for focused discussions on the changing context that affects or influences the education 
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sector’ (ASEF, 2015). Another illustration of non-formal education projects can be the ASEF 

Summer University, a two-week interdisciplinary summer programme that fuses formal, 

academic education formats with non-formal experiential learning elements and practical 

exercises. The selection of participants works through Open Calls which are spread across 

various channels: government’s channels, education’s channels, university’s channels and 

social media’s channels. It gives to everybody the opportunity to join.  

ASEF is a very unique organization, not only because of its multilateral scope, but also 

because it has a specific and unique positioning. ASEF is funded by governments but works 

for civil societies for the benefit of both. Besides that, the foundation also has a very broad 

partnership with other civil society actors such as business organizations, NGOs, trade 

unions and so on. So far, the foundation has already worked with nearly 1,000 partners 

across Asia and Europe.  

6.5.3. Participant F – Leonie Nagarajan 

Leonie Nagarajan (38 years old) is the current director of the Education Department 

since two years now, at ASEF. Prior to this, she was Chief of Staff of three ASEF Executive 

Directors from France and China for eight years (from 2006 to 2014). Thus, Leonie has 

accumulated about ten years of experiences within this same organization which turns its 

20th anniversary next year. Within the Education Department, she is responsible for the 

development, orientation and management of ASEF’s overall education portfolio. With her 

team, they design meaningful projects which help the beneficiaries of education. They also 

ensure to cover relevant education topics for Asia and Europe education collaboration. 

Through these projects, they are able to give a substantial input to deliberations in the official 

ASEM education process. As director, she has to deal with team management, programme 

management, budget management, partners/sponsors/participants management, etc. Yet, 

her leadership role is not due to her job position but it is closely linked to a specific context. 

Without talking about herself but rather thinking about her three-year-old son: ‘I think it is 

about taking responsibility. As soon as somebody trusts you to take over responsibility, you are 

a leader in a small or big scale. But it is not only because of certain roles and functions. (…) It 

goes back to qualities of people and not necessarily to positions’.  

Through their projects, Leonie and her team are concerned to keep a good balance of 

representation: Asia-Europe representation, gender representation, multi-disciplinary 

representation, etc. The strategy to achieve that is the launch of Open Calls (see above) based 

on neutrality and diversity. They also have a very inclusive approach by covering various 

topics which are connected to each other such as education, culture, economy, sustainable 

development, etc. ‘It is like an octopus with all the tentacles: you touch across various topics. 

We also invite speakers from so many different countries, different fields that there is a good 

balance in terms of perspectives’.  
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The operations of decision making and especially designing new projects are particular 

to this type of organization as a public institution and multilateral foundation. There are 

several layers. The first one is that ASEF receives governments’ directions as they financially 

support them. In the ASEM education cooperation, four areas are important: student mobility, 

credit recognition & quality insurance, technical and vocational training and university & 

business partnerships. Whenever all ministers meet for their annual governments meetings, 

they discuss about these four topics. The second layer is ASEF annual board meeting where 

Leonie and her team submit their projects. Governments’ representatives give feedbacks and 

ensure ASEF is on the right track. Yet a trust relationship between them is established as 

they feel quite free of designing projects. ‘What we [Leonie and her team] do is recognized and 

acknowledged. (…) We [ASEF] have built up over the past 20 years such a valid expertise on 

how to run these long term projects, how to link them with each other that we gained the trust 

from stakeholders’. The metaphor of an island is used by Leonie to illustrate how free the room 

of maneuver of her team is. The island represents the goal set up by governments. To her 

team: ‘you have to reach the island: you can swim, fly, dive or walk over the water maybe… It 

is up to you as long as you reach the island’. That mindset requires creativity within a goal 

oriented approach. Creativity has a significant role to play in such organization against some 

prejudice maybe thought by some people. However, Leonie wishes that sometimes, ‘public 

institutions could be more entrepreneurial in their way they are run’ meaning acting faster with 

less bureaucracy. It is a global public institutions’ issue. What we need to remember is they 

cannot be as fast as companies: ‘whatever they do have a long term impacts on civil society’. 

In big size organizations, connections are so dense that their room of maneuver is limited. As 

soon as they take a decision, they have to take into considerations all numerous actors 

involved and mostly forecast all impacts that this decision will have. This is why innovation 

in public institutions has its own limitations. Yet, it does not necessarily mean it is impossible 

but rather more complicated. Despite of all, creativity has definitely a role play to shine here.  

 

For Leonie, qualities to be a good leader are ‘empathy, good listening skills while at the 

same time driving initiatives’. She shares with us an example of a challenging project 

experiences within ASEF where some of these qualities were tested. A few years back, ASEF 

organized a Model ASEM, which is a simulation of a political meeting where participants have 

to role-play their respective Head of State and to develop a joint consensus-based statement. 

All participants understood well their tasks. However, as the youth participants had the 

unique opportunity to meet their government leaders in conjunction with the youth 

conference, they ask for the possibility to also draft an additional document where they could 

convey their own youth messages. This document – a youth declaration - should be in addition 

to the consensus-based Model ASEM statement which was part of the original project. Leonie 

and her team listened to them, understood them and decided to adjust the programme. They 

gave them more time to develop this youth declaration by slightly changing the schedule. 
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However, the challenge resulted that each participant then wanted to include his/her own 

expectations and strong interests in this youth declaration. It was hard to focus and to gather 

the consent of all students by having so many diverse perspectives. Ultimately, the ASEF team 

decided not to publish this youth declaration in the concern that not everybody had the same 

opportunity to join – albeit the hard efforts of all and the passion expressed by the participants 

to come to a conclusion. For Leonie, ‘it was a great learning experience for all participants to 

see how difficult it is to agree on something which is of strong value and meaning for you. You 

want to lead but at the same time, you also have to respect the perspective of your peers.’   

 

Another self-learning that she has gained within ASEF is that  

 

‘You should never underestimate the potential of people’. 

 

She talks about ‘the unusual suspect’ when a participant surprise with qualities which might 

at first not be obvious. She also gives a great significance to the interpersonal interaction with 

students even if she holds the function of a director.  

 

‘It is an honor to take care of VIPs. It is a great opportunity and privilege of the job. 

But the real beauty is actually in the face-to-face personal interaction with all these 

individual people.  

That is the true meaning of our projects. That is where you learn the most.  

That is where you realize that you have to question yourself all the time.’ 

 

Leonie perceives her work similar to teaching. Not in the traditional way of educating 

students in a certain field, but rather inspiring them by opening up their perspectives. The 

most rewarding moment is when people gave them feedbacks by telling that ‘this project was 

a life change moment, an experience that really put me on track and opened my eyes’. It is a 

major personal achievement for Leonie to have a certain meaningfulness on her work. Values 

that matter for her are honesty and modesty. Modesty is a tremendous value that ‘I think got 

lost very much in the current time of social media, the trend of self-publicity, self-marketing 

and pursuit of leadership. (…) Modesty is what gives room to others to develop because they 

feel appreciated for their own qualities’. By saying that, Leonie advocates to not over-estimate 

thyself, neither to under-estimate others (i.e. paragraph above). That mindset and attitude 

will have an impact on others but also on one’s self-awareness. Talking about impact, Leonie 

aims to measure better the projects’ impacts on participant’s life. For instance, they are 

currently not in a capacity to measure what participants are doing ten years down the road. 

So far, they acknowledge that some participants of 1998’s projects are still in contact 

together. ‘But how to measure the impact of ASEF in their life on a wider scope?’ Having a 

longer-term perspective of what they are currently doing is her ambition at the same time 
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as securing sufficient funding to support their projects. At the end, what is necessary to 

remember is that up to ten years of experiences within ASEF, Leonie claims that 

 

‘Lifelong learning is a career’. 

6.5.4. Conclusion 

To build a link with some authentic leadership’s literature, we can notice that this 

case study illustrates some other characteristics from Bill George’s Authentic Leadership 

Approach (George 2003). One of them is a strong relationships. Authentic leaders are able to 

create a connection with others. ‘Through mutual disclosure, leaders and subordinates 

develop a sense of trust and closeness’ (George 2003 cited by Northouse 2013, p. 260). 

Through her values - honesty and modesty -, Leonie has the capacity to establish trust and 

closeness around her within ASEF’s organization, either with her superiors, her team or her 

participants. Closeness was one implemented change she wants to improve by creating 

direct interaction between top leaders and participants from the civil society. This intent has 

reduced the hierarchy’s perception and numbers of layers within such a wide public 

institution.  

Another characteristic results Self-Discipline by providing leaders focus and 

determination. ‘When leaders establish objectives and standards of excellence, self-

discipline helps them to reach these goals and to keep everyone accountable’ (George 2003 

cited by Northouse 2013, p. 260). Leonie is a very goal oriented leader by having a consistent 

self-awareness within the frame of the organization. This last one is supported by an ongoing 

self-learning but mainly by others and by the unexpected (i.e. ‘the unusual suspect’). She 

has a particular perception of her leadership role which is not due to function or work 

position but rather qualities such as being trustful for taking over responsibilities.   

Her leadership inspires her team to go on the same direction with a certain creative 

space of manoeuver (i.e. the island’s metaphor). That will have ultimately impacts on Asia-

Europe collaboration education in a wide scope. The drawback of this type of organization 

is that innovation is more complex and limited here. To have larger impacts on the society 

in an international scale, it might be the price to pay to have more significant impacts.  
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7. Cross-Case Study Analysis 

‘A relationship isn't something that has to be created in a day or perfected in a 

day. Part of the game is to keep working on it.                                                   

It's something that'll always be just a little flawed.’ 

(Nora Roberts, Summer Desserts, 2011) 
 

Presenting a classic case study analysis was not enough to grasp all the aspects of the 

current research. We did want to give a voice to each one of these leaders to understand and 

respect their particularities that define and shape their worlds. Yet, we aim to build bridges 

between some stories, between some organizations. We look for similarities, 

complementarities or differences regarding the relationship between authentic leadership and 

types of organization. Therefore this analysis gets inspiration of Grounded Theory (see 

Methodology section). This is why a cross-case study is coming to bring an additional 

perspective of this issue. First, we will wonder what the link between types of organization, 

leadership styles and authenticity results. Is there a leadership style for each type of 

organization? Is authentic leadership suitable for all types of organization? Second, we will 

have a deeper look on leaders having influences on organization. Then, we will focus on the 

other way around: organizations having influences on leaders. Which kind of relationship, 

which kind of influences are we talking about? Last but not least, the aim of delivering 

authenticity through the education channel is to facilitate students to become authentic 

persons themselves. In a concern of clarity, here are the list of all participants we are going 

to refer again on this section:  

 Mattias Mild : Vice President, CIS  

 Linda Blomdahl: Principle, CIS  

 Mike: Campus’ Director, PBS  

 Paul: Dean, PBS  

 Trine Bendix Knudsen: Secretary General, DAEA 

 Leonie Nagarajan: Director of Education Department, ASEF  

 

7.1. Types of Organization, Leadership Styles & Authenticity? 

7.1.1. A Leadership Style for a Type of Organization? 

To fully refresh your mind, within this research we have taken the case study of a 

NGO/umbrella organization (DAEA), a public institution/multilateral foundation (ASEF), a 

private university (PBS) and a hybrid organization (CIS). These ones contain some examples 

of mixed organizations that cross some classic previous dichotomies built by other scholars 

(Hull & Lio 2006). . Few decades ago, thinking that combining public with private features 

would have never been possible for an organization. Without gathering two opposite entities, 
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ASEF is more complex structured - to be a public institution and a multilateral foundation - 

than if it would have only been one of these. It is not our intention to build a new update 

dichotomy of types of organization nor to attribute a leadership style for each one of them. It 

is unfortunately not our concern. If there is one leadership style that attracts our attention is 

authentic leadership. Do not get us wrong, we do not claim that all of our participants hold 

authentic leadership. There are only (but already sufficient) illustrations of some 

characteristics - here and there - to develop authentic leadership if they want so. Nevertheless, 

there are as many leadership styles as definitions of authentic leadership, meaning infinite. 

Authentic leadership is not a style to develop, to fulfil. It is darn support by one’s self 

authenticity.  

7.1.2. A same Authenticity within its Singularity 

As researchers, we were able to have an insight of each participants’ meaning of 

authenticity. The issue here is not to define whether they are authentic or not, but only to 

understand their interpretation of authenticity. Each authenticity shapes each leadership 

style. Before going further, it is necessary to remind ourselves that during our conversations, 

we did not mention authentic leadership one single time in the sake of not biasing them. The 

only question asked linked to this topic was: what does it mean to be authentic for you? 

Mattias – vice president of CIS – expresses the closest classic definition of authentic 

leadership without mentioning this concept at all (Gardner et al. 2011, p. 1121; May et al. 

2003, p. 248; Nyberg & Sveningsson 2014, p. 439). Being authentic for him means ‘be true to 

yourself, your values and have also the same approach to people you meet’. By sharing that, 

he considers keeping his same values whether at work or at home. He gives a great 

significance to that in order to “lead by example”. Being a same public and private self is a 

must-be for him. Paul - dean of PBS - and Leonie – director of Education Department at ASEF 

– have a similar perception of being authentic. It has to do with the art of following your values 

and combining them with your actions. Moreover, Trine – general secretary of DAEA – 

emphasizes on one’s self as a whole person with all qualities and weaknesses. Authenticity is 

not a goal to achieve. It is rather the sensemaking you put on your self-awareness and self-

understanding.  

For Trine, she knows that she tends sometimes to be unclear on her words even if she 

is aware and works on it. But it will not be her anymore without this characteristic. Her team 

will not trust her from Trine’s point of view. Being honest with yourself enables to be trustful 

with others. This also applies for Mattias regarding the same characteristic but in a complete 

distinct direction and dimension. He is known and knows himself the quality of his clarity. 

Everything he says is clear, structured and defined. He has probably developed that from his 

previous experience in the army. Yet he did not give that up when he came to CIS even if it 

was uncommon according to his colleagues. Mattias has shaped his own leadership style 

within a new organization thanks to a previous distinct one.   
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When the question has been asked to Mike, he answers by mentioning the values of 

PBS i.e. Curiosity, Humility, Integrity, Commitment. It mainly means that he embodies the 

values of the organization but several interpretations are possible. First, he has transformed 

and aligned his values to be the same as the organization. Second, he has completely 

surrounded himself by not being able to express his personal values when authenticity is 

asked to him. What still needs to be figure out is whether any of these possibilities has 

happened consciously or unconsciously. 

   Finally, Linda – principle of CIS – perceived being authentic as ‘a fantasy of being 

someone that you should be’. Within her fresh two to three years of experiences as a principle, 

she has learnt a lot about her leadership role that it still is an ongoing process. She lost herself 

in order to find herself again to discover a new part of her inner self. Being a team player, 

trust in others’ help is vital to hold her work as a principle. She claims that she is not the 

same leader than last year, she will not be the same next year. Linda is currently on her 

journey to find and to shape her own leadership style. This journey goes through discovering 

her true self at the same time. This is why ‘leadership is authenticity, not a style’ (George 

2003, p. 11).   

7.1.3. Authentic Leadership: not a Style  

Plenty of literature is coming up when it is about authentic leadership. Most of them 

try to define it all the more precisely as a new leadership style among other ones. As new 

recent research’s topic, there is not an agreed unanimity on a single definition. To go aside of 

Bill George against the other majority of scholars, authentic leadership is not a style composed 

by a list of characteristics to gain, to train thanks to some seminars all around the world. This 

is the opposite of authenticity by focusing on the style of leaders rather than their character 

(George 2003, p. 11). Authentic leadership cannot be pasted on previous interpretations of 

our interviewed leaders. Leaders are all distinct and singular. They must be their own person. 

Knowing their core personality will give consistency to develop their own leadership style. That 

will enable them to resist the pressure of organizational or societal norms to adopt a 

standardized style.   

Authentic leadership is not a style but a philosophy. According to Cambridge 

Dictionary Online based on René Descartes contributions, philosophy ‘is the use of reason in 

understanding such things as the nature of the real world and existence, the use and limits 

of knowledge, and the principles of moral judgment’ (Cambridge Dictionary Online 2016). As 

we have said in our introduction, there are two worlds: the outer and the inner world. 

Authentic leadership as a philosophy is a way of living, of thinking, of making sense of the 

outer world to do the same with your inner one, and vice versa. Practical experiences help to 

self-reflect, to raise self-awareness, self-understanding and self-learning. Based on this 

assumption, we are going to have a closer look at the relationship between leaders and 

organization, at influences that one impacts on the other and vice versa.   
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7.2. Leaders influence Organizations  

Based on our case study, we have built up a theory (see Figure 12, p. 76) that 

highlights the different steps where leaders have influences on organizations. Leaders are the 

ones who have to take decisions, to set up strategies, to reflect upon inner and outer 

implementations, etc. In order to activate that to the best extent, leaders must be conducted 

by their own values and characteristics that make them as authentic leaders. For Mattias, it 

is about respect, justice and integrity; for Linda it also comes to respect with trust; modesty 

and honesty matter the most for Leonie; Paul adds empathy and patience on top of honesty; 

Mike focuses on resilience while Trine states for passion. Passion is actually the wheel that 

activates leaders to take good decisions. Passion is the core for NGOs where people are 

working based on their true concerns and interests for organizations. Passion is here because 

the employees’ values and the organization’s ones are consistent. 

By making sense of their passion, values and characteristics that matter for them, 

leaders are in action in their whole beauty. These actions ultimately concern the organization 

itself by some changes and developments to improve it. Leaders as any other employees daily 

shape the organization by working there almost every day. This is why Mattias describes to 

us their new school project as ‘a summary of all our knowledge we have learnt during 16 years’ 

of the school’s lifetime. In the opposite, bad decision making and bad implementation of a 

new project like NPBS have led to failure. It is interesting to know if it comes from 

characteristics and values of top leaders or not. Despite of all, leaders who face this enormous 

challenge have the choice to stay or leave depending on whether they still remain their true 

selves or not.  

When leaders influence organizations, they usually have long-term visions, and long-

term goals to have an impact on their field - the education here - or on the society to a larger 

extent. For CIS, the organization and its team want to enable pupils to become independent 

and responsible to secure their future. PBS and its staffs aim to make its students professional 

to get well hired on the labor market. DAEA and its members fight for non-formal adult 

education and its necessary recognition. Finally, ASEF and its employees advocate to wide 

open-mindedness of all participants from high-schoolers up to lifelong learners in the sake of 

Asia-Europe collaboration.           

The development of an organization highly depends upon how leaders perceive and 

use their room of manoeuver within the organization. It is not only about constraints which 

are set up by the type of the organization. Indeed, it is meaningful saying that due to heavier 

procedures in public institutions, they never change and will never likely to. By serving the 

civil society, they have to adapt themselves to the current changes of the society they belong 

to. Private organizations constantly need to innovate in order to compete on the market. NGOs 

must be creative and resourceful to complete the governmental actions as well. Organizational 

change mainly relies on willingness and motivations of leaders to act and react. Passion is a 

good driving force to be efficient and to find the best suitable solutions for a lifelong success 
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of the organization. By going through this theory, each leader will have different and diverse 

impacts on their own organization. This phenomena will have repercussions on the education 

field or the society itself. 

 

 

       

 

 

 

 

 

 

 

 

 

 

 

We can also asked ourselves if this procedure works on the other way around meaning from 

the society towards inner personal values and characteristics of leaders. Societal norms and 

needs can influence organizations to define or to adapt their goals in order to answer to certain 

demands. Organizational norms ultimately influence back on leaders who dedicate their daily 

work to achieve these goals. It is all about social psychological control (see section Literature 

Review p. 30) where individuals are socialized into the context. Depending upon the context, 

leaders may adapt or shape their values and characteristics, and discover new ones or 

surrender them. The issue results to balance between public and private self, which we will 

talk about a little down the road. Indeed, we are going now into more details for the other way 

of the relationship between authentic leadership and types of organizations.   

 

7.3. Organizations influence Leaders  

7.3.1. Internal Factor-Size 

A relationship has usually mutual influences from both sides. Therefore we are now 

going to analyze the influences made by organizations on leaders. The size of organizations 

results a relevant criteria to see differences between types of organization. A big organization 

can have more layers of management hierarchies, a more complicated reporting structure 

compared with a small organization. Such difference can have a huge impact on leaders in 

many ways.  
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Figure 12 The relationship between leaders and organizations (by authors) 
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Based on the interviews we had, most leaders agree that the size of the organization 

makes the difference when it comes to decision making process. Leonie wishes that public 

institution could be more entrepreneurial in their decision making process. For instance, 

regarding the decision making process in HR department of a big organization, things result 

complicated merely due to the amount of employees. All departments of an organization are 

connected with each other to some degree. Therefore, when the HR department wants to make 

a decision, it also needs to take the opinion of other departments into consideration.  Linda 

also shares some experiences of working in a large public school. Because of the size of the 

school, she needed to go through many layers of management in order to make a decision. 

First, she was required to approach her superior, and that one needed to reach his/her own 

superior. Even though everything was agreed on the school level, the school still needed to 

get the government’s approval. This procedure takes usually two to three years according to 

Linda. There is still possibility that the idea will be rejected ultimately. However, in CIS, which 

is a smaller organization, she has more freedom and room of manoeuver to make decisions 

and take initiatives. Trine also agrees with them. She explains it is easier to have a meeting 

with ten people instead of one hundred people. Thus, it will be easier for a small organization 

to have everyone on the same page to make a final common decision. In conclusion, the size 

of an organization can have a big influence on the decision-making process for a leader. The 

process is more likely to be slower and more rigid for a big organization, because of the strong 

connection between different departments, excessive layers of management a decision needs 

to go through and the number of people who are involved in the decision-making. What is 

necessary to take into account is that public institutions and globally large organizations are 

able to make larger impacts on the society itself. For ASEF, whatever they decide will have 

long-term impacts on the civil society for instance. This might be the price to pay by having a 

more complex decision making process. 

Nevertheless, such slow decision making process can also influence leaders personally. 

For Linda, she feels that her motivation is not as high as when she first entered the public 

school. She has gradually learnt that even if she had new ideas, it would take long time to 

come real. She ultimately lost motivation to put forward new ideas. But in CIS, she tells that 

she is willing to actually have lots of ideas to improve the school. Since she is the principle, 

she has a larger room of manoeuver to make her ideas real. For Trine, she conveys that she 

used to have less passion working in a big public organization. People who are working there, 

according to Trine, can only have partial view of organizational strategy or decisions. They 

may have no idea why the organization makes that decision. Therefore, she feels that it is 

more likely to lose passion under such environment. In conclusion, long decision-making 

process can lead to loss of motivations, passion and sensemaking of the daily work of 

employees.  
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7.3.2. External Influence 

When it comes to education, governments are always involved in it with different levels 

of implication. For leaders working within this field, they also feel these influences. First, 

influences come from the public financial support. Mike – campus’ director in PBS - expresses 

that because the school is funded by the government, the government is in charge of some 

crucial decisions. Sometimes, when the decision is made on the political level, he feels that 

there is no other choice but to apply the decision and to do his work. He was not part of the 

merge decision but had to carry out it without questioning. If the decision making process 

had been more inclusive where all people can express their opinions, Mike thinks that the 

failure of this merge would have been avoided. Moreover, even when Mike has the power to 

make decisions by himself to a certain extent, he still argues there are some rules set by the 

government he has to follow. This external frame is more or less the same aside from countries. 

Yet, the mindset of dealing with is different. Mattias is aware of it and strictly wants to follow 

the rules. Nevertheless he rather aims to play with the hedges of the frame to ‘squeeze between 

the drawbacks of the rules’. Without feeling limited or oppressed by the government, he rather 

uses duplicity to play with it. In public institutions, diplomacy is highly required especially 

when many organizations, many countries are involved. The key is to have some common 

areas where each one of them has a common and equal interest to be involved.   

Secondly, influences can also come from the law. Like Linda says, the law states very 

clear what a teacher/principle can and cannot do. There is no way that she can cross that 

line. She has to follow all the rules and laws. When an emergency happens, she has to look 

at the law to know what kind of decisions are suitable to make and what kind of procedures 

she needs to follow. The law is obviously influencing her leadership. Yet has the law a negative 

or positive influence on leaders?  According to Linda, the law empowers her leadership. 

Sometimes she does not know how to react when an emergency happens but the law can 

guide her under certain circumstances. Linda underlines that the law is set up for the purpose 

of protecting the interest of students. She ultimately thinks it is easier to follow the law by 

putting the interests of the students in the first place.  

To sum up, governments have huge influences on leaders through financial supports 

and laws when it comes to organizations in the education field. It can be explained by the fact 

that education is more than ever a common good. Foundations of our democracies are taught 

at schools such as “learning how to live in a society”, “having access to knowledge” or “being 

aware of the human being history” for example. The issue is that education used to be a public 

good as well but not many goods are perfect public goods (i.e. health, roads, utilities…). Even 

if the basic education belongs to the Millennium goals and the new Sustainable Development 

Goals set up by the United Nations, higher education is not a pure public goods. When 

education turns into a private good, it becomes more vulnerable to economic crisis as any 

other companies no matter the students involved at this time. This is why governments still 

keep an eye on private or independent organizations within the education field. Then, working 
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for international education collaboration is for the sake of the international civil society, no 

matter where anyone is from, which level of education he/she has achieved. Education is 

unifying and powerful.   

7.3.3. Public & Private Self 

Holding a leadership position results being in a middle of a crossroad where diverse 

and distinct actors surround you, require you and expect you to do your work from their 

perceptions. We can picture difficulties when a leader wants to maintain himself/herself 

within the frame of the organization. Each crossroad is distinct depending upon the type of 

organization. For their own beliefs, principles and values, leaders have a private self. However, 

when acting in an organizational context, they have to behave in a certain way to meet 

requirements of the organization which is their public self. Is it really possible for leaders to 

align this two selves? 

For Mattias, he thinks that personal values are the most important concern which he 

tries to act upon. ‘It matters the day we are about to leave this life. When we are lying on our 

bed and take the last grasp of air, then I want to be able to think “I have followed my values, I 

have done everything right, I have nothing against another person that I have done wrong.” 

That would bring peace when you fall asleep.’ Whenever or wherever a leader is, he/she is 

doing his/her job by truly believing it. Even in a difficult situation where personal values are 

challenged, a leader still needs to do everything he/she can to guard those values. When a 

leader finds himself/herself again in the same situation, an authentic leader is supposed to 

do the right thing, to maintain the private self. For Mattias, it is a must-be to align public and 

private self.  

On the other hand, Trine feels that private self is to some extent hard to promote, 

especially in a public sector organizations. In that environment, people are working for the 

ideas of politicians. There is limited space for a person to speak his/her ideas out loud. 

Everyone mainly focuses on following the rules and to do his/her work. For some people, they 

are trying to do their works professionally, not passionately. Personal values are put aside by 

the time a leader enters the workplace. He/she is ultimately acting on behave of the civil 

society which means that public self outweighs private self.  

In other words, each type of organization has different influences on leaders. Features 

of the organization such as the size matter regarding their leadership (decision making 

process, initiatives, creativity…). Outer factors of organizations should also be taken into 

consideration such as governments’ influences within the education field. In the middle of 

complex crossroads, each leader must ask himself/herself the question of his/her public and 

private self. According to his/her personal principles, values and beliefs, he/she will be able 

to align these two or not. In some organizations i.e. NGOs or private organizations, it results 

to be easier than some others i.e. public organizations without saying it is impossible for these 

last ones. We cannot deny that under certain circumstances insisting on private self does not 
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guarantee success or better outcome. A public self is also needed in specific cases.  The 

challenge of public institutions is to mainly represent and serve the civil society. This is why 

it may require to surrender yourself but it is not always the case. We cannot clearly conclude 

where and when it is necessary to combine public and private self or not. To different people, 

different organizations, different situations, it is up to leaders to reflect and decide about it. 

It is a matter of being willing to combine or distinct public and private self in their lives.  Yet 

understanding these great challenges here is useful. At the end, the main concern of authentic 

leaders in the stage of education is to coach, to train and to inspire their surrounded people. 

These ones are colleagues, superiors, students who need to become authentic persons as a 

lifelong journey.    

 

7.4. To become an Authentic Person  

Leaders within the stage of education hold this responsibility to deliver authenticity to 

their followers, but particularly to their students who will become eventually future leaders. 

What those educational leaders behave will no doubt affect our future leaders in any field. 

Authentic leadership of educational leaders facilitate students to understand, learn and get 

inspired about leadership but also authenticity. They are eager to guide followers to become 

better persons, eventually better authentic ones. Through all our interviews, we are trying to 

find what those leaders think our new-be leaders need in order to become authentic leaders.   

 Honest 

It takes strength and courage to be honest. Yet this is one of the common traits that 

authentic leaders share. Being honest is more than not lying. Honest leaders know and 

understand the truth, convey the truth and lead from the truth. Authentic leaders understand 

that effective leadership is based on honest speaking and honest actions. Trine believes that 

sometimes she neither does not know where the organization will lead to. By using maybe in 

meetings with her team, she is attempting to be honest with her team. She believes that this 

is the way to build truthful relationship. Paul expresses that as a teacher, he has to be honest 

in order to have consistent influences on students. Leadership without honesty is dangerous. 

To be authentic, leaders first need to be honest with themselves, with surrounded people and 

with the situation they are in. Honesty ultimately leads to transparency. 

 Responsible  

A good leader must understand that leadership is not power but responsibility. 

Leaders are responsible for their successes, but also failures. They are responsible for what 

their work entitle them to do. To achieve that, leaders must know what core of themselves is 

working, what they actually wish to be achieved. After being the principle for two years, Linda 

has learnt that it is her work to facilitate teachers to complete their tasks instead of doing it 

for them. This is also the reason why Linda is now trying to allow teachers to solve some 
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problems by themselves. It helps teachers grow and enables them to develop their own 

relationship with their students. They learn their responsibilities along the process as well. 

Responsible leaders also care about their leadership by taking into consideration their effects 

on followers.  

 Independent 

Independence is one of the traits which makes a good leader. Some participants 

especially express the importance of independence by conveying this idea to their followers. 

Being independent has two meanings: to think and to act independently. First of all, a leader 

ought to have his/her own thoughts. During the interview, Linda expresses that sometimes 

teachers should give to their students more freedom to solve problems they are encountering. 

It may seems to be hard for the students at the moment, but in the long run, it is better for 

them to have the challenging opportunity to think and solve problems on their own. She is 

also trying to explore potentials of teachers by allowing them to solve problems by themselves. 

Thinking independently enables leaders to become more discerning about the situation they 

are in, things they see and hear, and then form valid opinions and sound judgments. What’s 

more, leaders who think independently will discover more about themselves in terms of 

strength, weakness, values and beliefs. Being independent also means that leaders need to 

act independently. Good leaders do not need someone to tell them what to do and when to do. 

They are acting on their own initiatives. Their leadership already starts by leading themselves. 

In a sentence, authentic leaders know where their values are, and result motivated to act 

upon it.  

 Empathy  

The definition of empathy is the capacity to understand other people’s situations, their 

thoughts and feelings and to care about them. Empathy is an important quality that needs to 

be present in all leaders. During that critical time when the merge with other business schools 

failed, Paul knew that he should do something to save the school and help students. Thus he 

decided to donate part of his teach time without getting any salary. Leonie also believes that 

empathy is what makes a good leader. As a female leader, she tries to support her team 

members but more importantly every student she has ever encountered. Empathy appeals to 

emotional intelligence that is useful to interact with many diverse surrounded actors. 

 Open-minded 

Being open-minded is a strong quality a solid leader must have. Being open-minded 

does not necessary mean that leaders should listen and blindly follow other people’s ideas. 

They rather welcome the inputs of others by taking them into consideration. They constantly 

listen to others, deeply and genuinely. Being open-minded allows leaders to see flaws in their 

own thinking and new ways of handling issues. More importantly, it enables leaders to 

connect with others. Leonie aims to open people’s eyes by bringing together individuals from 

different ages, different culture or different educational backgrounds. Education is a powerful 

tool to wide people’s mind and give a main spot to diversity.  
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 All those good traits which are listed above are particularly emphasized by leaders 

during our interviews. We felt the great significance of presenting them in more details. All 

these qualities, characteristics are complementary to become an authentic person, an 

authentic leader. There are of course other important qualities that authentic leaders need to 

learn and to spread. They cannot all be inspired from a same leader, from a same mentor, or 

from a same organization. It is up to any leader to find his/her own definition of authentic 

leadership with his/her own traits. Leaders must gain experiences and go through different 

challenges before they truly learn how to become a good leader, an authentic one. This is why, 

within a lifetime career, leaders are sometimes considering shifting between different types of 

organization. 

 Through conversations, we learned that most of leaders have actually experienced 

different organizations before their current work. For some of them, previous organizations 

were significantly distinct. It is not about loyalty, but about being true to oneself to find a 

place where they feel comfortable to exert their leadership more effectively. Mattias had served 

in the army before he started his new career in the education field, in CIS. He learnt to 

challenge himself to shift from a very hierarchical structure toward a very flat organization. 

He developed new suitable competencies such as diplomacy and patience without giving up 

his previous gained traits i.e. clarity and goal-oriented achiever. Linda worked in a public 

school which had also a relatively high hierarchical structure due to its size. Being in CIS now, 

she feels she can make her contribution to this area. Trine was working in the public sector 

organization before she serves in DAEA. In the government, she thinks it indeed had a very 

professional atmosphere, however, it is also this rigid structure which oppressed her passion. 

In order to be more passionate about her work, she made the decision to change for a non-

government organization. For Leonie, she worked in different organizations as well but 

constantly the same type i.e. public institutions. She developed a self-awareness quite early 

to acknowledge where to go in order to offer and share her contribution. Paul had worked in 

many different organizations as well. Yet the core of his passion is to teach within a classroom. 

Mike has worked for 25 years within the same current organization by climbing the ladders, 

from the director’s assistant to the current director of campus.   

Some of these interviewed leaders have experienced previous distinct organizations 

whether it is within a same type of organization or a very different one. They have all learnt 

more about themselves through these experiences to find where they are able to practice their 

values as they aim to and where they can tend to embody an authentic consistent leadership 

with the organization. 
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8. Our Critical Mind - Results  
 

‘Education is not the learning of facts, but the training of the mind to think.’ 

(Albert Einstein) 

8.1. Leadership: not a Style only your Authenticity 

Authenticity is a very tricky and sensitive concept. In most of the literature it is 

enormously idealistic. Very few scholars (i.e. Erickson 1994; Yacobi 2012) distinguished 

themselves by being more skeptical about authenticity. By talking all the more about 

authenticity, its meaning gets lost whereas it was not properly defined among scholars yet. 

Our process to deal with authentic leadership through this research is to understand, define 

and rethink this concept. Some revealed holes result that authenticity is not only about being 

true to yourself and finding your true self: a situational context must be taken into account. 

‘It is accompanied with the awareness of others and the wider world’ (Yacobi 2012, p. 1). 

Authenticity is a coin with two sides, two worlds that worth to be explored: self and society. 

Another gap that used to be dig is considering authentic leadership as a style among previous 

defined ones. Authentic leadership is not a style to add on the list after transformational 

leadership, servant leadership, charismatic leadership or any other one. Authentic leadership 

shapes its own group by being a state of mind. A philosophy. A philosophy of living, thinking, 

making sense of your inner and outer world.   

Leadership is therefore not a style but an authenticity, your authenticity. You must 

appropriate your leadership, your authenticity with your own understanding, defining and 

sensemaking. Make authenticity your own. Play your part in it to discover, shape it and 

expand it. Invest yourself for yourself. Be resourceful within yourself. Trust yourself as a whole 

with all its features and follow your core passion (i.e. interviewee Bendix Knudsen 2016). 

Rethinking authenticity does not actually mean to chase it. It rather goes for working with it, 

cooperating with it in order to grow mutually together. What we are currently claiming is not 

a toolbox ready to use but rather an invitation to start your journey by your own. We facilitate 

you to some extent by stretching your mind and empowering your soul that this journey is 

worth. Do not forget that there is the other side of the coin. Invest yourself also for others. It 

is a win-win deal without any doubt.              

This journey ultimately inspires others to do the same. All testimonies we gathered to 

explore their different worlds should have inspired you to lead the same. We all need mentors, 

models and ideals to be inspired and to aspire of something better. ‘As much as we all need 

regular respite, we need true engagement too; we need mentors and friends and groups of 

allied souls’ (Bennis 2009, p. 85). Inspiration drives us to go forward, make actions or feel 

human emotions. There is nothing more illuminated than being inspired. Inspiration literally 

enlightens our life, but also our future. Leaders are visionary because they are inspired by 
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something around them. Being inspired creates ultimately aspirations. Aspiration ‘turns 

desires into ideals, aspiration as hope or ambition of achieving something in a long term 

perspective’ (Oxford Dictionary Online 2016). This is why mentors in anyone’s life are 

necessary. This is why it is all about teamwork even when it is about yourself.  

 This is how authenticity is delivered. The particularity of education results to be a 

lifelong journey. Education accompanies you in every stage of your life from cradle to the 

grave. Education is powerful by being a good channel to train, to coach and to inspire 

authenticity. This phenomena has ultimately small or large impacts on society down the road. 

The foundation of this phenomena is built on learning, doing and teaching. It is about true 

learning and not fake one. You do not learn to have a good grade, a good evaluation, a good 

income but rather for your core self. For your own self-interest. This is how learning makes 

truly sense to you. Then, it is about learning by doing. Be the first character of your own life 

by being active, by taking the lead. By the time you have learnt, gained and experienced what 

you wanted to, you will feel the necessity to share it. You will aim to relay it to your peers, to 

the future generations, even to your ancients to be thankful for what they have done for you. 

Sharing by teaching, communicating, inspiring because sharing is caring. At the end, the 

question does not result to be are you authentic or not? The question is all about what does 

being authentic mean to you? 

 

8.2. Society as the Big Organization  

It is also necessary to underline that organizations are mediums that gather people 

together to work for common interests and common purposes. Different types of organization 

exist depending upon the purpose but also other criteria such as the size, the relationship 

among the team, the room of manoeuver of being who you are and what you want to do within 

the organization. What actually makes the difference between each type of organization is how 

each leader perceives his/her role, work position and responsibilities and how each leader 

applies them in reality. It is a matter of perception and sensemaking how leaders feel whether 

supported or limited by the organization’s frame. It is up to leaders to use all the space within 

the frame by also playing with hedges (i.e. interviewee Mild 2016). They may push back limits 

of the frame and even change its shape. In order to deal with the concept of types of 

organization, we did not want to build up a dichotomy. We did not want to segment by creating 

borders between them especially because borders are passable, there is all the more hybrid 

organizations and new ones that do not exist yet. For all that this choice does not necessarily 

make the concept impenetrable but rather challengeable. It does not make it more complex 

but rather different. It was also irrelevant for us to identify proper features for each type of 

organization. In few years from now, they will be already obsolete. It is good to remind you 

that this research is about understanding the relationship between authentic leadership and 
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types of organization, within the stage of education. One type that we did not directly explore 

but contain all types of organization is the society as the big O (i.e. “O” for organization).  

Through this research, it results that nothing should be taken for granted: nor 

education, nor authenticity. No one is wise enough to claim that he/she knows everything 

about life, even if he/she is about to turn 99. Learning is a lifelong journey where you can 

learn anytime, anywhere from anybody. Its beauty appears when you do not expect it at all. 

Authenticity is not only based on who you currently are but also who you aspire to be. Your 

authenticity is whether jeopardized or empowered in all challenges you deal with. You must 

be resilient (i.e. interviewee Mike 2016) on you lifelong learning no matter how vastness 

uncertainty waits for you around the corner.  The other explanation that nothing should be 

taken for granted is that we live in a constant changing world. It is whether for the best or for 

the worst, but it is happening. The society moves on. Our society moves on because it is built 

on a constant need of progress. The paradox of change is to constantly force us to be unstable, 

to be in motion. Even if societal changes imply for a better world, it is not always the case. We 

might (un)consciously take a step back to remain in the past, in a certain comfort zone. Yet it 

goes to the opposite of progress, improvement or moving forward.  

Moving forward is not an easy task. We have the bad tendency to have a short-term 

vision with quick repairs that do not last. Then conservative people would claim that change 

is not the solution but the problem. The key is actually to set up long-term vision, long-term 

goals that are clear and gather everyone. Therefore, a leader will be able to make small step 

by small step, small change by small change to achieve these goals at the same time as taking 

everybody with him/her on the road (i.e. interviewee Mild 2016). On top of that, learning by 

doing does not mean doing without reflecting. It is necessary to look back far away but also 

to look nearby in the present in order to target a long-term vision. That obviously requires to 

be patient (i.e. interviewee Paul 2016) as you may not be able to see all results in your lifetime. 

Nevertheless, this is how we make our modest contribution by having a look on literature 

review, testimonies of our contemporary society and adding our own reflection thanks to this 

research.     

To have an overview of our current society, the global feeling fished is that we are 

actually going back instead of going forward. Despite of the digital revolution, human 

relationship has shifted to pass by machines now. We have come to a point where people 

prefer to talk through social media rather than on a terrace’s coffee. A huge friend list on 

Facebook is more synonymous of friendless actually. Sustainable development takes time to 

become widely accepted, unfortunately not as fast as natural resources are disappearing. 

Meanwhile, ‘we are as divided as ever by cultural differences and by economic competition for 

the same resources’ (Robinson 1994, p. 16). Trust struggles to remain surrounded by mistrust 

and suspicion. The other assessment is that new generations are coming and aiming to do 

things differently. The paradox of the progress is sometimes to go back to basics, to the 
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essence of things, to their core authenticity. One part of our current generations counter-

balances the other part who seeks for “the more, the better and the higher” but result to be 

constantly unsatisfied. Pierre Rabhi, a French essayist, novelist and poet emphasizes on his 

book ‘Vers la sobriété heureuse’ that to own less is to be happy, ‘the more you let things go 

away, the richer you are inside’ (Rabhi 2013, p.18). Nevertheless, having a new generation 

coming to improve the society, to do things differently is not a new trend. Feeling is a recurrent 

part of the history. Decades after decades, new generations appear to lead the change, to 

make revolution, to move forward. The intensity of their actions oscillates and this is where 

the difference resides.       

 

8.3. Our Complementary Point of View  

As far as we are concerned, we – JianJiang and Marie-France - are actually part of the 

generation who is coming soon on the labour market i.e. the generation Y (Gen Y) as 

sociologists name us. We thought it can be interesting to have our point of view within this 

generation regarding the relationship between leaders and organizations. When it comes to 

influences from organizations towards leaders, the Gen Y has already shifted rules of the game. 

But first, it is necessary to define the Gen Y by starting to see how the society perceives us. 

Apparently, we are the generation who does not respect anything; is lost without smartphones 

or laptops but is sure to know everything and is not afraid to speak up. Gen Y is called “the 

wimp generation” in Germany, “the me-me-me generation” in UK, “the lamb generation” in 

Japan or “the digital naïve” in France (Duez 2015). The subject remains the same today: the 

subject Y. Now it is time to take a step back and to notice that the Gen Y is actually a 

symptomatic generation of a changing world which overcomes it. Gen Y is the generation of 

the “first time”: first globalized generation where we have more similarities with a twenty-five 

young man from Ivory Coast, Argentina or Iceland than a sixty baby boomer from our home 

countries i.e. China or France. Gen Y is the next big generation in which 50% of the worldwide 

population is less than thirty. Gen Y is also the first digital generation where their values are 

transparency, flexibility, agility, interconnectivity, open-mindedness. Gen Y is the first post-

modern generation meaning we are at the dawn of a new era. Financial, societal or sustainable 

models need to be invented again. Kofi Annan – secretary general in the UN from 1997 to 2006 

- talks about us like the heirs without any heritage but with the mission to invent these models 

again.  

All these characteristics of the Gen Y underlines why the relationship between organizations 

and leaders/future leaders have shifted from a subordinate relationship toward a 

collaboration one. Emmanuelle Duez – a young French entrepreneur who creates The Boson 

Project a “new generation” consulting firm and WoMen’up a think tank focusing on the 

balance between professional and private life – made a large research among 3.000 people 
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under twenty years old. It is necessary to know that therefore it also includes the generation 

Z that follows the path of Gen Y and completes the transformation. They have been asked 

“what is the company for you?” For a French young people, three spontaneous words come 

up such as hard, cruel and jungle. In other words, this is the heritage of a generation of forties 

who had a sacrificial relationship with the organization. Gen Y and Z are witnessing previous 

generations who earned their life by losing it. Another question asked through her research 

is “how many works in average will you have in your life?” Their answer results “the infinite”. 

They are not completely insane because in average, people will have thirteen works before 

turning thirty years old. Gen Y and Z are not stuck anymore within the organization that 

cannot promise us a security that used to be.  Gen Y and Z are part of a heavy societal 

tendency where now the subject Y or Z comes into the organization and asks what is offered 

to his/her before getting engaged.   

Where it is getting even more interesting is when this following question has been asked: “who 

are you going to learn from?” Only 7% of the respondents have answered from the school. 

This figure underline the urge to unlearn what we have learnt at school, but mostly to reinvent 

the education system as Ken Robinson advocates for instance. For him, the revolution must 

not come from the top down but rather from the ground up. ‘It is inevitably a grassroots 

process’ (Robinson 2015, p. 17). The second answer of the respondent is they are going to 

learn from the company. Here comes the opportunity for organizations to play a significant 

role and to adapt themselves toward new generations. Last but not least, the first answer to 

the question “who are you going to learn from?” results “myself”. 

 This is how future leaders transform influences they have toward organizations. We 

have a new super digital power. By also being the first omniscient generation, we have an 

infinite knowledge in our pocket jeans thanks to some clicks. A massive and globalized 

generation comes to a world to rebuild with a superpower in its hand: the digital. We can 

bring a government down with the power of a keyboard. To only mention one - recent - example, 

the prime minister of Iceland - Sigmundur Davíð Gunnlaugsson - resigned himself in April 

due to the “Panama Papers” scandal. The digital is changing the relationship with the 

authority, the father, the hierarchy, the organization but also the education. It is now possible 

to talk about “Weducation” more seriously. It is a contraction between web and education. 

There is this video released by Fusion (2016) – a web trend media - on YouTube (of course) 

which has introduced this word. It shows Adilyn Malcolm a twelve-year-old girl who explain 

how she has learnt to master dancing dubstep outstandingly within only eight months. ‘She 

used internet to stop, rewind and watch videos of the best dubstep music dancers in the world 

as much as needs, on her own speed (…) something she admits a traditional dance class 

would not allow her to do’. This video is worth to be watched to witness that almost everything 

is possible to be learnt by now. Tutorials on YouTube are tremendously abundant about 

cooking, dancing, singing, playing any instrument, repairing anything in your house or doing 

paper planes for instance. The new age of digital/self-learning is happening.  
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This phenomena can partly be explained because we are becoming all the more independent 

paradoxically to this interconnectivity society. Digital self-learning gives a new meaning to 

autodidact. We do not only learn by doing ourselves but also by observing, sharing and then 

doing ourselves. The relationship between teacher/learner has changed again. This is why 

the subject Y or Z comes to a world where the agile can eat the inert, where the big ones do 

not eat the small ones anymore. On top of independency, it is time now than any other one to 

hold modesty (i.e. interviewee Nagarajan 2016). Anyone can be a leader now. There is no more 

one leader stuck with his/her pedestal to dominate the other ones. Situational leadership 

makes high sense to our contemporary society. In one situation, one results to be a leader 

but will not be in another situation. A leader must be agile to always adapt himself/herself 

upon the context and potentially his/her leadership style. This is all the more why we need 

to hold on our core self as a guideline. Keep our core self, our authenticity for not losing 

ourselves among distinct crossroads with diverse surrounded people. The high point is to 

never overestimate ourselves, nor underestimate others (i.e. interviewee Nagajaran 2016).     

It is time now to focus on how leaders, future leaders can impact on the big O i.e. the 

society with or without organizations. The same research of Emmanuelle Duez highlights a 

revalorization of entrepreneurship. To the question “what would you do tomorrow?” the main 

answer is entrepreneur in more than 50% of the respondents. Where the Gen Y was 

entrepreneur of its professional life by a collaborative relationship with the organization, the 

Gen Z completes the transformation by putting in the center itself and not the work any longer. 

For the first time in the USA, there are more free-lancers than permanent contract people. It 

is clear that a massive tendency is coming up. Yet, we do not talk only about entrepreneur 

anymore, but rather about “Intrapreneur”. For the ones who still want to be part of some 

organizations, they want to change them from the inside. Gifford Pinchot (1985) has 

introduced this concept already in 1985 through his best-seller book ‘Intrapreneuring: Why 

You Don’t Have to Leave the Corporation to Become an Entrepreneur’. It is only since few years 

now that Intrapreneuring has started to make some noise among companies. An intrapreneur 

has entrepreneurial skills with resources of a larger organization in order to develop and 

innovate this one positively. As we have said before, one of the main concern of Gen Y and Z 

is to improve our society, our world where we currently live in and where next generation will 

keep living. We want to have significant impacts on the society by serving the civil society. 

Two options are possible. The first one is to be true to yourself in order to serve the civil society. 

Your public and private self are identic by creating a virtuous circle such as Mattias in CIS 

(hybrid organization). The second option is to surrender yourself in order to serve the civil 

society. It concerns governments, justice, security (army) where they must dress up a public 

self. The civil society overcomes their private selves. Therefore, most of them result to be only 

representations of what they are required to image or workforce to apply what they are 

required to do. To the question what is the difference between Ban Ki Moon and Mahatma 

Gandhi when they have both fought for the same goals, the answer is their ability to be their 
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true self or not within their work position. Regarding Gen Y and Z, it is evidence that we 

globally move towards aligning public and private self. This is why talking about authentic 

leadership makes sense to our contemporary worlds. Making sense will be ours.  
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Conclusion  

 

Our initial research about the relationship between authentic leadership and types of 

organization can be applied in any existing field. Is education our best hope? For us, it has 

been beyond our expectations to disclose authentic leadership’s challenges within the social 

reality of each interviewed leader. To the question “what does authentic leadership mean in 

the stage of education?”, the answer results to be the crossroad’s metaphor. A leader in the 

middle of the crossroad, surrounded by diverse actors must be able to remain himself/herself 

at the same time as taking all multiple and distinct expectations into account. The stage of 

education is particular because its leaders do not have the same relationship with all followers 

i.e. with the administrative team and with the students. Plenty of situational leaders also take 

place here i.e. directors, principles, deans, or teachers. All matter to have diversified our 

research. Education results also our best hope for our society. While we fight against each 

other for satisfying our basic needs for clean air, food, water and fuel - which are jeopardized 

for the next generations – education is powerful to gather all of us. No matter the gender, the 

race, the social or economic background, education is the tool to improve the conditions of 

our survival without destroying the environment we live in. Education accompanies every 

single one of us from the cradle to the grave. It is not only about classic education systems – 

that definitely need to be reinvent – but all forms of education we can receive from parents, 

siblings, mentors, friends or even strangers that may have wise unexpected words for us. 

Education is also about a lifelong self-learning, a true learning for our core interests. As soon 

as we have gained knowledges, experiences and reflections, we aim to share them around us. 

Teaching is caring. Caring is inspiring. Inspiring delivers – correctly – authenticity.  As far as 

we are concerned, we – JianJiang and Marie-France – do not know if we will result to work in 

the stage of education. We will eventually become parents; maybe leaders within a team to be 

responsible for; supporting friends or situational mentors when necessary. You potentially 

aim for the same goals or you have been experienced some of them already. One way or 

another, we are all concerned about education. 

 

In the meanwhile, have you kept in mind the coin we talked about before? Its two sides 

with authentic leadership and types of organization, self and society, singularity and 

universality? Good. The coin illustrates the relationship that combines these last dualities. It 

is all about others when it is about yourself. It is all about yourself when it is about others. 

The coin symbolizes the relationship between authentic leadership and types of organizations. 

Both are closely linked by constantly influencing each other. Different authentic selves appear 

depending upon the context. This is all the more why you should find your suitable 

organization to be part of a whole. A whole in order to impact on the society at your own level. 

This research helps you to reflect where you can be consistent and where you can reveal your 
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true self within an organization. You should start to think about which kind of impacts you 

want to lead for our current society. We welcome you to read out loud this following quote:  

 

‘I like to imagine that the world is one big machine. You know, machines never  

have any extra parts. They have the exact number and types of parts they need.  

So I figure if the entire world is a big machine, I have to be here for some reason.  

And that means you have to be here for some reason, too’ (Selznick 2007, p. 378). 

 

It is true that we - JianJiang and Marie-France – are also here for some reason just like you. 

This is why we want to share with you our wished impacts on our current society.  

For JianJiang: 

After spending almost one year here in Europe, this journey makes me see all the 

beauties of Europe. Borders are no longer borders as you can travel freely from one country to 

another. European countries are closer to each other than ever before. Ideas and resources are 

shared together. A common goal is established to build a better Europe. To be honest, it makes 

me feel jealous. When I look at cooperation among Asian countries, I realize that it is still under 

development. We have many potentials to work together, yet the reality is far behind that. Asian 

countries are less connected to each other when compared with Europe. For myself, I sincerely 

wish that the same strong bounds can be seen in the Far East as well. What I am really eager 

to work for is to develop a platform allowing people in Asia to be more connected, whether it is 

in the business or education field, or any other ones. One day, I hope that people in Asia are 

bonded together as it is in Europe, and I am ready to commit myself to this wonderful vision. 

For Marie-France:  

As far as I am concerned, my motivation to contribute to improve our society takes the 

roots to my cultural roots. Being born in France with some Vietnamese backgrounds, I feel like 

a marriage between Europe and Asia. This is why taking ASEF as a case study deeply makes 

sense for our team with JianJiang, but also for the team with my inner self. I wish to share my 

contribution to strengthen the relationship between Europe and Asia, maybe between France 

and Vietnam. I am on my way to discover how to achieve that. I want to put meaningfulness on 

my daily work that will be useful either for the society or for futures generations coming after 

us. I aim to facilitate my surrounded people to reveal the best of themselves and to never loose 

what truly matters. When we are lost, we should always go back to basics, go back to the 

essence of things, to the core to rebound again.   

 

Finally, we must admit it was not an easy task to deal with the concept of authenticity. 

It is such a tricky concept that requires particular abilities to play with. Authenticity looks 

like a soap cloud. You are able to hold it in your hands without really knowing what its exact 
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shape and how long it will last. You can try to give it a shape, jungle, blow with it but fleetingly. 

The trick resides that the soap is actually magic. It is an infinite resource you can explore in 

your soul. Unfortunately, it cannot be taught how to do it. We can only raise your curiosity to 

look by yourself, within your inner self how to do. It is the same about leadership. Can 

leadership be taught? If it is defined as a style, maybe but with high modesty and without 

certainty. If it is defined as a philosophy – as we do – definitely not and it results a pity for the 

humanity. But its beauty lies in raising self-reflection, appropriateness and self-sensemaking. 

We must have faith on the humanity to lead this journey that is worth for both sides of the 

coin: self and society.  

We have also indirectly invited our interviewed leaders to lead this journey with us. Therefore 

it is not fair if we do not share our personal meanings of authenticity with you. 

For JianJiang:  

At the very first of our research, I deem that authenticity means to be completely oneself. 

But what does a true self mean? The first thought comes to my mind is that a person should 

follow his/her desire to pursue whatever he/she wants. In a more superficial sense, doing what 

one wants to do is being authentic. However, as we have dug deeper into this topic, I realize 

that authenticity has more meanings than I imaged. Of course one can do whatever he/she 

wants, but it is not right neither possible to do so. Take a very simple example, when a person 

is tired at work, can we say that the person is being authentic if he/she just leaves everything 

behind and goes home? I guess you already have the answer. Being caught in the society, we 

all have a role to embody. For an employee, it is his/her responsibly to compete the tasks that 

lie into his/her duty. We all have our own roles, and sometimes one person can have different 

roles in different situations. All those roles are already parts of ourselves from the day we 

decided to take them. Therefore, for me, being authentic not only means to be authentic to our 

own desires, but also to our roles and responsibilities.  

For Marie-France:  

It was easier to ask this question rather than to answer it. For me, I would say that 

being authentic is to be brave enough to open all doors that lead me to my inner soul. I wish to 

be wise enough to accept what I will find there. I aim to dare to do the right necessary thing to 

act like the person I want to be, not according to the societal norms, but according to my true 

self. Therefore it will result the right things to do for the humanity. Be Consistent with my values 

– i.e. humility, tolerance and integrity – even if they are challenged. Being authentic is the 

ongoing learning to accept my inner self as a whole, to truly learn from my mistakes for not 

reproducing them. I always tend to do the same and I must take the time to make sense of them 

to move forward. From now on, moving forward goes by discovering my roots. I feel missing 

something I need to be complete. Finally, being authentic is maintaining a balance with my inner 

and outer world. This balance then will lead me to peace and happiness.     
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By giving you an insight of our meanings, we now invite you to do the same. Forget everything 

you have read or heard about authenticity and authentic leadership, including this research. 

Indeed, both of them cannot be taught. They can only be learnt. And we talk about a true self-

learning that comes from inner motivations. Our roles here are merely to tease your curiosity 

because ultimately, you are the only one who will decide to lead this journey. It is not about 

“are you authentic or not?”. The real starting point of the journey is to reflect about:  

 

What does being authentic mean to you? 
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Limitations 

 

This research is about authenticity among other concepts such as authentic 

leadership and types of organization. The language to illustrate authenticity might be unclear 

and arbitrary. Some ambiguous words related to the concept of authenticity are: true, real, 

self, genuine, inner, outer, social reality … This is why dealing with authenticity is sensitive 

but also complex due to its multiple personal meanings and interpretations each reader has. 

It is not an exact science and open discussions are always more than welcomed.  

We have also noticed that we did not talk much about authenticity compared to 

inauthenticity. We did not define proper boundaries to shape the concept and the meaning of 

authenticity. The difference between authenticity and inauthenticity is a vast issue that can 

illustrate a whole study itself. Rather than having delimitated authenticity, we have decided 

to focus on expanding it as far as possible. This is why it is not about leaders being authentic 

or not, but what being authentic means to them. It is a matter of choice that results a 

limitation itself.  

One of our power here was to use metaphors to facilitate the understanding of certain 

complexity but also the particularity of each leader’s social reality we have discovered. We 

personally decided to play with the metaphor of the education as a guideline to support more 

its selection. Nevertheless, metaphors might also lead to some misunderstandings by not 

highlighting everything that was supposed to be. Some metaphors can be explicit, some others 

not, even if they all aimed to ease the understanding of drawing pictures. Each power has its 

second effects. Despite of all and we have chosen to use them to picture more easily our 

challenges we dealt with.       

The face-to-face methodology we conducted in order to converse with some leaders 

was obviously the most suitable one to grasp authenticity. Conversations lasted usually 

couple of hours in average. Therefore it is rather an insight of their thoughts and feelings we 

had about it instead of a whole clear picture. Moreover, two out of six conversations happened 

by Skype for several practical reasons. Based on that, on one hand, grasping meanings of 

authenticity through a laptop might be in question. On the other hand, we are part of the first 

globalized and digital generation that implies to reconsider traditional research methodology 

that used to be. We have preferred to conduct these interviews rather than reducing our data 

collection.     
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To Prepare Next Lectures 

 

Here, we offer some suggestions for further research directions to prepare next lectures. 

First, theories on authentic leadership are still emerging. Existing researches already included 

some key facts about authentic leadership. However, based on our interviews, we have learnt 

that the complexity of authentic leadership might be higher than expected. Authentic 

leadership has different implications when it is viewed from different perspectives. Especially 

within the stage of education, authentic leadership has distinctive meanings. Teachers, 

administrators, students, even the society at large have their own interpretations of authentic 

leadership. Even if we were able to have great insights of authenticity’s meanings for our 

interviewed leaders, we were not able yet to tackle this wider question: what does it mean to 

be authentic in our current society?   

Another issues deserving further research is the classification of types of organization. 

As reforms on education system keep going on, schools and other education related 

organizations are no longer solely run by public sectors. Foundations, NPOs, NGOs, private 

companies, start-ups, all of these types are attempting to enter this field. Moreover, new forms 

of organization which have mixed characters, are also coming into beings. It becomes clear 

that organizations in the education field come with various forms. Thus, further research 

needs to focus on classification of types of organization in the education field. Even though it 

might seem to be pointless to do so, it definitely has great importance if we want to learn more 

about organizational influences on authentic leaders. Influences largely depends on the 

organization in terms of purpose, structure, size and so on.  

  During our interviews, we have noticed that leaders become uncomfortable when 

asked the limitations that organization may have on them. They tend to avoid to talk about 

negative aspects about their organizations and its constraint on them. It could be true that 

the organization’s framework indeed is empowering our leaders to be authentic. But we also 

doubt that it is because leaders are afraid of potential consequences once they speak 

negatively about their organizations. There is something here to carefully dig deeper. It is also 

significant to study more about leaders’ opinion regarding organizations making them 

comfortable and consistent with. It will provide a great help to obtain a better understanding 

of organizational positive influences on authentic leadership. 

Another direction we did not have time to lead the path is: how do events affect 

authentic leadership? Trigger events impact significantly on the evaluation of values for 

authentic leaders. Historically, many diverse examples deserve to be analyzed to get 

inspirations from. This issue is actually quite dense and probably require a complete research 

about it.  
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To My Partner 

 

亲爱的玛丽 (Dear Marie), 

The progress of this thesis is coming to its end and so as this fulfilling program. This 

jointly written thesis marks the end of this eventful journey in Kalmar. There are many people 

that I would like to express my appreciations for their support along the way. Above all, there 

is one particular person I feel sincerely grateful for her endless love and encouragement 

throughout this entire journey, you, my dear thesis partner, Marie-France NGUYEN. Without 

your endeavor along the way, we wouldn’t be able to accomplish this amazing work. It was 

your creative ideas that enlightened me when I was confused about direction of this thesis. 

When I ran into some difficulties with writing, your understanding and support enabled me 

to overcome those issues. However, you are more than my thesis partner, you are also a great 

friend to me. I still remember the time we spent together to make that video and you 

encouraged me to step out of my comfort zone. I also remember those days we spent together 

in France. All those memories will always accompany me wherever I go. Wish you all the best 

for your life and your career. I am sure that one day we will definitely meet again. 

拥有很多不同名字的男生，丁建江 (The boy with many names, JianJiang DING) 

 

 

Cher JD,  

I would have never thought in which kind of journey we decided to take together. It 

was part of our personal adventure of discovering what awaited us outside but also in our 

core selves. Never forget about the two sides of the coin! I sincerely need to say that we had 

such a great balance. You kept me up when I was down and I shared my faith with you when 

you were lost. You were our feet on the earth to never lose our path and tackle the obstacles 

when I was our eyes up above the cloud to forecast our goals and to dream about the 

impossible. We were like Yin and Yang. Rationality and ambition, pragmatism and creativity, 

calm and dynamism, reflecting and acting, China and France, Asia and Europe, male and 

female, you and me or me and you. It was not a perfect complementarity, but it was ours. We 

even exchanged roles when the other one needed to always keep up the good balance. This 

balance achieved some level that created an incredible team chemistry. Finally, I truly wish 

you to not be afraid to reveal all treasures hidden in your inner world. Dare to be amazed of 

your authentic self and to amaze the world that needs people like you.  

Ton amie, Marie-France    
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Glossary  

 

Association: a group of people who work together in a single organization for a particular and 

same purpose (Cambridge Dictionary Online 2016). 

 

Association law 1901: a convention between two or more persons which gather their 

knowledge and activities together. The goal of this contract is not based on the profit sharing 

between the parties. The association liberty is a fundamental recognized by the laws of the 

French Republic. It guarantees for everyone the right to create, to join or not an association. 

This right was established by the law of July, 1st 1901 called “Law 1901” (CCM Benchmark 

Group 2016).   

 

Authenticity: the quality of being real or true (Cambridge Dictionary Online 2016). A lifelong 

process to give one own definition about it according to one self and one society. Authenticity 

also fulfils the expectations or commitments which are placed by surrounding social and 

interactional contexts (by authors).  

 

Authentic Leadership: a complex process that is difficult to characterize. Among leadership 

scholars, there is no single accepted definition of authentic leadership (Northouse 2013, p. 

254). Instead, there are various definitions, each established from a different point of view 

with a different focus (Chan 2005 cited in Northouse 2013, p. 254).   

 

Education: the process of teaching or learning, especially in a school or college, or the 

knowledge that you get from this (Cambridge Dictionary Online 2016).  

 

Education: lifelong journey that accompanies a human being at every stage of his life (by 

authors) 

 

Foundation: an organization that has been created in order to provide money for a particular 

group of people in need of help or for a particular type of study (Cambridge Dictionary Online 

2016). 

 

Free school: also known as charter school is a school that is free to attend and is paid for by 

the government. Free school is run by a charity, a group of parents, a religious group, etc., 

rather than by a local council i.e. a government (Cambridge Dictionary Online 2016). 

 

Hierarchy: a system in which members of an organization or society are ranked according to 

relative status or authority (Oxford Dictionary Online 2016).  

https://dictionary.cambridge.org/dictionary/english/quality
https://dictionary.cambridge.org/dictionary/english/real
https://dictionary.cambridge.org/dictionary/english/true
https://dictionary.cambridge.org/dictionary/english/process
https://dictionary.cambridge.org/dictionary/english/teaching
https://dictionary.cambridge.org/dictionary/english/learning
https://dictionary.cambridge.org/dictionary/english/especially
https://dictionary.cambridge.org/dictionary/english/school
https://dictionary.cambridge.org/dictionary/english/college
https://dictionary.cambridge.org/dictionary/english/knowledge
https://www.oxforddictionaries.com/definition/english/rank#rank__20
https://www.oxforddictionaries.com/definition/english/accord#accord__8
https://www.oxforddictionaries.com/definition/english/relative#relative__2
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Hybrid organization: by incorporating elements from multiple economic sectors into their 

business models and everyday operations, hybrids often exhibit qualities of both nonprofit 

and for-profit enterprises. But at the core of any hybrid organization lies a commitment to 

making positive social or environmental impacts. (Haigh 2015) 

 

Leadership: the activity of leading a group of people or an organization or the ability to do 

this (Business Dictionary Online 2016).  

 

Non-governmental organization (NGO) : an organization that tries to achieve social or 

political aims but is not controlled by a government (Cambridge Dictionary Online 2016). 

 

Non-for-profit organization (NPO): associations, charities, cooperatives and other voluntary 

organizations formed to further cultural, educational, religious, professional, or public service 

objects. Most non-governmental organizations (NGOs) are NPOs. It is also called not-for-profit 

organization (Business Dictionary Online 2016). 

 

Organization: a social unit of people that is structured and managed to meet a need or to 

pursue collective goals. All organizations have a management structure that determines 

relationships between the different activities and the members, and subdivides and assigns 

roles, responsibilities, and authority to carry out different tasks. Organizations are open 

systems--they affect and are affected by their environment (Business Dictionary Online 2016).  

 

Organizational behavior: actions and attitudes of individuals and groups toward one another 

and toward the organization as a whole, and its effect on the organization's functioning and 

performance (Business Dictionary Online 2016).  

 

Organizational structure: the typically hierarchical arrangement of lines of authority, 

communications, rights and duties of an organization. Organizational structure determines 

how the roles, power and responsibilities are assigned, controlled, and coordinated, and how 

information flows between the different levels of management (Business Dictionary Online 

2016).  

 

Relationship: the way in which two or more people or things are connected, or the state of 

being connected (Oxford Dictionary Online 2016).  

 

 

 

 

 

http://www.businessdictionary.com/definition/activity.html
http://www.businessdictionary.com/definition/group.html
http://www.businessdictionary.com/definition/ability.html
http://www.businessdictionary.com/definition/unit.html
http://www.businessdictionary.com/definition/structured.html
http://www.businessdictionary.com/definition/need.html
http://www.businessdictionary.com/definition/goal.html
http://www.businessdictionary.com/definition/management.html
http://www.businessdictionary.com/definition/structure.html
http://www.businessdictionary.com/definition/relationship.html
http://www.businessdictionary.com/definition/activity.html
http://www.businessdictionary.com/definition/member.html
http://www.businessdictionary.com/definition/assign.html
http://www.businessdictionary.com/definition/roles.html
http://www.businessdictionary.com/definition/responsibility.html
http://www.businessdictionary.com/definition/authority.html
http://www.businessdictionary.com/definition/task.html
http://www.businessdictionary.com/definition/open.html
http://www.businessdictionary.com/definition/environment.html
http://www.businessdictionary.com/definition/action.html
http://www.businessdictionary.com/definition/attitude.html
http://www.businessdictionary.com/definition/individual.html
http://www.businessdictionary.com/definition/group.html
http://www.businessdictionary.com/definition/organization.html
http://www.businessdictionary.com/definition/performance.html
http://www.businessdictionary.com/definition/hierarchical.html
http://www.businessdictionary.com/definition/arrangement.html
http://www.businessdictionary.com/definition/lines.html
http://www.businessdictionary.com/definition/authority.html
http://www.businessdictionary.com/definition/communications.html
http://www.businessdictionary.com/definition/right.html
http://www.businessdictionary.com/definition/duty.html
http://www.businessdictionary.com/definition/organizational.html
http://www.businessdictionary.com/definition/structure.html
http://www.businessdictionary.com/definition/roles.html
http://www.businessdictionary.com/definition/power.html
http://www.businessdictionary.com/definition/responsibility.html
http://www.businessdictionary.com/definition/assign.html
http://www.businessdictionary.com/definition/information-flow.html
http://www.businessdictionary.com/definition/levels-of-management.html
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Society: a large group of people who live together in an organized way, making decisions 

about how to do things and sharing the work that needs to be done. All the people in a country, 

or in several similar countries, can be referred to as a society (Cambridge Dictionary Online 

2016). Within this research we consider society as The Big Organization among all types of 

organization we have.  

 

Structure: the way in which the parts of a system or object are arranged or organized, or a 

system arranged in this way (Cambridge Dictionary Online 2016). 

 

Type: a particular group of people or things that share similar characteristics and form a 

smaller division of a larger set (Cambridge Dictionary Online 2016). 

 

Types of organization: categorization of organizations based on selective relevant criteria 

according to the research (by authors). 

 

Umbrella organization: an organization that controls or organizes the activities of several 

other organizations, all of which have a similar purpose (Cambridge Dictionary Online 2016). 

 

 

  

https://dictionary.cambridge.org/dictionary/english/large
https://dictionary.cambridge.org/dictionary/english/group
https://dictionary.cambridge.org/dictionary/english/people
https://dictionary.cambridge.org/dictionary/english/live
https://dictionary.cambridge.org/dictionary/english/organized
https://dictionary.cambridge.org/dictionary/english/decision
https://dictionary.cambridge.org/dictionary/english/share
https://dictionary.cambridge.org/dictionary/english/work
https://dictionary.cambridge.org/dictionary/english/need
https://dictionary.cambridge.org/dictionary/english/people
https://dictionary.cambridge.org/dictionary/english/country
https://dictionary.cambridge.org/dictionary/english/similar
https://dictionary.cambridge.org/dictionary/english/country
https://dictionary.cambridge.org/dictionary/english/part
https://dictionary.cambridge.org/dictionary/english/system
https://dictionary.cambridge.org/dictionary/english/object
https://dictionary.cambridge.org/dictionary/english/arrange
https://dictionary.cambridge.org/dictionary/english/organized
https://dictionary.cambridge.org/dictionary/english/system
https://dictionary.cambridge.org/dictionary/english/arrange
https://dictionary.cambridge.org/dictionary/english/particular
https://dictionary.cambridge.org/dictionary/english/group
https://dictionary.cambridge.org/dictionary/english/people
https://dictionary.cambridge.org/dictionary/english/share
https://dictionary.cambridge.org/dictionary/english/similar
https://dictionary.cambridge.org/dictionary/english/characteristic
https://dictionary.cambridge.org/dictionary/english/form
https://dictionary.cambridge.org/dictionary/english/small
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Love after Love 

Extract 

 

‘The time will come when with elation you will greet yourself,  

Arriving at your own door, in your own mirror,  

And each will smile at the other’s welcome;  

    Saying, sit here. Eat.  

You will love again the stranger who was yourself.  

Give wine, give bread, give back your heart  

To the stranger who has loved all your life,  

Whom you abandoned for another, who knows you by heart.  

Take down the love letters from the bookshelf, the photographs, the desperate notes.  

Sit. Feast on your life.’ 

 (Derek Walcott, 1992) 

 

 

 

 

 

 

 

 

 

 


