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Abstract 
 

This thesis aimed to explore the coping strategies of leaders in situations in which their 

authenticity is put out of balance. Specifically, this means that this thesis describes the 

different actions shown by the leaders in order to deal with these particular situations. 

The literature suggests that leaders either stay with their own values and try to persuade 

them to the followers (Eagly 2005) or adapt to the group values and avoid showing 

damaging emotions (Gardner et al. 2005). As expected, this thesis shows that the 

leaders’ behavior does not simply fit into one group or the other. Instead, this research 

found that there are more nuances in how leaders respond to situations in which their 

values are challenged. The first action taken by leaders consists of learning, during 

which leaders discover and try to make sense of the new environment. Subsequently, 

roughly five categories of actions could be distinguished from the data. Leaders tend to 

adapt to small differences, adapt to large differences, avoid relationships, try to change 

followers or break relationships. Although these are five clearly defined categories, this 

does not imply that one leader only adopts one kind of strategy. This research found that 

the kind of strategy chosen by the leader highly depends on the conditions surrounding 

the leader. The coping strategy chosen has an effect on the relationship between the 

leader and the followers, and the leader’s emotions. Furthermore, it should be noted that 

in this research it is stated that leaders choose or decide upon certain actions leading 

from conditions; this does mean that the decision for actions can be taken both 

intentionally or unconsciously. 
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Authenticity, authentic leadership, authentic behaviour, relational authenticity, coping 

strategies, leaders-followers relationship 

 



  
 

ii 

Acknowledgement 
 

This thesis has been elaborated with the great help of many individuals.First, we would 

like to say a special thank you to our tutor and Head of the Master program Leadership 

and Management in International Contexts, Dr. Prof. Philippe Daudi, for his precious 

advices and his constant support. Additionally we want to express our gratefulness to 

our professors Dr. Prof. Björn Bjerke, Dr. Mikael Lundgren and Dr. Arvidsson Kjell, as 

well as our opponents Marie-France Nguyen and Jian Jiang Ding for their valued 

feedback.  

Furthermore, we would like to express our deep gratitude to all the leaders who 

contributed to this research by sharing their experience. Their participation has been 

essential for the construction of this thesis, but also gave a particular relish to our trip in 

India.  

Because this year would not have been the same without them, we would like to thank 

our young, bright and beautiful classmates. Their support, their humor and their energy 

have made this experience unforgettable. As this year comes to its end, we realize how 

precious the moments we spent together were, and hope there are still a lot to come.  

Finally, we would like to thank our family for their constant encouragement and their 

great support. 

 

 

 

Clémence and Mariska 

 



  
 

iii 

Table of content 

 

1 Introduction _________________________________________________________ 5 
1.1 Relevance of the research ___________________________________________ 7 

2 Theoretical framework ________________________________________________ 8 
2.1 Authenticity _____________________________________________________ 8 
2.2 Contemporary view on authenticity ___________________________________ 9 

2.2.1 (Self) Awareness ______________________________________________ 9 

2.2.2 Unbiased processing of self relevant information _____________________ 9 

2.2.3 Authentic behavior _____________________________________________ 9 

2.2.4 Relational orientation __________________________________________ 9 

2.3 Authenticity and leadership ________________________________________ 10 
2.3.1 (Self) Awareness _____________________________________________ 10 

2.3.2 Unbiased processing of self relevant information ____________________ 11 

2.3.3 Authentic behavior ____________________________________________ 11 

2.3.4 Relational orientation _________________________________________ 12 

2.4 Outcomes of behavioral authenticity _________________________________ 12 

2.5 Outcomes of relational authenticity __________________________________ 14 

3 Methodology ________________________________________________________ 16 
3.1 Approach to be used ______________________________________________ 16 

3.2 Role of the qualitative researcher ____________________________________ 16 
3.3 About grounded theory ____________________________________________ 17 
3.4 Definitions _____________________________________________________ 18 

3.5 Research process_________________________________________________ 18 
3.5.1 Method round 1 ______________________________________________ 19 

3.5.2 Method round 2 ______________________________________________ 23 

3.5.3 Final theory _________________________________________________ 25 

3.5.4 Interpretation ________________________________________________ 25 

4 Results _____________________________________________________________ 26 
4.1 Round 1: Results from the interviews ________________________________ 26 

4.1.1 Conditions __________________________________________________ 26 

4.1.2 Actions _____________________________________________________ 28 

4.1.3 Consequences _______________________________________________ 33 

4.2 Round 2: Results from the case studies _______________________________ 36 
4.2.1 Conditions __________________________________________________ 37 

4.2.2 Actions _____________________________________________________ 38 

4.2.3 Consequences _______________________________________________ 40 

5 The final theory _____________________________________________________ 42 
5.1 Five leadership stories ____________________________________________ 42 



  
 

iv 

5.1.1 Leader adapting to small changes: the Chameleon __________________ 42 

5.1.2 Leader adapting to big changes: the Performer _____________________ 43 

5.1.3 Leader avoiding relationships: the Headhunter _____________________ 43 

5.1.4 Leader trying to change followers: the Teacher _____________________ 44 

5.1.5 Leader breaking relationships: the Intransigent _____________________ 44 

5.2 Model _________________________________________________________ 45 
5.2.1 Conditions __________________________________________________ 45 

5.2.2 Coping strategies _____________________________________________ 47 

5.2.3 Outcomes ___________________________________________________ 48 

6 Interpretations and discussion _________________________________________ 50 
6.1 Conditions ______________________________________________________ 50 
6.2 Learning _______________________________________________________ 51 
6.3 Adapting to small differences _______________________________________ 51 
6.4 Adapting to big differences ________________________________________ 52 

6.5 Avoiding _______________________________________________________ 53 
6.6 Change followers ________________________________________________ 54 
6.7 Breaking _______________________________________________________ 55 

7 Limitations _________________________________________________________ 57 

8 Conclusion _________________________________________________________ 59 
8.1 Major findings __________________________________________________ 60 

9 Implications ________________________________________________________ 62 
9.1 Scientific implications ____________________________________________ 62 
9.2 Practical implications _____________________________________________ 62 

10 Seeing the light… ___________________________________________________ 64 

References ___________________________________________________________ 65 

Appendices ___________________________________________________________ I 
Appendix A Interview outline ___________________________________________ I 

Appendix B List of codes Round 1 ______________________________________ II 
Appendix C List of codes Round 2 ______________________________________ II 

 



  
 

5 
 

1 Introduction 
 

There is an increasing interest in the topic of authentic leadership in the last century 

(Gardner et al. 2011). As the world is drastically changing, the environment and the 

rules alter. This asks for a new kind of leadership that is more transparent when it comes 

to intentions, values, behavior and actions of the leader (Luthans & Avolio 2003). 

Additionally, consistency and alignment between intentions, values, behaviors and 

action are important in this new world (Luthans & Avolio 2003). Luthans and Avolio 

(2003) identified authentic leadership as the kind of leadership that fits the 

contemporary challenges.   

Authenticity is a construct that can be broken down into multiple components (Kernis 

and Goldman 2006b). This multicomponent conceptualization of authenticity can also 

be applied to the concept of authentic leadership (Luthans, Norman & Hughes 2006) 

According to Kernis and Goldman, authenticity is ‘the unobstructed operation of one’s 

true‐ or core‐self in one’s daily enterprise’ (Kernis & Goldman 2006b, p. 294). This 

means that being authentic includes, (1) awareness of one’s values, motives, desires, 

feelings, and self‐relevant cognitions; (2) unbiased processing of emotions, positive and 

negative self‐aspects, internal experiences, private knowledge, and information; (3) 

behavior that is in line with one’s values and preferences; (4) relational authenticity 

where one strives for sincerity, openness and truthfulness in all close relationships 

(Kernis & Goldman 2006b).   

Looking at these four components of authentic leadership, only the authentic behavior 

(3) and the relational authenticity (4) can be observed by others (Ilies et al. 2013). 

Considering these two components in further detail, they seem to be contradicting. On 

the one hand the literature suggests that authenticity is primarily about the self (Erikson 

1995; Harter 2002; Avolio & Gardner 2005; Steiner & Reisinger 2006) and behaving in 

accordance with the true self. On the other hand, scholars claim that authenticity in 

leadership is not only a solitary encounter, but also can be seen as a relational one 

(Eagly 2005; Gardner et al. 2005; Peterson 2005).  

When leaders want to achieve authentic leadership, relational authenticity literature 

suggests that the leader should promote values in interest of the group and transparently 

communicate these to the followers (Eagly 2005). Furthermore, to achieve real 

authenticity as a leader, the followers should accept, or identify themselves with, the 

promoted values. Here discrepancy arises between behavioral authenticity literature and 

relational authenticity literature. The authentic leadership literature on the one hand side 

claims that leaders should behave according to their own values (authentic behavior), 

and on the other hand side that they should promote group values (relational 

authenticity). This is certainly feasible to achieve when the values of the group match 

the personal values of the leader. However, when the values of the leaders are not 

accepted by the followers, the authenticity is put into question.  

According to Eagly (2005), in such a case the leader should negotiate and persuade the 

followers of his values. On the other hand, Gardner et al. (2005) suggest that the leader 

should minimize the display of personal emotions that arise from acting upon group 

values that collide with personal values. The display of such emotions would damage 

the situation and the perceived authenticity of the leader (Gardner et al. 2005).  

These two suggestions in literature seem not satisfactory, as it makes it for leaders 

impossible to be behavioral authentic and relational authentic. The literature suggests 

that the leader can not have both and it seems that the leader has to choose between the 

two. In the original authenticity literature of Kernis and Goldman (2006b) this 

discrepancy is not visible as relational authenticity only applies to close relationships 
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according to them. Close relationships are likely to arise with persons who confirm 

one's values and self-image (Kernis & Goldman 2006b), so with similar people with 

shared values. Naturally, people can behave authentically in relationships where the 

values are shared. So in the original authenticity literature the authentic relationships are 

build upon the notion that within these relations values are shared, which enables people 

to behave authentically.  

However, applying this concept to the field of leadership seems problematic. Here 

relationships can be forced by structure and not based on naturally evolving 

relationships with shared values. The globalization of organizations makes that leaders 

in firms increasingly have to work in a different set of locations (Avolio, Walumbwa & 

Weber 2009). Discrepancy between leader’s and followers’ values are more likely to 

occur. The question that arises is: what happens when the values between leaders and 

followers drastically differ, for example because they are from different cultures? Will 

leaders try to negotiate their own values and try to persuade the followers with the risk 

of damaging the relationship? Or will leaders challenge their personal values and adapt 

to promote the group values, with the risk of acting unauthentic to the self? 

This research will elaborate further on leaders and their authenticity. A general question 

here relates to what kind of coping strategies leaders use when the values on which their 

authenticity is based are challenged. So when leaders face the situation in which their 

values differ from the values promoted among the followers group, what are the 

methods leaders use to handle the situation? 

Despite the increasing interest in authentic leadership, there is little focus on the 

strategies leaders use when their authenticity is brought out of balance. Whenever 

strategies are mentioned, the literature suggests that leaders will abandon their own 

values (Gardner et al. 2005) or damage the relationship by sticking to their own values 

(Eagly 2005).  

This seems problematic as leaving one’s own values and behaving inauthentically will 

lead to a decrease in leader’s wellbeing (Gardner, Fischer and Hunt 2009). In turn this 

will lead to a worse performance by the leader in the leadership role (Toor & Ofori 

2009). This indicates that it is undesirable to say that leaders have to abandon their 

values to deal with situations in which their values are challenged. On the other hand, 

damaging the relationship in order to behave authentic as a person is also undesirable as 

it will damage the functioning of the relationship (Kernis & Goldman 2006b; 

Spitzmuller & Ilies 2010) and hence the performance of the group (Eagly 2005; Hughes 

2005).  

So the two assumptions of Eagly (2005) and Gardner et al. (2005) both implicate that it 

is impossible for leaders to deal effectively with situations in which values on which 

their authenticity is based are out of balance. However, these two theoretical 

assumptions are contradicting and empirical evidence is, as far as the authors 

knowledge goes, lacking about these situations. This is undesirable as more and more 

leaders face these situations due to the globalization of organizations. Therefore, this 

research explored the situations in which authenticity of leaders is brought out of 

balance and examined the strategies leaders adopt when they face such a situation. 

 

The above led to the following research question: 

What are the main observable coping strategies of leaders in situations where the 

values on which their authenticity is based are challenged? 

 

Through the literature review and the empirical research, this research gives an insight 

in possible coping strategies leaders use when their authenticity is brought out of 

balance. The outcomes gives an overview of how leaders deal with situations when they 
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experience a choice between acting on their own values and ideas, or adapting their true 

self in order to sustain the local relationships.   

By examining coping strategies, this research explores different situations in which the 

leaders felt the need to act in a coping way. Sartre already stated that people take actions 

based on givens in life, e.g. the past, personal characteristics and the sociocultural 

context (Olson 1959, Jackson 2005, Kernis & Goldman 2006b, Pierce 2015). So in 

order to understand the actions of the leaders, this research also examines to some 

extent the conditions for the actions. Although it is not the main aim of this research, 

this study gives a small initial indication about the conditions that lead to the need to 

use a coping strategy. 

Furthermore, while this research does not mainly aim to explore the outcomes of the 

different strategies, it was important to take them into account. By exploring the 

outcomes, this research was able to examine whether the leader was able to stick with 

his own values, create relational authenticity or balance the two. For example, asking 

about the outcomes could lead to the answer that the relationship has shared values. 

Herefrom it could be concluded that the coping strategy did focus on relational 

authenticity. Here again, although it was not the main aim of this research, this study 

gives a small insight in the outcomes of the coping strategies of the leaders. 

 

1.1 Relevance of the research 

Although an impressive body of literature has emerged around authenticity and 

authentic leadership in the past decades, there is some unclarity within the field of 

authenticity applied to leadership. Literature gives the impression that authentic 

leadership is not possible in situations in which the values of the leaders are challenged 

by the followers. This is undesirable as authentic leadership is seen as a root concept for 

positive leadership approaches (Ilies, Morgeson & Nahrgang 2005), and the need for 

positive leadership has been demonstrated by various theorists (e.g Luthans & Avolio 

2003; Youssef-Morgan & Luthans 2012).  

Moreover, authentic leadership has been related to many positive organizational 

outcomes such as followers basic needs satisfaction (Leroy et al. 2012), group efficacy 

(Xiong & Fang 2014), employee trust and engagement (Wang & Hsieh 2013), the 

relationship of employees’ positive emotions with authentic self-expression (Yagil & 

Medler-Liraz 2014), and followers performance (Ilies, Morgeson & Nahrgang 2005; 

Wang et al. 2014). All of this taken together highlights the importance of authentic 

leadership (George 2003; Leroy et al. 2012). That the literature does not mention how 

leaders deal with situations in which authenticity is seemingly not possible to persevere 

is therefore undesirable and the need for further research on this is needed. 
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2 Theoretical framework 
 

2.1 Authenticity 

The field of philosophy contributes greatly to the contemporary understanding of the 

concept of authenticity (Kernis & Goldman 2006b). Theorists traced back the concept 

of authenticity to the ancient Greek philosophy (e.g. Erikson 1995; Avolio & Gardner 

2005; Kernis & Goldman 2006b). Back then it was already acknowledged that through 

activities that are in line with one’s “true calling”, self-realization is achieved (Kernis & 

Goldman 2006b). This in turn enhances one’s well-being. 

In the subsequent eras many philosophers studied the concepts of self-knowledge, self-

regulation, self-concordance and false-self behavior (for an extended historical 

overview see Kernis & Goldman 2006b). It was not until Hume in the Age of 

Enlightenment (Kernis & Goldman 2006b) that the interpersonal concerns of authentic 

functioning came up. Hume described that people have two kind of behaviors. One kind 

is the artificial behavior which represents one’s behaviour in accordance to social 

pressures. On the other hand there is the natural behavior, which is the behavior a 

person will show if there is no social pressure. One has personal well-being as ultimate 

goal. In order to reach this goal, one would behave in accordance with one’s natural 

behavior. However, actions taken for one’s own sake, natural behavior, emanate from 

relational concerns, as relational concerns promote social well-being and therefore 

ultimately personal well-being (Kernis & Goldman 2006b). So in general people strive 

for personal well-being by natural behavior, but they take social concerns into account 

in achieving this.   

One of the most important contributions to the contemporary concept of authenticity 

comes from Heidegger (Kernis & Goldman 2006b). Heidegger suggests that people are 

thrown in the world with just one perspective, they will die in the end. However when 

people learn to understand themselves as existing in the world - the so called ‘Being-in-

the-world’ - this existence becomes significant to them (Kernis & Goldman 2006b). The 

moment the person realizes this and starts acting in self-making, the authentic 

possibility arises. In this case, a person reflects a sense of responsibility towards others 

and himself as beings. So authentic functioning starts when one understands one’s 

choice in the world and decides to act upon projects that give meaning to one’s 

existence (Kernis & Goldman 2006b). 

From Sartre's existentialist perspective, one is totally responsible for one’s choices 

(Olson 1959, Kernis & Goldman 2006b). Thus, to be authentic, people must understand 

their choices and must behave according to their will when taking decisions (Kernis & 

Goldman 2006b; Steiner & Reisinger 2006). People can take actions governed by 

facticity, which means that actions are based on givens in life, e.g. the past, personal 

characteristics and the sociocultural context. On the other hand people can also take 

actions based upon transcendence, which are actions that go beyond the situation’s 

givens. Authentic functioning occurs when one acknowledges that both sides should be 

taken in account, while simultaneously recognizing the situated freedom they possess. 

So in other words, people should recognize their responsibility for their own choices, 

however one should incorporate both one’s facticity and transcendence. If not, Sartre 

states, bad faith emerges, which is when people lie or refuse to accept responsibility for 

their two sides (Olson 1959, Jackson 2005, Kernis & Goldman 2006b, Pierce 2015). 
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2.2 Contemporary view on authenticity 

The past decades, interest in authenticity increased (Erickson 1995; Mazutis & 

Slawinski 2015), specifically in the fields of marketing and leadership (Avolio & 

Gardner 2005; Lawler & Ashman 2012; Mazutis & Slawinski 2015). Despite the 

growing interest, there is little universality around the definition of authenticity (Harter 

2002; Beverland 2005; Wood et al. 2008). However, Kernis and Goldman (2004, 

2006b) distinguished after an extensive historical review four components of 

authenticity: (1) (self) awareness, (2) unbiased processing of self relevant information, 

(3) behaving according to one’s values, preferences and needs, (4) and relational 

orientation. This conceptualization of authenticity has been the basis for numerous 

theories in authentic leadership (Gardner et al. 2011, p. 1121) and is seen as a more 

empirically grounded theory on authenticity (Gardner et al. 2005). Kernis and 

Goldman’s theory (2006b) will therefore be the basis for this study. 

2.2.1 (Self) Awareness 

According to Kernis and Goldman (2006b), awareness consists of a deep knowledge of 

oneself, one’s desires and one’s feelings. Self-awareness develops through self-

reflection (Gardner et al. 2005). Authentic persons know and accept their complexity 

and the different facets of their personality. Therefore, they manage to get a coherent 

and multifaceted self-representation (Kernis & Goldman 2006b). Moreover, when one 

is self-aware, one is more inclined to develop and learn about one’s strengths and 

weaknesses. Kernis and Goldman (2006b) identify awareness as the first step of healthy 

functioning, because it fosters self-acceptance and self-integration. 

2.2.2 Unbiased processing of self relevant information 

Kernis and Goldman (2006b) describe unbiased processing as the objective vision and 

the acceptance of one's abilities and flaws, positive and negative facets, knowledge and 

experiences. Moreover, one should have an undistorted vision of external information in 

order to collect and analyze any relevant information about the self  (Gardner et al. 

2005; Kernis & Goldman 2006). Unbiased processing contributes to evaluate and 

develop an accurate sense of self, which helps to fulfill the need for growing and 

enhancement (Kernis & Goldman 2006b). 

 

2.2.3 Authentic behavior 

One is considered as authentic when one is true to oneself (Ilies, Morgeson & Nahrgang 

2005; Gardner et al. 2005). Kernis and Goldman (2006b) state that authentic persons are 

aware of one’s values, preferences and needs. These multiple self-aspects serve as a 

guide for one’s behavior. This behavior is the reflection of one’s core feelings, motives 

and inclinations. Therefore, one should resist to external and societal pressure and not 

act to please others or to avoid punishment. One’s behavior can lead to short-term 

conflict if the attitude stands at odd with environmental contingencies. 

 

2.2.4 Relational orientation 

According to Kernis and Goldman (2006b), when one is authentic, one should praise for 

openness, sincerity and truthfulness in one’s close relationships. Close relationships 

arise when someone else confirms one’s own values and self-image. Authentic 

relationships involve transparency, as one shows all one’s self-aspects to others. 

However, this self-disclosure must be reciprocal to establish mutual intimacy. 

Moreover, when one is authentic, one is conscious that one’s motives have an impact on 

one’s intimates. Therefore, one’s actions are characterized by honesty and sincerity. As 
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a result, authentic relationship are expected to be healthier, more satisfying and more 

sustainable than unauthentic ones. 

 

These four described components of authenticity are both distinct from, and related to, 

each other (Kernis & Goldman 2006b). On the one hand side, the factors can be 

considered separately as one may be authentic regarding only some components (Kernis 

& Goldman 2004, 2006). On the other hand side, although the four components of 

authenticity are theoretically distinct, they are in practice highly related one-another. 

Kernis and Goldman (2006b) identify awareness as the source of unbiased processing as 

well as behavioral and relational authenticity. Likewise, authentic behavior is the 

external output of self-awareness and unbiased processing. Therefore, the different 

components may appear empirically indistinguishable (Kernis & Goldman 2006b). 

 

2.3 Authenticity and leadership 

Luthans and Avolio were one of the first to propose to connect the field of authenticity 

with leadership (Gardner et al. 2011). Luthans and Avolio (2003) state that in the 

current era, in which rules and environment are drastically changing, the best leaders 

need to be transparent about their intentions. This indicates that leaders show the link 

between their behavior, actions and values, i.e appear authentic (see section 2.2). In 

order to be an authentic leader, one must be individually authentic (Gardner et al. 2005; 

Černe et al. 2014). Several theorists (e.g.  Ilies, Morgeson & Nahrgang 2005; Gardner et 

al. 2005; Luthans, Norman & Hughes 2006; Walumbwa et al. 2008) link the 

authenticity components of Kernis and Goldman (2004, 2006) to leaders and leadership. 

This link shows the importance and advantage of authentic leaders. The  four 

 components they distinguish are: (1) (self) awareness, (2) unbiased processing, (3) 

authentic behavior, and (4) relational orientation. As the aim of this research is to 

observe how leaders balance between (3) authentic behavior and (4) relational 

orientation when the values on which their authenticity is based are challenged; the 

literature review will focus more in detail on these two components of authentic 

leadership. 

2.3.1 (Self) Awareness 

Self-awareness is one of the key factors in authenticity, and Luthans, Norman and 

Hughes (2006) claim that self-awareness is also a critical factor in authentic leadership. 

Self-awareness is based on self-reflection (Gardner et al. 2005). Walumbwa et al. 

(2008) argue that self-awareness refers to the process of how leaders make sense of the 

world and how this process impacts the vision they have of themselves. By a better 

understanding of the environment, leaders can develop more positive relationships with 

their peers and followers (Ilies, Morgeson & Nahrgang 2005). In this process, leaders 

also develop a larger degree of clarity about oneself, by reflecting on their values, 

emotions, identity, motives and goals. This gives the leaders a better sense of oneself, 

which better guides their decisions and behavior (Luthans, Norman & Hughes 2006). 

Moreover, self-awareness is a key factor for self-development (Luthans & Avolio 

2003). By being aware of who they are, authentic leaders can allocate resources to 

improve their abilities. Additionally, emotional awareness makes a person more 

considerate towards individuals. Furthermore will it enhance the understanding of one’s 

emotions on one’s cognitive processes and decision making (Luthans, Norman & 

Hughes 2006). 
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2.3.2 Unbiased processing of self relevant information 

Unbiased processing is the collection and analysis of information about oneself, 

whether it is positive or negative (Gardner et al. 2005). Leaders who exhibit unbiased 

processing have a clear vision of their abilities and flaws. Therefore, they are constantly 

seeking for opportunities to learn and develop, and collect diverse opinions in order to 

challenge their vision (Ilies, Morgeson & Nahrgang 2005). Authentic leaders are aware 

that their performance can be improved and are more inclined to understand and accept 

feedback (Ilies, Morgeson & Nahrgang 2005; Walumbwa et al 2008). In this process, 

authentic leaders show that they objectively evaluate their environment to extract 

relevant data that help them to take decisions (Walumbwa et al 2008). This behavior 

will allow them to get a better vision of their strengths and weaknesses and to become 

more efficient leaders. 

 

2.3.3 Authentic behavior 

In authenticity literature it is considered that one is authentic when one is true to oneself 

(Gardner et al. 2005; Ilies, Morgeson & Nahrgang 2005). According to Erikson (1995), 

when one is true to their core values it is seen as being true to the self. Authentic leaders 

have a set of values that are knowable (Freeman & Auster 2011) and have a deep 

understanding of their core values (Luthans & Avolio 2003). One’s core values guide a 

person's actions, evaluation and explanation of actions and evaluations. The deep 

understanding of their values ensures that authentic leaders’ decisions are in accordance 

with their self (Spitzmuller & Ilies 2010). Based on their core values, authentic leaders 

develop self-guides representing standards that one has regarding self-aspects, i.e hope 

and aspirations (Gardner et al. 2005). These self-guides are the basis for authentic 

leaders to set and pursue goals and in that way the self-guides influence the leader's 

behavior (Gardner et al. 2005; Shamir & Eilam 2005). Leaders who developed such 

self-guides and follow them are more consistent in their actions and subsequently their 

behavior becomes more predictable (Gardner et al. 2005; Spitzmuller & Ilies 2010; Ilies 

et al. 2013). 

When the environment calls for behaviors that do not fit the leader’s self-guide, internal 

conflict arises (Gardner et al. 2005). In this situation, leaders who are guided by internal 

standards and values do not compromise them due to social and situational demands 

(Shamir & Eilam 2005; Luthans, Norman & Hughes 2006; Xiong & Fang 2014). 

However, despite the unwillingness to compromise, authentic leaders tend to behave in 

a way that fits the moral standards (Avolio & Gardner 2005). In fact, even though the 

leaders do not conform to the expectations of others and remain true to themselves 

(Avolio & Gardner 2005), they tend to be effective in their relationships (Ilies, 

Morgeson & Nahrgang 2005). Ilies, Morgeson & Nahrgang (2005) explain this 

according to the different components of the self-monitoring. According to Wilmot, 

‘self-monitoring refers to individual differences in the extent to which persons engage 

in the expressive control of their public self-presentations’ (2015, p. 353). Self-

monitoring consists of the items Public Performance, Extraversion and Other-

directedness (Ilies, Morgeson & Nahrgang 2005). One can be either high-monitor or 

low-monitor. High-monitors adapt their behavior for the sake of desired public 

representations and are very responsive to social contexts (Snyder & Gangestad 2000; 

Wilmot 2015). On the other hand, low-monitors do not regulate their behavior and act 

in line with their emotions (Snyder & Gangestad 2000; Wilmot 2015). 

One would naturally suggest that authentic leaders are likely to be low self-monitors on 

the item Other-directedness. This characteristic means that the leader does not display 

behavior because others expect the leader to behave in a certain way in social situations, 

but behaves in line with the self (Snyder & Gangestad 1986). Ilies, Morgeson and 
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Nahrgang (2005) embrace this vision and argue the that Other-directedness self-

monitoring factors are negatively related to authenticity. The items Public Performance 

and Extraversion appear unrelated to the concept of authenticity. Nevertheless, 

authentic leaders seem to possess high self-monitoring behaviors corresponding to the 

items Public Performance and Extraversion, which makes that they are more effective 

in persuading followers of the leaders’ own values (Ilies, Morgeson & Nahrgang, 2005). 

So authentic leaders score low on other-directedness, which means they can behave 

according to their true self. On the other hand they score high on Extraversion and 

Public Performance, which makes them more effective in persuasion. This explains 

how authentic leaders in general can behave according to the true self, be reluctant to 

take social pressure into account and still be effective.  

 

2.3.4 Relational orientation 

Authentic leaders want to achieve trustfulness and openness in their relationship with 

followers (Ilies, Morgeson & Nahrgang 2005). To do this, they favour relational 

transparency (Walumbwa et al. 2008). Leaders with high level of integrity will be more 

inclined to enter this process (Ilies, Morgeson & Nahrgang 2005). Authentic leaders 

present themselves to followers the way they truly are and are not afraid to share their 

positive and negative emotions (Luthans, Norman & Hughes 2006). Because authentic 

leaders are transparent in their relation, followers will be more inclined to identify to the 

leaders’ values (Eagly 2005). This behaviour will foster trust in the relationship. This all 

taken together makes that authentic leaders can guide followers toward their objectives 

and contribute to their development (Gardner et al. 2005). Consequently, relationally 

authentic leaders have more influence on their followers (Ilies et al. 2013). 

However, leaders can also fail to accomplish relational authenticity. When the values of 

the leader and the followers are not congruent, confrontation can arise. To solve it and 

achieve relational authenticity, the leader must engage in negotiation (Eagly 2005). 

Gardner et al. (2005) state that in this situation authentic leaders will be relatively 

transparent in their true emotions to the followers, but at the same time will attempt to 

regulate the emotions to prevent damaging the relationship. 

Another problem around relational authenticity can occur when the followers do not 

identify themselves with the leader. The identification of followers with the leader is a 

key element of relational authenticity (Eagly 2005; Gardner et al. 2005; Ilies, Morgeson 

& Nahrgang 2005). When this process fails, leaders appear to be ineffective (Eagly 

2005). This situation is more likely to arise when the leader is seen as an outsider, i.e 

when the followers don’t recognize the leader as legitimate or when the leader doesn’t 

match the follower’s prototype of a leader (Eagly 2005). For instance, when the leader 

is member of a group that is not traditionally seen as suitable for a leadership role, 

followers have more difficulties to identify themselves personally and socially with this 

leader, which inhibits the development of  relational authenticity. 

 

2.4 Outcomes of behavioral authenticity 

Authentic leadership literature has put much attention on the positive outcomes of 

authentic leadership. Looking at the outcomes for the leader, behavioral authenticity is 

expected to lead to a greater workflow and more intrinsic motivation for the job (Ilies, 

Morgeson & Nahrgang 2005). However most attention is devoted to the positive impact 

on the leader’s well-being when performing authentic behavior (Hunt, Gardner & Fisher 

2008; Toor & Ofori 2009; Gardner, Fischer & Hunt 2009).  

Ryan and Deci (2001) divide the construct of well-being in two perspectives. The first 

perspective is hedonic well-being, which presents well-being as attaining pleasure and 

avoiding pain. The second perspective is eudaimonic well-being, which is about self-
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realization and states that well-being depends on the degree to which one is fully 

functioning. Multiple studies found that the components of eudaimonic well-being are 

closely related to the dimensions of authenticity (Toor & Ofori 2009) in the sense that 

achieving authenticity will free leaders from the emotional strains and anxieties that 

come from behaving inauthentically which in turn contributes to the leader’s well-being 

(Ilies, Morgeson & Nahrgang 2005). 

One of the components of eudaimonic well-being is self-esteem. Self-esteem ‘is a self-

measure of one’s self-worth’ (Toor & Ofori 2009, p. 302). Kernis (2003) noted that self-

esteem can be high, low, but also contingent. Contingent self-esteem means that the 

person constantly compares himself with evaluative standards to check his self-worth 

(Kernis & Goldman 2006a). In other words, the person's self-esteem is dependent on his 

achievement in various domains. Kernis and Goldman (2004) find that behavioral 

authenticity is positively related to the well-being component level of self-esteem, but 

negatively related to the well-being component level of contingent self-esteem. In other 

words, behavioral authenticity leads to what Kernis (2003) calls stable high self-esteem, 

i.e higher self-esteem and less contingent based self-esteem. This means that authentic 

leaders do not base their level of self-esteem on comparison with evaluative standards. 

All of this implies, and got confirmed by Toor and Ofori (2009), that leaders with 

higher levels of behavioral authenticity have higher levels of self-esteem which leads to 

healthy psychological functioning and psychological well-being. Therefore these 

leaders are expected to perform better in leadership roles (Toor & Ofori 2009).  

In addition, Gardner, Fischer and Hunt (2009) argue that behavioral authenticity, or the 

lack of it, is also related to two other elements of leader wellbeing: emotional 

dissonance and job burnouts. Leaders who are confronted with expectations to 

emotionally respond in a certain way have three options (Gardner & Fisher 2008; 

Gardner, Fisher & Hunt 2009). First, the leaders can enact surface acting when they feel 

that the appropriate emotions for the situation are not actually felt by them. This means 

that leaders express emotions through careful use of nonverbal and verbal 

communication; however the expressed emotions are in fact not felt or differently felt 

than expressed by the leaders. Furthermore, a leader can engage in deep acting. Deep 

acting means that the leader alters his inner feelings in order to match the expected 

organizational feelings. Lastly, the leader can exhibit genuine feelings (Hunt, Gardner & 

Fisher 2008; Gardner, Fischer & Hunt 2009).  

When leaders perform surface acting, they feel less authentic themselves as they are not 

exhibiting their true feelings, but portraying an emotion instead (Gardner, Fischer & 

Hunt 2009). The felt inauthenticity by the leader has several consequences. First of all it 

results in the feeling of emotional dissonance which is the conflict between the required 

emotions by the organization and the genuinely felt emotions by the leader (Gardner, 

Fischer & Hunt 2009). The experience of emotional dissonance in turn decreases the 

psychological well-being of leaders (Gardner, Fisher & Hunt 2009). Additionally, the 

feeling of inauthenticity results in an increased chance of a job burnout, as felt 

inauthenticity leads to the feeling of emotional exhaustion including frustration, fatigue 

and tension. Besides, felt inauthenticity by the leader corresponds with display of 

depersonalization which causes emotional detachment and cynicism towards clients, 

followers and the organization. In addition, felt inauthenticity contributes to the 

diminishing of one’s own accomplishments and seeing oneself as less competent and 

having less expectations about work outcomes (Gardner, Fischer & Hunt 2009). As 

emotional exhaustion, depersonalization and diminished personal accomplishments are 

the three components of a job burnout, felt inauthenticity by the leader ultimately 

increases the chance of a job burnout (Gardner, Fisher & Hunt 2009).  
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The mechanism works also the other way around. The feeling of authenticity increases 

when the leaders exhibit genuine feelings and to a lesser extent when the leaders 

perform deep acting. When leaders have a feeling of authenticity, they are less likely to 

feel emotional dissonance. Additionally, this decreases the chances of a job burnout as 

they feel less emotional exhausted, less depersonalized and have a higher feeling of 

personal accomplishment, which all leads to greater leader wellbeing (Hunt, Gardner & 

Fisher 2008; Gardner, Fischer & Hunt 2009).  

In sum, when leaders behave authentically, they will feel less emotional strains and 

anxieties, have higher levels of self-esteem, feel less emotional dissonance and 

experience decreased chances of job burnouts. All of these factors contribute to a better 

wellbeing for the leader. 

 

2.5 Outcomes of relational authenticity 

As mentioned before, the authentic leadership literature devotes much attention on the 

positive outcomes of authentic leaders and the negative outcomes of the absence of 

authentic leadership (for an overview see Gardner et al. 2011). Part of the literature 

focusses particularly on the positive outcomes of relational authenticity Positive 

outcomes found are, among others, positively felt emotions, followers’ trust, followers’ 

identification and positive organizational outcomes. 

Through relational authenticity, a leader can bring about positive emotions to the 

followers (Hughes 2005). Open communication and shared ideas and opinions lead both 

to emotional safety (Ekvall 1996, as cited in Hughes 2005, p. 96) and followers’ well-

being (Ilies, Morgeson & Nahrgang 2005). In addition, relational transparency benefits 

also the leaders: when they show relational authenticity, it praises openness and 

truthfulness in their relationship (Gardner et al. 2005; Ilies, Morgeson & Nahrgang 

2005;  Wang et al. 2014). As a result leaders receive higher levels of trust from the 

followers (Ilies, Morgeson & Nahrgang 2005; Luthans, Norman & Hughes 2006). 

Receiving trust has a positive effect on the wellbeing of the leaders (Hughes 2005).  

The development of trust in a relationship consists out of two phases (Jones & George 

1998). Initially, conditional trust establishes within relationships. This is a phase in 

which leaders and followers are willing to transact with each other as they see enough 

positive reasons and they expect that there is a relative lack of disadvantages to interact 

(Jones & George 1998). In order for this to occur, followers must recognize the leader’s 

legitimacy (Eagly 2005). Followers are less likely to recognize the leader’s legitimacy 

when the leader does not match the expected stereotype characteristics of the followers 

(Eagly 2005). Then, the followers will evaluate the leader more negatively (Eagly 2005) 

and trust is less likely to develop. 

In the conditional trust, leaders who value relational authenticity specifically endorse 

values that are beneficial for the larger community (Eagly 2005; Gardner et al. 2005). 

By behaving in a transparent way, the leader tends to transmit these values to the 

followers (Eagly 2005; Gardner et al. 2005). As a result it is most likely that followers 

accept and identify themselves with the leader’s values and behavior, and internalize the 

leader’s beliefs (Eagly 2005; Ilies, Morgeson & Nahrgang 2005). However, when 

leaders are not seen as legitimate and trust is not easily established, it becomes more 

difficult for leaders to persuade followers of their viewpoints. Subsequently, it is more 

difficult to achieve follower’s social and personal identification, which decreases the 

leader’s effectiveness (Eagly 2005). The acceptation, identification and internalization 

of beliefs and values by the followers does not happen overnight. In this process of 

personal identification lies a period of negotiation and persuasion between the leader 

and the followers, when the leader tries to convey his values and the followers need to 

accept and identify these values (Eagly 2005).  
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When the process of acceptation, identification and internalization occurs, the leader 

and followers are building unconditional trust. Scholars have proved that due to leader’s 

emotional labor, relational authentic leaders are most likely to be perceived as 

trustworthy by followers (Ilies, Morgeson & Nahrgang 2005; Gardner, Fischer & Hunt 

2009). This makes followers more inclined to develop close relationships with them 

(Ilies, Morgeson & Nahrgang 2005; Gardner, Fischer & Hunt 2009). In the 

unconditional trust relationship, the social situation is structured by shared values as 

both parties proved to behave consistent over time (Jones & George 1998). The 

conditional trust relationship serves as a good basis to develop the unconditional trust 

relationship. The authentic leader will create a reciprocal chain of trust by openness and 

exposure of the self. When the leader promotes the same values over time and act upon 

these, this will create an authentic leader–follower relationship (Hughes 2005). 

So, the leaders who value relational authenticity will be able to build relationships based 

on unconditional trust (Hughes 2005). As authentic relationships are based on openness, 

shared values and truthfulness, the quality of the relationship will not be impacted by 

organizational or environmental changes (Spitzmuller & Ilies 2010). Authentic 

relationships are therefore perceived as stable, intimate and fully functioning 

relationships between leaders and followers (Kernis & Goldman 2006b; Spitzmuller & 

Ilies 2010). Scholars highlight the positive effect of relational transparency on both 

individual and group performance (Ilies, Morgeson & Nahrgang 2005; Xiong & Fang 

2014). First of all, these relationships promote positive moods and emotions which in 

turn triggers more interpersonal cooperations within teams and more desire to contribute 

to the team’s common good (Jones & George 1998). Also, in working relationships 

based on shared values, team members are less likely to shirk and free ride. 

Furthermore, it stimulates creativity (Jones & George 1998; Hughes 2005) and social 

interactions, which contributes to a synergistic team (Jones & Georges 1998). In turn, 

having a synergistic team, where team members are working for the common good in an 

organizational setting, will lead to superior performance (Jones & George 1998). 

In addition, relationships based on shared values result in followers who are more 

willing to cooperate and contribute in any way possible to the common goals, in order 

to raise performance and organizational competitive advantage (Jones & George 1998). 

In other words, followers will show more organizational citizenship behavior. 

Moreover, the shared values result in high confidence between leaders and followers, 

because they secure that the leader has the same intentions and objectives (Jones & 

George 1998). Therefore, followers are more inclined to make organizational-specific 

investments (Jones & George 1998). Also, through unconditional trust and open 

communication, leaders and followers are more inclined to exchange knowledge, 

information and feedback, which enhances organizational learning (Hughes 2005).  

In sum, leaders promoting relational authenticity will enhance the followers’ likelihood 

to cooperate and create more synergic teams. This will result in extra role behavior and 

the development of unique organizational capabilities, which are superior performance 

benefits. Ultimately, this can lead to organizational competitive advantage (Jones & 

George 1998).   
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3 Methodology 
 

3.1 Approach to be used 

In order to conduct a research, both qualitative and quantitative approaches can be used. 

On the one hand side, quantitative research is based on measurement of quantities and is 

therefore applicable to phenomena that can be analysed through statistical methods 

(Kothari 2004, p. 3). On the other hand side, qualitative research gives an outcome that 

results from a non-mathematical interpretation of data (Strauss & Corbin 1998). This 

approach gives more importance to the insider perspective while examining specific 

phenomena (Lapan, Quartaroli & Riemer 2011). 

Strauss and Corbin (1998) argue that the approach to be used, qualitative or 

quantitative, arises from the research question. However, the approaches should not be 

viewed as rigid (Creswell 2013) in the sense that a certain research question has only 

one right method. In this research, some aspects of the central research question can be 

analysed both quantitatively and qualitatively. For instance, Northouse (2012, p. 280) 

developed an Authentic Leadership Questionnaire based on the work of Walumba and 

associates (2008) that enables measurement of the different components that comprise 

authentic leadership. Likewise, the Rokeach Value Survey (Rokeach 1973) enables 

classification of values by order of importance for one. In this way it would have been 

possible to statistically explore to what extent the leader perceives differences in values 

between himself and the followers and measure whether the leader scores high on 

relational authenticity, or on behavioral authenticity or on both. 

However, the purpose of the research was not only to evaluate one’s kind of authenticity 

in situations in which the perceived difference in values are apparent. The aim was also 

to explore the coping process of leaders in those situations in which the values on which 

their authenticity is based are challenged. So in situations in which the values are 

noticeably different, how do leaders act when they have to balance relational and 

behavioral authenticity? Therefore, the research was interested in leaders’ experience, 

perception of differences, behaviors and reasoning.  

As the purpose was to understand the meaning people give to a specific event and to 

identify their reactions when facing these events, the qualitative approach appears to be 

more suitable. Moreover, the use of qualitative methods in leadership researches 

appears to be of great added value. This approach enables to get rich details about a 

phenomenon, which helps to capture different perspectives (Klenke 2015). Here, the 

aim of the research was to get an insight in the broad range of leaders’ coping strategies. 

In order to achieve this, details about the behavior, reasoning and experience of the 

leaders were necessary. Therefore, the qualitative approach seemed the more 

appropriate choice. In addition, qualitative approach emphasizes the role of the context 

in the research (Lapan, Quartaroli & Riemer 2011). This aspect took a particular 

dimension in this research, as leaders’ behaviors and leadership practices are shaped by 

the context (Klenke 2015). Therefore, this research also took the conditions into account 

during the interpretation of the actions of leaders in the situations in which the values 

are brought out of balance. 

 

3.2 Role of the qualitative researcher  

The creator of knowledge has as aim to understand, describe and explain a 

phenomenon. The role of the creator is not to judge but rather to evaluate and discuss 

specific events. Scholars have used the bricoleur metaphor to describe the role of the 

researcher (e.g Denzin 1994; Crotty 1998; Denzin & Lincoln 2005). The researcher in 
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the research process “produces a bricolage; that is, a pieced together, finely knit set of 

practices that provides solutions to a problem in a concrete situation” (Denzin 1994, p. 

17). The tools to be used by the bricoleur-researcher (i.e the research method) are not 

set in advance but depend of the context (Denzin 1994). Instead, the researcher deploys 

whatever strategies, methods or empirical materials are at hand (Becker 1989 as cited by 

Denzin & Lincoln 2005, p. 4). If new techniques have to be created, the researcher will 

do this. Therefore, methodology is not about knowledge but about the process of 

creating knowledge. From this statement, the researcher can be described as a creator of 

knowledge (Arbnor & Bjerke 2008). 

The aim of the creator of knowledge is to be neutral in the study process, as neutrality is 

essential for the replicability of the research (Taylor 2001). In order to ensure a research 

to be valid, a different researcher should be able to replicate the study process and 

obtain the same results. Here, the position of the researcher varies considerably between 

the qualitative and quantitative research (Klenke 2015). On the one hand side, the 

boundaries between the research and the researcher appear clearly in the quantitative 

research, as the study is based on a protocol (Klenke 2015). On the other hand side, the 

qualitative researcher plays the role of co-creator of knowledge (Klenke 2015). Taylor 

(2001) suggests that the separation between the researcher and the qualitative research is 

impossible and outlines the concept of reflexivity. Self-reflexivity refers to the 

implication of the researcher’s identity to the data collection and analysis (Tracy 2012). 

Nevertheless, reflexivity should not be seen as a bias, but as a position to be 

acknowledged: qualitative researchers should be self-aware and have a careful 

consideration of the way in which their past experiences, point of views and roles 

impact the research (Taylor 2001; Tracy 2012).  

 

3.3 About grounded theory 

Qualitative research can be made in different ways. Creswell (2013) identified five main 

approaches: narrative research, phenomenology, grounded theory, ethnographies and 

case study. Grounded theory has been identified as the prefered choice when the intent 

is to develop a theory that explains a phenomenon of interest to the researcher (Birks & 

Mills 2015). Therefore, in line with the research purpose -which is to explore a new 

niche in order to build a theory- this study is written in the light of the grounded theory. 

The grounded theory method allows to generate a theory that explicates a phenomenon 

within a specific context from an insider perspective (Birks & Mills 2015). Thus, the 

theory created is not only a description of reality, but also a way to understand it and to 

make predictions and plans for the future. 

Grounded theory is one of the most popular research methods in the world (Birks & 

Mills 2015). The grounded theory method (GTM) appeared in the literature for the first 

time in the 1960s, after Glaser and Strauss analysed their own research decisions and 

procedures (Bryant & Charmaz 2010). When developing the grounded theory, Glaser 

and Strauss aimed to provide a clear basis for qualitative research, and to show how 

qualitative researches could produce outcomes of equal significance as quantitative 

researches (Bryant & Charmaz 2010). The aim of the grounded theory method is to 

create new theory from data, in opposition to verifying an existing theory (Glaser & 

Strauss 2009; Birks & Mills 2015). So the grounded theory method starts with an 

inductive approach: the researcher observes specific situations that are interpreted in 

order to make broader generalizations, which leads to the development of a theory. In 

addition to generating theory out of data, the grounded theory also aims to ground the 

theory into data (Strauss & Corbin 1998; Birks & Mills 2015). This is the deductive 

phase of the theory building process: the previously developed theory is tested in data 

whereafter either confirmed or refined. In other words, observations of other cases are 
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made to validate and reinforce the earlier interpretations. During this process of theory 

building, constant comparisons are made to develop the theory. Constant comparison 

has been used in standard research long before the 1960s, but it appears to be a key 

component of the grounded theory method (Urquhart 2012). This is because comparing 

data within the categories allows to get a better understanding of the construction of 

concepts (Urquhart 2012).  

 

3.4 Definitions 

In this study, three core concepts are on the basis of the research. Understanding of 

these three core concepts is of importance to put the study in the right perspective. 

Therefore, the meaning attributed to these words by the researchers is described 

hereunder: 

 Leader: individual that exercises a social influence on a person or on a group of 

persons. In this research, the leaders are team managers, board members, 

directors, consultants or entrepreneurs. 

 Follower(s): a person or a group of persons under the influence of a leader. In 

this research, the followers include employees, clients, suppliers and working 

partners. 

 Coping strategies: actions leaders take to face situations in which their 

authenticity is brought out of balance. So when leaders are confronted with a 

situation in which their values and expectations are in contrast with the values 

and expectations of followers, how do leaders respond in order to solve this 

situation? The way of dealing with the situation is in this study seen as a coping 

strategy. Leaders can decide to take actions consciously and opt for one coping 

strategy or another. However, in reality, these decisions are more likely to be 

taken automatically without active thinking. 

 

3.5 Research process 

In order to build a grounded theory, this research was conducted in two rounds. From 

the research question the population was determined. Data arising from the sample out 

of the population was coded. This coded data was analyzed, whereafter a primary theory 

could arise. The emerging theory was validated. By examining the primary theory, gaps 

could be identified whereupon a new population and sample was extracted. This new 

data was coded again and analyzed, in order to refine the initial theory by combining it 

with the findings of the second round of data analysis. The refined theory was validated. 

Hereafter, due to a lack of time, the refined theory became the final theory of this study. 

Visually this research process looks as in figure 1 (p. 18). 

In general, the idea of this study was to analyze in the first round similar cases to find an 

initial theory. When cases are similar, there is less diversity in information, what makes 

it easier to find an initial story line. Additionally, rich information is available about the 

initially found concepts, which gives more insight in the relationship between the 

concepts. The disadvantage is that the generalizability becomes low with this approach 

as the theory is only based on a specific context. Therefore in the second round the 

cases were selected based on diversity. By finding similarities between the initial theory 

and the diverse cases, it is plausible that the similarities are general phenomena and 

relationships. In this way the theory becomes more generalizable to other contexts. 
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Figure 1: Grounded theory process. Source: made by the authors 

 

3.5.1 Method round 1 

 

3.5.1.1 Population sample 

This research focusses on the way leaders face situations when two aspects of their 

authenticity - behavioral authenticity and relational authenticity - are put out of balance. 

Therefore, the population of the study included all persons in leadership positions who 

face the situation in which their values are challenged. As there is no complete list of 

leaders worldwide, convenient sampling was conducted. As not all leaders face 

situations in which their authenticity is challenged, the selection of leaders was not 

made totally accidentally. The choice was made to conduct the first round of data 

collection by interviewing western leaders in India. The interviewees included nine 

European leaders currently working in India, among which are two women. The 

nationalities of the respondents comprise one Swedish, one German and seven Dutch. 

Their time working in India differed between 2 and 12 years. Furthermore the 

respondents worked both in small and medium companies, and in large multinationals, 

where they all work with Indian people on a daily basis. The occupations concerned 

entrepreneurs, partners, team leaders and consultants. 

 
3.5.1.2 Choice of India 

Even though the situation of leaders whose authenticity is out of balance can be 

observed probably in any country, it is expected to be more obvious and better 

observable by looking at Western leaders in India for various reasons.  

First of all because the GLOBE study (House et al. 2004) identified India as a place 

where the values differ from Sweden and the Netherlands (the home countries of the 

interviewees1). Although the degree of difference varies depending on the specific 

dimension, some differences are found to be significantly large. 

                                                 
1 Because the GLOBE study makes a differentiation between former East Germany and former West 

Germany, it has been decided to not include Germany in the comparison. 
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For example, the GLOBE study shows that India scores high on Power distance. This 

indicates among other things an appreciation for top-down management and an 

acceptance of unequal rights between the power-privileged and those who are lower in 

the hierarchy. In contrast, Sweden and the Netherlands have low scores on Power 

distance which shows countries striving for equal rights, whatever the hierarchical 

position is. Another example is that the degree of In-group collectivism is significantly 

higher in India than in Sweden and the Netherlands. Countries scoring high on In-group 

collectivism give large importance to group belonging and are concerned about the 

common good of the group (Boopathi 2014). On the contrary, countries scoring lower 

on In-group collectivism prioritize personal needs and attitudes. As a last example, 

India differs largely from Sweden and the Netherlands regarding gender 

equalitarianism. The higher a country scores on this dimension, the better the gender 

equality. The results show that India has larger male domination than Sweden or the 

Netherlands which means that there are fewer women in position of authority.  

The GLOBE study enabled the researchers to highlight the differences in leadership 

regarding values and practices in India, and in Sweden and the Netherlands. Because of 

these differences between European leaders and Indian followers, these leaders are most 

likely to be confronted with situations in which their values are different from the local 

values. 

In addition to the large differences between India and Sweden and the Netherlands, a 

further reason was found that increased the chance for disagreement between the leader 

and the followers. Boopathi (2014) states that value based leadership style is the 

preferred leadership style in India. This means that followers perform better when they 

share the core values of the leader whom they follow. Because the values of European 

leaders are more likely to differ from the values of the Indian followers, it is expected 

that the leaders will encounter difficulty to reach a high level of performance from their 

followers. This appears to be a big challenge for the European leaders working in India.    

Because of the large differences in values on various aspects and the preferred value 

based leadership, a misbalance between the behavioral authenticity and the relational 

authenticity of Western leaders is expected to occur more often in India than in Western 

countries. This all taken together made India appear as a suitable place to collect 

empirical data for the first round. 

 

3.5.1.3 Data collection 

When conducting a qualitative research, the data can emerge from various sources. The 

researcher can choose to use previously collected material so-called secondary 

information, or to collect new data so-called primary information (Arbnor & Bjerke 

2008, p. 176). 

The first data was collected through 9 face-to-face semi-structured interviews. The 

interviews lasted about one hour and took place with Western persons working in a 

management or leadership position in India. Semi-structured interviews provided the 

opportunity to let the respondents elaborate on significant events for them personally 

and give insight in the underlying processes and reasoning of behaving in a certain way 

in order to deal with it. 

Additionally, by conducting the interviews on side in India, the researchers were able to 

experience to a certain extent the events the interviewees referred to. This helped to put 

the discussed topics into perspective and get a better understanding of the environment 

the leaders alluded to. For example, the first few days in India were overwhelming and 

sometimes confusing. The fact that this was experienced by the researchers, gave a real 

life insides about what the leaders later told about their experiences in the interviews. 
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As this research is based upon the experiences of leaders, the real life experience by the 

researchers served as extra and valuable material for the interpretations. 

 

3.5.1.4  Interviews 

This research attempted to unravel the processes, behaviors and reasoning of leaders in 

situations in which their authenticity is out of balance. The interviews were built up 

around specific situations in which the values of the leader differed from the values of 

the followers. Taking the personal events as central point, the interviewees were asked 

how these events affected their behavior, how they affected the followers, and how the 

situation and subsequent behaviors affected the relationship between them. 

Furthermore, as actions are partly based on givens in life, e.g. the past, personal 

characteristics and the sociocultural context (Olson 1959, Kernis & Goldman 2006b, 

Jackson 2005, Pierce 2015) also the leaders background information was discussed. 

Therefore, leaders were asked about their former experience, the diversity of 

professional contacts, and the general perception of working in India. For the complete 

interview outline, see appendix A (p. I). 

 

3.5.1.5 Data analysis 

After data collection, first the interviews were literally transcribed. One of the 

interviews appeared to be not suitable for the research, as the leader did not experience 

situations in which authenticity was brought out of balance. Therefore, this interview 

was not used in the database. However, the eight remaining interviews were relevant for 

the research.  

The analysis of data when applying the grounded theory implies three different steps: 

open coding, axial coding and selective coding (Strauss & Corbin 1998). A free 

qualitative analysis software application, RQDA: Qualitative data analysis, was used to 

assist the analysis of the textual data. 

The first step, open coding, is defined as “the analytic process through which concepts 

are identified and their properties and dimensions are discovered in data” (Strauss & 

Corbin 1998, p. 101). The open-coding phase has been conducted by line-by-line 

analysis. The interviews have been closely examined and analysed. Even though this 

method is very time consuming, it is believed to be the most generative (Strauss & 

Corbin 1998). In this step, each interview was studied as a separate piece of data. 

Statements that shared similar attributes within the different interviews were given 

overarching names (codes) that stand for the common link (Strauss & Corbin 1998). 

The codes represent phenomena, which can be issues, happenings, events, or problems, 

that are significant to the respondent. The codes were established by searching for the 

common properties of different phenomena and when a link was found the pieces of text 

were labeled with an overarching name. This process of conceptualization reduced the 

large amount of data in order to make the data more manageable and establish the 

foundation and structure for theory building (Strauss & Corbin 1998). The list of all the 

codes attached to the interviews can be found in appendix B (p. II). 

Then, axial-coding was conducted, which is “the process of integrating and refining 

categories” (Strauss & Corbin 1998, p. 143). By comparing codes within and between 

interviews, the goal was to find relationships between the codes. In this way 

subcategories of codes and concepts were created. This process helped in answering the 

who, where, when, how, why and with what consequences (Strauss & Corbin 1998). 

The initial codes could be divided in categories that point at the phenomenon itself, 

conditions enabling the phenomenon, actions and interactions aroused by the 

phenomenon, and consequences. Finding the relationships between the categories 

contributed to the understanding of the underlying structure and processes (Strauss & 
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Corbin 1998). It is important to notice that during the axial-coding phase still new codes 

emerged. The phases of open and axial coding  continued simultaneously and were 

finished when saturation was reached. This means that the analysis continued until no 

more new codes and relationships between them were found (Strauss & Corbin 1998). 

Finally, through selective coding, the emerging concepts and their inter-relationships 

were stated. The primary step here was to decide on a central category (Strauss & 

Corbin 1998). The central category represents the main theme of the research and 

explains in a few words what the research is about. This theme consists of all the 

products of the analysis. The central category pulled all other categories together and 

formed an explanatory whole (Strauss & Corbin 1998). This central category meets 

certain criteria according to Strauss (1987). First of all it is central, which means that it 

relates to all other important categories. Second, in all or almost all cases, there are 

indicators to the central concept. Furthermore, the explanations of relations between 

categories and the central category are logical, consistent and not forced. Moreover, the 

central concept is able to be still explanatory even if conditions vary. 

The choice of the central category and the integration of the concepts can be derived in 

different ways. Strauss and Corbin (1998) suggest to write the storyline, make use of 

diagrams, or review and sort memos. These methods outline the overarching theoretical 

scheme. In this research, a combination of diagrams and a storyline was used. First of 

all a diagram was constructed to create an understanding of the important categories and 

find relationships. Hereafter, the diagram was put into a storyline, whereafter the 

diagram was adapted which in turn affected the storyline again. So by constantly 

adapting the diagram and the storyline, slowly a clear understanding of the categories 

and relationships arose.  

During the construction of the diagram and the storyline, it was needed to review the 

developed scheme for internal consistency and logic (Strauss & Corbin 1998). This 

means that the storyline and diagram had to be checked every time to see if it had a 

logical flow. If not, the storyline or diagram were adapted once more. 

Also, the categories were controlled for density (Strauss & Corbin 1998), which 

indicates that for each category all the properties and dimensions should be identified in 

order to explain variation and precision. It turned out that two categories were poorly 

developed, because of the sample. The first round only consisted of Western leaders in 

India, which resulted in India specific behavior, so there was not enough diversity in the 

background. Therefore in the second round data was gathered with as goal to explain 

the poor category. Second, as a consequence of only interviewing the leaders, the results 

were mainly leader-focussed. This meant that the results consisted of much information 

about the leader’s thoughts, feelings and actions and had little information about the 

relationship. Therefore, the second round of data was less focussed on only the leader, 

but also contained information about the relationship. 

It did not occur in this research that there was an excess of data or that some ideas did 

not fit the theory, so it was not necessary to drop ideas (Strauss & Corbin 1998). 

Lastly, the theoretical scheme was validated (Strauss & Corbin 1998). This was done in 

two ways. First of all, every transcribed interview was read again to check if everything 

that was said could be explained by the created theory. Furthermore, two of the 

interviewees indicated that they were willing to read the initial theory to see if they 

recognize themselves in the theory. The interviewees confirmed that they recognised 

themselves in the theory, which validated the initial theory of round 1. 
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3.5.2 Method round 2 

 

3.5.2.1 Population sample 

After the first round, knowledge about the phenomenon had increased and the thoughts 

about the research concerns did evolve (Auerbach & Silverstein 2003). In order to 

examine the phenomenon further, a second data collection round took place. The aim 

was to complete the poorly developed categories concerning the context of the study 

and the effects on relationship. Besides, the second round was meant to adjust and 

validate the initial theoretical scheme. To get relevant information, data have been 

selectively gathered through theoretical sampling. Theoretical sampling consists of 

seeking pertinent data to develop the emerging theory (Charmaz 2006). The aim of 

theoretical sampling is to develop the pre-existing theory by selecting the source of 

data. Therefore, the sample is designed to serve the emerging theory.  

After the first round of data, it was questionable whether the coping strategies of leaders 

would be the similar in situations outside India. Furthermore, the first round of data 

consisted of self-reports of the leader, which gave much insight on the leader’s 

thoughts, feelings and behavior, but little insight on the relation and followers 

perspective. Therefore in the second round the sample consisted out of five cases that 

were selected because they 1) consisted of information about leaders who faced a 

situation in which their authenticity was out of balance, 2) contained not only self-

reports but also reported information about the relationship and the followers, 3) did 

report situations outside the Indian context. The aim was to strengthen the categories, 

clarify relationships, saturate the properties of the categories, identify variation in a 

process and reinforce the emerging theory (Charmaz 2006). 

 

3.5.2.2 Data collection 

The data in the second round consisted out of stories about leaders in situations in which 

their authenticity was put out of balance, with a special focus on non-Indian context and 

information about the relationships and followers. The cases originated from scientific 

articles and public interviews. The cases were found by analyzing documents describing 

situations where leaders face a situation in which disagreement exists between leaders 

and followers. When such cases were found, the cases were assessed on the root of the 

conflict. When the clash between the leader and follower was caused by differences in 

values, the case was included in the sample. If the clash between the follower and the 

leader had another cause, it was decided to not include the case.  

 

3.5.2.3 Cases studies 

The method explained above led to five cases that fit the theoretical criteria. The cases 

have been extracted from public interviews (1 case) and empirical stories in scientific 

journals (4 cases). The five case studies focus on stories of Western leaders (except for 

one) in a situation in which their authenticity is brought out of balance. The country 

where the phenomenon occurred differed between the cases: one case takes place in the 

United States, one in Japan and three in China. Furthermore, 4 out of 5 cases are 

descriptions of the situation from an outsider perspective and only 1 case is a self-report 

from the leader.  

Cases 1, 2 and 4 are extracted from a scientific article (Earnhardt 2008). In this article, 

Earnhardt hightlights the importance of considering the cultural dimensions of 

leadership in order for leaders to succeed when working abroad. The author makes a 

comparison between the United States and China. In this process, Earnhardt gives 

several examples of American leaders working in China and the way they experience it. 

Three of these stories were referring to situations in which the values of the leader were 
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challenged by the new environment. In these examples, the leader’s authenticity was 

brought out of balance and the actions taken by the leader to face the situation were 

described. Therefore, the three cases could be used to complement the research. 

Case 3 is a public interwiew of Carlos Ghosn, CEO of Renault-Nissan (INSEAD 2008). 

The interview was recorded after he won the INSEAD 2008 Transcultural Leadership 

Award. Ghosn was born in Brasil from Leabanese parents, and is currently the CEO of 

Renault and Nissan, i.e French and Japanese companies. In this interview, Carlos Ghosn 

explains the reasons of his success and the way he adapts to the different cultures.  

Case 5 (Eagly 2005) relates to the story of Howell Raines. When he became executive 

editor of the New York Times in 2001, Raines made his values and vision for the 

journal clear to all his working partners. However, those values were not aligned with 

the followers’ values and Raines eventually resigned after 21 months. Eagly (2005) 

explains Raines’ failure in the New York Times by his inability to achieve relational 

authenticity with his followers.  

  

3.5.2.4 Data Analysis 

The data from the second round have been analyzed by repeating the three different 

steps of open, axial and selective coding as in the first round (for a description see 

section 3.5.1.4 Data analysis). Anew, the software RQDA: Qualitative data analysis, 

was used to assist the analysis of the textual data. The list of all the codes attached to the 

cases can be found in appendix C (p. II). The analysis has been made in order to 

understand the data better, extract relevant concepts (Strauss & Corbin 1998) and refine 

the theory. 

The open coding phase in the second round started again from the data. This means that 

during the open coding, the codes of the first rounds were not used. The texts from 

round two, were analyzed line by line again. When statements were found that shared 

similar attributes within the different cases those statements were given overarching 

names (codes) that stand for the common link. It should be noted that although it was 

tried to start coding from the new data, the researchers are inevitably influenced by the 

first round of coding and outcomes. However, this self-reflexivity does not have to be 

seen as a negative influence, although it should be acknowledged.  

During the axial coding phase, the initial codes of round 2 were tried to be structured 

according to the same structure as in the first round. This was done in order to make the 

analysis of round 2 comparable to round 1. As the two rounds contained data describing 

the same phenomenon, it was expected that the codes could be categorized in a similar 

way. This assumption was confirmed in this axial coding phase, when the codes seem to 

match similar categories. Although some new categories emerged, the overall structure 

was similar to the structure in round 1.  

In the selective coding phase, the emerging concepts and relationships between them 

were constructed. This was done by first creating diagrams and afterwards constructing 

a storyline. The diagram and storyline were structured in line with the structure of the 

diagram and storyline in the first round. In this way a similar storyline and diagram 

could arise in order to make it comparable to the outcomes of the first round. During the 

construction of the diagram and storyline, constant control for consistency took place. 

When inconsistency in the storyline and diagram was detected, both the storyline and 

the diagram were adapted. This process continued until consistency in the storyline was 

reached.  

After open, axial and selective coding in the second round, a new theoretical scheme 

was established. Like in the first round, the theoretical scheme consist out of a diagram 

and a storyline that represent the theory arising from the data. To validate this theory, 

the researchers reexamined the cases and verified if the theory explains the single cases. 
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It turned out that the cases were indeed all explained by the created theory. This 

validated the theory. 

 

3.5.3 Final theory 

Both in round 1 and 2 of this study, theories were created out of data. After completing 

the theory of the second round, the theories were compared in order to compose a final 

theory. The second round adjusted, complemented and confirmed the theory constructed 

in the first round. By combining the two theories, a more rich and substantiated theory 

arose. So the second round of research added new information to the initial theory. 

Normally, the final goal of the research in the grounded theory is to get to theoretical 

saturation, when the theory is only confirmed by new data (Auerbach & Silverstein 

2003). This means that new data and rounds of analysis will occur until new rounds do 

not add anymore new information to the theory but only confirms the created theory. 

However, often the lack of time instead of theoretical saturation determines the end of a 

study (Strauss & Corbin 1998). In this study, it was also the case that the end was 

determined by the lack of time instead of theoretical saturation. Probably, if there would 

have been time for a third round, this would have enriched the final theory. However, as 

this was not possible, this theory in this study serves as an initial indication of possible 

coping strategies, whereafter more rounds of research are necessary to further develop 

this theory.  

The final theory is a theoretical scheme that represents the process leaders go through 

when facing situations in which their values are challenged. The model (figure 2. p. 45) 

is intended to provide an overview of the main coping strategies used by leaders, their 

source and their effects. Out of this model five coping strategies are extracted. To 

illustrate each coping strategy, five imaginary stories about leaders are constructed. 

These stories can be found in section 5.1.  

3.5.4 Interpretation 

After the theoretical scheme and the stories were developed concerning the coping 

strategies of leaders in situations in which the values on which their authenticity is 

based are challenged, the outcomes were put into a larger perspective. The developed 

theory is visible in different former developed theories. Therefore, the categories and 

relationships found were compared to existing theories. This connection to the theory 

led to deeper understanding of the relationships and added information about some 

phenomena. Furthermore, the theory suggested some expected relationship that were 

not directly found in this study. The suggestions by the theory can serve as a direction 

for future research concerning this topic. 
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4 Results 
 

The results of this research consists of two parts. First the results of round one are 

presented whereafter the results of round two are shown. 

 

4.1 Round 1: Results from the interviews 

The codes from all the interviews can be found in Appendix B (p. II). The codes were 

first analyzed and divided in the categories conditions, actions and consequences. The 

conditions contained a group of codes that triggered certain actions for the leaders. The 

codes could be divided into two groups: codes that are related to environmental context 

and codes that are related to psychological events. The actions consist of codes that 

indicate behaviors of the leader that came from certain conditions. The actions could be 

divided in two main categories, in which nuances arise. Actions can be directed at 

adapting to the workflow or directed at resisting to adapt to the workflow. The 

consequences arose from the actions taken by leaders and could be divided into 

consequences arising from the leader adapting to the workflow and consequences 

arising from resistance of the leader to adapt. 

In this first part of the chapter the codes are presented in line with this structure. 

Furthermore, the relationships between all the codes, categories and subcategories are 

explained. 

 

4.1.1 Conditions 

During the interviews, respondents directly and indirectly indicated conditions that 

influenced their behavior. When observing the conditions influencing leaders’ behaviors 

and choices, two different categories emerged: environmental conditions and 

psychological conditions. The codes connected to these categories can be found in table 

1.  

 

 

Conditions Round 1 

Environmental Psychological 
Diverse relationships Failing to understand Belief resistance to adapt is harmeless 

Expectations of followers Feel challenged Feel excited 

Go against values Feel pressure Feeling faking 

Have common values Feeling annoyed Feeling irritated 

Indian experience Feeling frustrated Feeling surprised 

Indian workforce (undiversity) Feeling stressed Feeling uncertain 

International experience Perception of differences Have common goal 

Long term relationship Perception of similarities Like the country 

 Positive perception of 

followers 

Perception of differences - leadership 

behavior 

 Understand differences  
Table 1. Codes related to conditions Round 1 

 

 

4.1.1.1 Environmental conditions 

First, all the respondents except one mentioned the homogeneity in the workforce’s 

background. In fact, the respondents were all working in a mainly Indian environment. 

To a lesser extent, other aspects discussed by the leaders that affect their behavior 

include the length of the relationships with the followers, the diversity of the 

professional relationships and the followers’ expectations. Regarding the latter one, two 
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different discourses emerge. On the one hand side, some followers expect the leader to 

behave in a way that the followers are used to, i.e as an Indian leader would do: “They 

will of course expect these instructions from you and the guidance from you” 

(Respondent 2). On the other hand, some followers indicate that they expect the leader 

to bring his or her own leadership style: “They expect also from us, Europeans that you 

use that; that’s a thing you bring in: your process management, project management, 

and your kind of approach. If you don't do that they are disappointed” (Respondent 8). 

This divergence in followers’ expectations has an impact both on leaders’ actions and 

followers’ reaction to the behaviors of the leaders. 

 

4.1.1.2 Psychological conditions 

Secondly, many psychological conditions appeared from the interviews. These 

conditions were described by the interviewees as personal factors that affected their 

behavior. The perception of differences appeared to be the main psychological factor to 

affect behavior. This aspect has been discussed by all the respondents and is the most 

raised topic, which indicates its large influence on the leader’s actions. These perceived 

differences are also reflected in the working process, and the leaders report to 

experience differences concerning expected leadership behavior. This perceived 

difference is the second most repeated item influencing leader’s actions and behaviors. 

The fact that the perception of differences - in daily life and in the workplace - takes 

great importance in the respondents’ answers can be explained by the background of the 

workforce. As leaders are surrounded by Indian working partners, they are more likely 

to experience and perceive cultural differences. Furthermore, it should be noted that the 

perceived differences mentioned in the interviews are all connected to India and based 

upon differences between the leaders’ and the Indian culture and mindset. Therefore, it 

is expected that the conditions concerning the environmental context influences the 

conditions concerning the psychological aspects.  

Feelings like excitement and love for the country seem also to affect the leaders. 

However, looking in detail to the statements regarding positive feelings, it appeared that 

they often  refer only to the beginning of the experience: “When you come here first it’s 

the honeymoon period, what we call honey moon period because everything is great, 

everything is new, you’re curious, you want to discover, it’s more like a kind of 

extended vacations with work” (Respondent 2). Furthermore, it is stated to help as a 

basis, to make the stay in India easier: “So you can say that in general, you have to like 

the country, you have to like the culture to be able to cope with it. And if you do that you 

can also try to cope with more different things. The real different things. And the real 

different things are in the heads of people” (Respondent 8). So, liking the country does 

not result from positive experiences during the stay, as one would expect. Rather, liking 

the country is mentioned as a necessary condition to overcome the negative aspects. 

This implies that those respondents still feel challenged and experience the need for 

coping actions despite their love for the country.  

Next to the perception of differences caused by the work environment, and the 

subsequent feelings, there were a couple of other psychological factors mentioned to 

affect the behavior of the leader. Two respondents stated a clear situation in which they 

were openly confronted with conflicting values between them and the followers. 

Another specific behavior evoking condition is the belief by two respondents that it is 

harmless to resist to adapt as a leader. Lastly, one respondent mentioned that a certain 

amount of similarity between the leader's values and goals and the follower’s values 

and goals must exist in order to be able to effectively lead different environments. 

These beliefs form the basis for the actions of the leader.  
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4.1.1.3 Effects of environmental and psychological conditions 

From the environment and psychological conditions described above, two main 

reactions arise. First, leaders feel challenged when facing these differences. This item 

has been mentioned by all the followers except one, and in a significant amount. 

Secondly, to a larger extent, leaders try to understand the differences by making sense 

of their environment: “I have 40% or 50% of the picture, but I’m getting more and 

more understanding why things are different and what causes that” (Respondent 5). 

However, two of the respondents also mentioned situations where they failed making 

sense of their followers’ behaviors.  

The feelings arising from the perceived challenges are numerous and different between 

respondents. One more appearing feeling, mentioned by more than half of the 

respondents, seems to be the stress induced. Feelings of annoyance, pressure, 

frustration, irritation and uncertainty have also been evoked, although less often. 

Besides the reported negative feelings, also positive feelings are mentioned by the 

respondents to influence their behavior.  

That the leaders perceive differences does not imply only negative perceptions that 

affect their actions. A large majority of the respondents shared their positive perception 

of their followers and colleagues: “my local Indians colleagues here are extremely 

talented, smart, well trained and independent thinking” (Respondent 1), or “So in 

general again, very nice to work with them” (Respondent 5)”.  

This sense-making process, both successful or failing, appears to be a natural response 

to the “challenged” feeling. It seems logical to assume that past international 

experience and previous Indian experience influence the feeling of being challenged and 

the understanding of differences. However, this relationship is not clear from the 

interviews.   

 

In conclusion, the environment creates certain conditions that result in actions by the 

leader. Furthermore, individual psychological factors affect the way leaders deal with 

this new environment. The combination of the initial environmental and psychological 

factors leads to personal actions and behaviors. 

 

4.1.2 Actions 

The conditions mentioned in paragraph 4.1.1 were found to be indicative for the 

behaviors and actions of the leaders. Although the actions were clearly a result of the 

conditions, this does not imply that the leaders consciously analyzed the context and 

based their decision for actions on it. Some leaders indicated to consciously think about 

their actions, however for others it was not clear from the interviews if the decisions for 

action were deliberate. 

During the interviews, multiple events were discussed with the leaders and leaders tend 

to act differently in different situations. For example, respondent 1 explains in the 

interview that she adapted to the way meetings are arranged: “Now for example I’m 

perfectly fine with that I don’t have all meetings for Thursday booked; because I know 

that it will fall in place and I will work with it today and tomorrow.”. However, when 

agreements are broken by the follower, respondent 1 resists to adapt to the Indian way 

of working: “I don’t accept it when they change something in what we agreed on. Price 

for example.”. So this illustrates that it depends on the conditions what the action of the 

leader will be. 

Furthermore, despite that combinations of conditions could explain certain behaviors, 

single conditions could lead to different behaviors. For example, the condition 

understanding the differences leads to a broad range of behavior. On the one hand, 

situations arise when understanding the differences leads to the leader adapting: “I 
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realized that this is the way I have to work in order for it to go somewhere and 

proceed” (Respondent 2). On the other hand, in some situations, leaders use their 

understanding of differences to get closer to their followers and influence followers’ 

behavior in their favor, showing a resistance to adapt: “you really should become 

trusted and become part of them, then they start moving with you” (Respondent 5). 

Therefore, the actions leaders take are explained by a set of conditions. Additionally, a 

single condition may lead to different actions.  

 

Looking at the actions resulting from the conditions named by the respondents, leaders 

react to their environment in different ways. The codes related to the actions taken by 

leaders can be found in table 2. First, leaders show actions that concern learning in 

order to enhance their understanding of the conditions. This learning phase alters the 

conditions. Hereafter, the leaders decide to act in certain ways based upon their new 

perception of the environment. Those actions can be divided into two main categories 

wherein some nuances exist. First, leaders can choose to adapt to the followers’ way of 

working, which entails that the followers’ behavior stays unchanged. Second, leaders 

can decide to resist change, which includes openly showing behavior of resistance to 

change, changing the followers and avoiding relationships.  

 

 

Actions Round 1 

Learning Adapting  Resisting 

   Strategies to change 

follower 

Strategies to avoid 

situations 

Other behavior 

learning to 
understand the 

differences 

change in the behavior leader resistance to adapt leader resistance to adapt leader resistance to 
adapt 

prevent disagreement change the behavior of 

the followers 

avoiding specific 

relationships 

breaking relationships 

 adjust to the new way collaborating choosing deliberately the 
relationships 

creating a backup plan 

 follow up compromising replacing non-working 

relations hips with new ones 

having a backup plan 

 hiding feelings giving feedback 

 

  

 collaboration leading by example 

 

  

 compromises show disagreement 

 

  

 constant dialogue stating their viewpoint 
 

  

 showing interest 

 

treating followers with 
respect 

teaching followers   

 using hierarchy   

Table 2. Codes connected to actions Round 1 

 

 

4.1.2.1 Learning 

Many leaders indicate that their first action resulting from the perceived conditions was 

learning to understand the differences and where they are coming from. In the learning 

phase, talking with people allows the leader to discover what matters to the followers. 

The aim is learning to understand what things are different in the workplace and why 

these things differ. Learning how followers think and how the processes work, helps 
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leaders to be more efficient in their positions: “In my clients I have few people with a 

strong Hindu culture and Hindu background and I've learned now to make 

interpretation of what they do and what they say” (Respondent 8). This learning phase 

helped leaders to change their attitude according to different situations or different 

groups. So this action of learning to understand has an influence on the perception of 

conditions mentioned in the section 4.1.1. In other words, when leaders try to 

understand, they will perceive the differences in another way or will be able to 

understand the difference. This means that the perceived conditions for the leader will 

change and the leader will base actions upon the new understanding. Leaders adapt their 

behavior depending on their desired outcome and the nature of the relationship with 

followers. From this point leaders can decide to adapt to the workflow or resist to adapt 

to the new way. 

 

4.1.2.2 Actions directed at adapting to the workflow 

When examining the actions directed at adapting to the workflow, all leaders name that 

they adjust to the new way of doing. Furthermore, this adjustment is reflected by a 

change in the behavior for all leaders except one. These two actions are mentioned a lot 

by the leaders, which reflects their importance in the development of a relationship with 

the followers: “then I realized I can do it their way, it’s not always that they have to it 

my way, and I had to change that” (Respondent 1). The way leaders change their 

behavior to adapt to the new environment is described by 11 different actions named by 

the leaders.  

Examining this group of actions makes it seem that leaders adapt in areas that are of less 

importance to them and when they think it is more convenient for them to adapt than to 

change the followers: “there are so cases when you say: “okay I don't find it important" 

and you go with the flow and adapt to the culture in the country.” (Respondent 8) and 

“your surrounding is the mass and you are just a little individual and you have to try to 

achieve what you want to achieve but if you gonna behave and do as you did, then 

nothing will move, the mass is too big, it will not move.” (Respondent 5).  

Regarding the actions that leaders take to adapt to small differences, showing interest 

and treating followers with respect are seen as an important actions to build a 

relationship by several respondents. First, followers appreciate the leader’s curiosity: 

“They find me quite Indian in comparison to other foreigners here. And I guess that 

give them a comfort level and I have very good social but also very good business 

relationships with quite a few people” (Respondent 7). These good business 

relationships allow to prevent disagreement and therefore increase the chance of success 

in business. Showing interest also leads to positive leadership outcome: “Eating the 

food, trying the stuff, being open minded, all of that is I think important in building 

credibility with people” (Respondent 4). This action has been mentioned by more than 

half of the leaders as a way to adjust to the new way and build efficient relationships. To 

a lesser extent, hiding feelings has also been named as an action to take in adapting to 

the new workflow. Respondents mentioning this action try to avoid confrontation with 

the followers, as they believe it will have as consequence that they will be seen as an 

outsider, which has a negative impact on the leader’s influence on followers.  

 

In addition, leaders also try to adapt in situations when the differences are large between 

the leader’s and followers’ workflow. Next to these relatively simple behaviors of the 

leader to adapt to the workflow, leaders very often mentioned that they had to change 

their working style drastically. For example, concerning constant follow up and constant 

dialogue needed in day to day life they say: “Communication is definitely the key” 

(Respondent 1) and “[they] expect these instructions from you and the guidance from 
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you.” (Respondent 2)”. These actions allow leaders to manage the followers as expected 

by the followers and has an impact on the way leaders practice their leadership.  

Furthermore, three of the respondents state that adapting to the workflow can not 

always be one sided but sometimes comes from compromises with the followers, or 

collaboration. On the one hand, compromise seems to arise when leaders cannot fully 

adapt to the new way of doing and therefore also try to change the followers’ behavior. 

While trying to change the followers’ behavior, the leaders also try to accommodate to 

the followers’ concerns. On the other hand, collaboration is described as an effective 

way of working, providing the best solutions, by fusing knowledge from different 

parties. However, the precise actions to implement in order to reach collaboration are 

not clear in the interview. 

 

This all taken together, leaders can decide to adapt to the new way of working in areas 

that are not important to them or when they think that changing themselves is easier 

than changing the followers. Showing interest, treating followers with respect, 

preventing disagreement and hiding feelings can be seen as small adaptations to adjust 

to the workflow. Additionally, leaders adapt to the workflow and change their natural 

way of working also more drastically by performing constant follow up and constant 

dialogues. Lastly, not always does the adaptation come only from the leaders’ side, but 

sometimes leaders try to change both their own behavior and the followers’ behavior to 

meet in the middle in the process of collaboration and compromising. 

 

4.1.2.3 Strategies to resist 

When leaders were confronted with conditions that require change, all leaders indicated 

that they resisted to adapt to the Indian behavioral expectations and stuck to their own 

way of doing. This action is not only mentioned by every leader, but also very often 

repeated by the leaders, which indicates the importance of this behavior for the leaders.  

In order to resist, leaders can attempt to change the followers, avoid situations or show 

other behaviors oriented towards resistance. 

 

 Leader’s resistance: Strategies to change followers 

All leaders mentioned that they tried to change the behavior of the followers to align it 

with the leader’s own belief. To a lesser extent almost all leaders stated that one of their 

actions directed at changing followers’ behavior is that they make clear to the followers 

how they view certain issues and actions, and explain why they think it is important. 

Next to stating their viewpoint, actions that are focussed on changing the behavior of 

the followers include giving feedback, collaborating, leading by example, using 

hierarchy, compromising, teaching followers and show disagreement. Assumingly, with 

these actions, leaders will change followers’ behavior to get them to work like the 

leaders do in order to avoid adapting to them. However it differs between strategies if 

the change in followers’ behavior also implies some changes on the leader's side. 

In some strategies to change followers’ behavior, leaders are more focussed on 

resistance than in others. The actions giving feedback, leading by example, use 

hierarchy and teaching followers  indicate that the leaders want to change the behavior 

of the followers in their favor. Those strategies also indicate that the leader is unwilling 

to change. In line with these methods but a more harsh way of getting followers to 

change, is openly showing disagreement or stating your viewpoint as a leader. These 

methods are often used and are more directed at ensuring that the followers understand 

that the leader is serious about the needed change.  

The actions collaboration and compromising indicate as well that leaders want to 

change the behavior of the followers, but also show the willingness of the leader to 
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change himself/herself. The respondents state that they see the need for a different 

approach but want to “accommodate what they[the followers] have as a concern”. 

(Respondent 5). In that way “we can get solutions and the best solutions for these 

companies.” (Respondent 6). 

 

In conclusion, leaders often state that they try to change the behavior of the followers. 

This behavior is shown when leaders resist to adapt to the new way. In this case the 

leaders  give feedback, lead by example, use hierarchy, teach followers and state their 

viewpoint to get followers to act like the leaders prefer. When the leader is less resistant 

to change behavior in a certain area or thinks it is more effective to accommodate the 

followers’ behavior in the change, the leader tends to engage in compromising and 

collaborating behavior. 

 

 Leader’s resistance: Strategies to avoid situations  

Some leaders found strategies to avoid situations in which their values would be 

challenged. In this case, leaders resisted to adapt to the new way of working by ensuring 

that their environment does not request them to adapt. The most often mentioned 

strategy for this is to choose the follower relationships. Here leaders deliberately work 

with people that share the convictions and the way of working. As a result, these leaders 

prevent and even block that they finish in a situation where they are forced to work with 

people who require them to adapt: “otherwise we won’t work with them. That is 

absolutely were we assess them, first that they have this, the same . . . purpose.” 

(Respondent 6).  

The otherway around is also mentioned by leaders. So the leader does not choose 

particular relationships, but instead chooses to have particular relationship not. From the 

interviews it arose that this happened after bad experiences with certain people, which 

makes them decide not to work with those persons anymore and replace the 

relationship with new ones.  

Another strategy of ensuring not to end up in a relationship where adaptation is 

required, is by outsourcing certain relationships. This means that the “difficult” people 

are still present in the working environment, but that the leader ensures that he/she can 

appoint someone else to deal with this ‘difficult” relationship. For example, respondent 

7 has an Indian business partner who is more accustomed to the Indian style and deals 

with Indian stakeholders who expect an Indian treatment. This dismisses the leader to 

deal with those stakeholders and adapt to their expectations. He states “I don’t have the 

time and energy to do that all the time. So I’m very happy that my Indian partner can do 

it.” (Respondent 7).  

 

 Leader’s resistance: Other behavior  

In some situations, leaders try to reach their goal without showing open resistance. On 

the one hand, leaders can create backup plan.  In that way, they make sure that they will 

get what they want, one way or the other. On the other hand, in some cases, leaders 

have to adjust in some areas in order to effectively change the followers behavior and to 

resist adaptation in other areas.  

Another way to resist to adapt is for the leader to break the relationship with the 

follower when the situation really goes against the leader's values: “Walk away from 

what you don’t accept.” (Respondent 1) and “You [follower] can do it once, you 

[follower] can do it twice and then you [leader] make sure that they don’t have a career 

anymore.” (Respondent 3).  
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In sum, depending on the environmental and psychological conditions, leaders can resist 

to adapt to environmental expectations. Actions can be oriented towards changing the 

followers’ behavior or avoiding situations. Additionally, leaders show resistance by 

having a backup plan or by adapting in other areas in order to change the behavior of 

the followers and be able to resist to adapt in the important area. Another way for the 

leader to show resistance is by breaking the relationship with the followers. 

 

4.1.3 Consequences 

From the actions that leaders take as a response to the conditions, certain consequences 

arise. The codes related to the consequences are visible in table 3. Consequences are 

different as actions along situations differ. The consequences can be grouped into three 

categories: consequences arising from the leader adapting to the workflow and 

consequences arising from resistance of the leader to adapt. 

 

 

Consequences Round 1 

Consequences of leader adapting 

to the workflow Consequences of the resistance to adapt from the leader 

 

Small 

differences 

 

Big 

differences 

 

Consequences of trying to change the 

followers 

 

Consequences 

of avoiding 

situations 

 

Consequences 

of other 

behaviors 

 

 

 

 

 

Followers 

accepting change 

 

Resistance to adapt 

from the followers 

  

 

  

 

accepting the 
differences 

 feel exhausted  accept the 
differences 

 replace the 
relationship with a 

new one 

  feel successful  replace the 
relationship with 

a new one 

 

internalize the 
new behavior 

 feel stressed  create a common 
goal 

 follower breaking the 
relationship 

  feeling of 
comfort 

 break the 
relationship 

 

feeling of being 

successful 

 feel upset  followers accept 

the change 

 resistance to adapt by 

the followers 

  have a common 

goal 

 feeling 

successful? 

 

feeling of 

comfort 

 unable to stay  feeling successful  feel relieved      

 
feel exhausted    feeling of comfort  feel stressed      

 
      feeling upset      

 
      choose the relationship       

 
      followers feel attacked      

 
      break the relationship      

 
      feel exhausted      

              unable to stay           

Table 3. Codes related to consequences Round 1 

 

 

 

4.1.3.1 Consequences of leader adapting to the workflow 

When looking at the consequences of the actions of the leaders discussed in section 

4.1.2, accepting the differences appears to be the main outcome, as it has been named 

and repeated by all the respondent (except one). Examining the relationship between the 
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actions and the outcome accepting differences, it appears that leaders who take part in 

the process of adjusting to the workflow come to the outcome of accepting differences. 

The outcome accepting differences can have further consequences for the leader, the 

follower and the relationship. However these further consequences differ depending on 

the type of adjusting to the workflow. It seems from the interviews that leaders who try 

to adapt to areas that are of less importance to them experience different outcomes than 

when they try to adapt to areas that are of large importance to them.  

In cases of small differences, i.e in situations that leaders don’t consider as important, 

leaders manage to internalize the new behavior and to change their way of working: “I 

think about it less and less I would say. I guess I internalized this in my own behavior 

and thinking” (Respondent 1) and “I’ve been here now so long so it’s like a second 

nature for me” (Respondent 7). Leaders who manage to internalize the new behavior 

express a feeling of comfort and to a less extent the feeling of being successful. 

However, what is seen as small adaptations differs between leaders, because some 

leaders are able to internalize behavior like constant follow up and constant dialogue, 

while others indicate that constant follow up results in feeling of exhaustion.  

 

Adjusting to for the leader critical areas appears to be a challenge for the leaders. In 

these situations, most of the respondents expressed to feel stressed, exhausted or upset, 

as the new behavior doesn’t match their values: “It is hard to work, I have found it 

incredibly, personally stressful, to be in an environment where I feel what I stand for, 

what I value is under attack” (Respondent 4). Leaders manage to live with this feeling 

for a while and manage to cope with that. However, in the long term it appears that the 

leaders start to resist the change or it appears that they are unable to stay in the country: 

“So I think after 3 to 4 years we are just exhausted. So yes I plan on going back” 

(Respondent 2). Thus, when the topic really matters to the leaders, they can adjust to the 

new way only for a short period, after which they will suffer from bad feelings which 

can in some cases lead them to leave the country.  

So, accepting the differences is a consequence for leaders who try to adjust their 

behavior. When the required adaptation concerns small differences, leaders manage to 

internalize the new behavior and experience positive feelings. However, when leaders 

try to adapt to situations in which the adaptation concerns an area with larger 

differences, the adaptation leads to negative feelings.  

 

4.1.3.2 Consequences of the resistance to adapt from the leader 

When the leader resists to adapt to the new way, this has several consequences. The 

consequences arise from the attempt to change followers, avoiding and other behaviors. 

 

 Consequences of the attempt to change the followers 

Looking at leaders who decided to resist to change, the actions can be oriented towards 

changing the followers’ behavior. When followers are confronted with change, they 

either accept the change decreed by the leader or to a greater extent resist to adapt. The 

consequences of each of these behaviors is described hereunder. 

 

o Followers accepting change 

When the leader resists to adapt to the local way of working, three of the respondents 

mentioned situations when the followers accept the change implemented. This outcome 

arises for example when the followers expect the leader to use their leadership style, as 

described in the conditions above: “Finally they will appreciate it . . . They are open to 

communication, they are open to influence, and they see Europeans as pretty high 
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standards” (Respondent 8). In these situations, the leader does not need to adjust the 

behavior, and on the other hand side the relationship remains efficient.  

In some cases, the followers accepted to change in compromising or collaborating 

situations. Here the followers were not the only ones changing and their needs were 

partially met. The same goes for the leaders, they did not have to change their behavior 

totally and their needs were partially met. Here, leaders and followers accept the 

differences and create a common goal. 

All situations when followers totally or partially accept to change lead to positive 

feelings for the leader such as feeling of comfort and feeling successful. In these 

circumstances, the leaders do not feel the need to leave the country. However, it should 

be noted that this outcome is considered as rare, as it was mentioned only to a small 

extent by a minority of respondents. 

 

o Resistance to adapt from the followers 

The resistance to adapt by the followers appears to be the main outcome of the leaders’ 

actions to change followers’ behavior. This situation is more likely to arise when 

followers feel attacked, for example because of different interpretations of common 

values. The interpretation the leader makes of a value can be in contrast with the 

interpretation of that value by the follower. As a consequence, when the leader acts 

upon his interpretation, this can be seen by the follower as insulting. When this occurs, 

the follower feels attacked and is more reluctant to adapt towards the leader.  

This reluctance to change is shown in three ways in the followers’ behavior. First, 

respondents mentioned situations when the followers try to convince the leader that 

there is no need for them to change: “They will try to convince you that it is what you 

are looking for and that this is what you want” (Respondent 1)”. Secondly, the 

followers’ resistance is visible when the followers do not take into consideration the 

leader’s instructions: “I tried to explain them many times, “if you don’t understand, or 

if you get stuck, come and see me!” They don’t come.” (Respondent 2).  Finally, 

followers may clearly express their disagreement: “Sometimes they can get a little bit 

annoyed . . . They don’t like it” (Respondent 6).  

This resistance to change from the followers has consequences. On the one hand, when 

the values do not match or when expectations differ between leaders and followers, the 

situation can eventually lead to the follower breaking the relationship. This outcome has 

been mentioned by three respondents. The break up can be confrontational: “I get 

somebody firing me because they thought that I was too honest with them. So fire me, 

throw me of a project, we don’t want you anymore, you are too honest” (Respondent 4) 

or indirect: “then that party might never answer your calls again or your emails” 

(Respondent 7). That the break up arises from the followers can have a positive impact 

on the leader. Then, respondent 4 admitted that he felt relieved when the relationship 

ended, as his values did not reflect the company’s ones: “in the end I am really happy, 

because I felt like I was selling my soul to a company that I really don’t care about”. 

On the other hand, as a consequence of the followers’ resistance to adapt, more than 

half of the respondents mentioned the stress inducted: “Sometimes it can be very 

stressful and… it creates a lot of work” (Respondent 1). Other effects include for the 

leader feeling upset and  feeling exhausted. When confronted to those feelings, two 

coping strategies are shown by the respondents. On the one hand, some leaders manage 

to deal with the situation for a while, but eventually leave the country, as the tiredness 

leads to an inability to stay for the leader. On the other hand, leaders can decide to break 

the relationship with the followers. In this case, leaders can decide to replace the 

relationship with a new one that will fit their expectations. Leaders will then choose the 
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relationship in order to build an environment that doesn’t request the leader nor the 

followers to adapt. 

 

Then, when both the follower and the leader resist to adapt to each other’s way of 

working, three outcomes occur. First, the follower feels attacked causing that the 

follower chooses to break the relationship. Additionally, as the leader will endure 

negative feelings, she will likely face it in a short term but leave the country in a long 

term. Lastly, the leader can decide to end the relationship, and possibly replace it with a 

new one. 

 

 Consequences of avoiding situations when values are challenged 

As an answer to the different environment, some respondents choose to avoid situations 

in which their values are challenged. In other words, these leaders create a setting in 

which the way of doing things is shared between leaders and followers. In this case, the 

feeling of comfort is the most named consequence. Leaders showing the use of this 

coping strategy feel good in India and do not plan to leave. In this context, leaders have 

a common goal with their followers and are more likely to experiment the feeling of 

being successful: “We share the same goal . . . I think we have been successful and of 

course we [would] like to be even more successful (Respondent 6)”.  

Creating an environment when the leader does not need to adapt does not generate any 

negative feeling. Then, by outsourcing problematic relationships or choosing carefully 

the partners and followers, leaders can feel comfortable and successful in the new 

environment.  

 

 Consequences of other behaviors towards resisting 

Leaders also mentioned actions in their interviews that were focussed on getting things 

done in their way, while not necessarily letting the followers know. Here, they ensured 

to have backup plans or tried to adapt in some areas in order to make followers adapt in 

more important areas. The outcomes of these actions are not straight clear from the 

interviews. However, respondent 5 is certain that it is a successful method when talking 

about methods that changes the followers without them noticing: “[I] really want to 

have them implemented and it will happen!”.  

Second, when leaders resist to adapt, a majority of the respondents state that they have a 

resistance point. Here leaders see a situation which they can not accept and therefore 

they decide to break the relationship immediately. In that case some leaders indicate to 

replace the relationship with a new one that does not go against what the leader can 

accept. 

 

4.2 Round 2: Results from the case studies 

After the first round of data collection, data analysis and the construction of a first 

structure, a second round of research was conducted. The codes from all the case studies 

in round two can be found in appendix C (p. II). The codes were first analyzed and 

divided in conditions, actions and consequences as in round one. The conditions 

contained a group of codes that were related to events that triggered certain actions for 

the leaders. The actions consist of codes that indicate behaviors of the leader that came 

from certain conditions. The consequences arose from the actions taken by leaders and 

could be divided into consequences arising from the leader adapting to the workflow 

and consequences arising from resistance of the leader to adapt. 
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4.2.1 Conditions 

Looking at the conditions, the perception of differences and the understanding of 

differences are of great importance in the leaders’ stories. Not only have they been 

mentioned in all the cases (except one), also they are the most repeated. Next to those 

main conditions, many more conditions were mentioned, but those were each only 

mentioned by one leader. The codes related to the conditions are presented in table 4.  

 

 

Conditions Round 2 

Accept differences Lack of knowledge about environment 

  

Background Leader Like the country 

Diversity workforce Mindset Curiosity 

Expectations followers Mindset empathy 

Fail to understand Past experience in environment 

Followers characteristics Perception of differences 

Followers refuse cooperation Perception of differences in leadership behavior 

Internal drive Showing happiness 

International experience Understand differences 

Knowledge about environment Value diversity 

Knowledge about followers  

Table 4. Codes related to conditions Round 2 

 

 

4.2.1.1 Perception of differences 

First, the perception of differences is one of the main factors mentioned in the cases. 

This item has been mentioned a relatively large number of times. The text parts 

connected to those codes reflect the cultural differences leaders encountered: “The story 

of the elevator where, you know, if you're living in a Western country, it's very gross to 

get to the elevator in front of a woman, while in Japan that's what is expected. And 

trying to do differently would in a certain way violate the codes of Japanese culture” 

(Case 3). 

These differences are also visible to leaders in the workplace, and the perceived 

differences in leadership behavior take as much importance in the cases. Leaders state 

that they have to practice their leadership differently, because they perceive different 

expectations from the environment. The degree to which leaders perceive and 

experience differences is one of the main factors influencing their behaviors and 

actions. 

 

4.2.1.2 Understanding differences 

Secondly, to a large extent, leaders state the importance of understanding the 

differences and making sense of the new environment. This aspect is expressed by the 

leaders as the main condition influencing leaders’ actions. This understanding emerges 

from knowledge about the environment and knowledge about the followers, each of 

them being mentioned in two cases. In these cases, prior moving leaders gathered 

knowledge about the country or the company, and the way of working in these places. 

Looking more in details to the cases, it appears that this knowledge creates awareness 

for the leader about the expectations of the followers. This aspect has been discussed in 

two cases and informs the leader about what leadership style is expected: “China, a 

highly masculine culture, demanded decisive action and aggressive behavior toward 
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employees.” (Case 4). As the knowledge about the environment and the followers 

creates awareness about the leader’s expected behavior, it seems logical that 

understanding differences will influence the leader’s actions.  

Furthermore, in two cases, leaders failed to understand the differences and the 

expectations of the followers: “[Leader in case 1] did not understand that as a manager 

he needed to convey a strong presence, and that stating “I don’t know” was not an 

acceptable answer to his subordinates who demanded leadership from him” (Case 1). 

The reason for failure has not been clearly identified in the data, but the lack of 

knowledge about the environment has been mentioned in two cases and is expected to 

be one of the explanatory factors of the failure to understand. This lack of understanding 

leads to different actions and behavior from the leader. 

 

4.2.1.3 Other conditions 

In addition to the main items mentioned above, leaders stated various other conditions 

affecting their actions. Factors such as the background of the leader, international 

experience, and past experience in the environment give an insight about the leader's 

life-story affecting their behavior. Other items reflect the leader’s mindset and behavior: 

accepting differences, valuing diversity, showing happiness, having an internal drive, 

liking the country, having as curious mindset, and having a empathic mindset. Finally, 

elements related to the followers have also been named: diversity of the workforce, 

followers characteristics, followers refuse cooperation. Each of these factors has been 

named in only one case, therefore the extent to which these conditions affect the 

leader’s behavior is not clear.  

Note that these factors could also be related to the main ones described above. For 

instance, it seems logical to assume that a past experience in the environment allows 

leaders to get better knowledge about the environment and subsequently leads to a better 

understanding of the differences. However, the information in the cases is not sufficient 

to clearly establish the link and prove the relation between these factors.  

 

Regarding the conditions influencing leaders’ behaviors, it appears that the way leaders 

perceive differences and understand them, or not understand them, plays a great role in 

leaders’ actions. Many other conditions influencing the leader’s actions have been 

named to a lesser extent, but their influence is considered less and their exact relation to 

other factors cannot clearly be established from the data. 

 

4.2.2 Actions 

From the codings in the cases two broad phases of actions arise. First, leaders mention 

actions that influence the perception of the conditions and secondly actions that arise 

directly from conditions. In other words, leaders first take part in actions that help them 

to learn about the new environment which changes the perception of the conditions. 

Subsequently, the new perception of conditions lead to the leader’s decision to act in a 

certain way. 

The perception of conditions leads roughly to two kind of behaviors: leaders who adapt 

and leaders who resist to change to the new way. The codes related to the actions can be 

found in table 5 (p. 38). Although each category only appeared in 2 cases, it turned out 

that the remaining single mentioned actions were indications of adapting or resisting 

behavior. Most single mentioned actions were aimed at resisting to change; six out of 

ten sort of actions mentioned indicated resistance.  
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Actions Round 2 

Learning Adapting  Resisting   

Learning from differences Adaptation in one area Avoiding confrontation   

Showing interest Adjust to new way Changing behavior mindset   

  Change of behavior Changing follower behavior   

    Choosing relationship   

    Lack of showing effort   

    Stating viewpoint   

Table 5. Codes related to actions Round 2 

 

 

4.2.2.1 Learning 

Leaders indicate that in order to deal with the differences, they first take part in a phase 

when they try to learn about the environment. Behaviors that belong to this phase are 

learning from differences and showing interest. These behaviors are purely intended to 

understand the new environment better. Both learning and showing interest do not 

indicate whether the leader will participate in adapting or resisting behaviors later on.  

 

4.2.2.2 Adapting to the workflow 

Adapting to the workflow in the new situation is accomplished by a change of behavior, 

and adaptation in one area to reach a goal in another area. It seems from these cases 

that the leaders who show this behavior are leaders who showed that they understand 

the differences and did not report any failure or lack in understanding the differences. 

This does not mean that leaders who understand differences do not show resisting 

behavior, but the leaders who adapted are only leaders who appear to have no failure 

and lack in understanding. For example the leader in case 4 understood the differences 

and therefore adapted his behavior: “[Leader 4] knew that China, a highly masculine 

culture, demanded decisive action and aggressive behavior toward employees. As such, 

Justin was extremely direct with all of his employees and with management, despite his 

natural tendency to evade conflict.” (Case 4). 

 Some behaviors directly indicate the leader adapting towards the new workflow: 

change behavior of leader and adaptation in one area to reach a goal in another area. 

These two behaviors require change from the leader, although this does not indicate that 

the leader does not resist in other areas. It is noted by the leader in case 4 that it can be 

strategical to adapt to the local customs in order to not give in on other subject. 

 

4.2.2.3 Resisting to adapt to the workflow 

Leaders who mentioned that they resisted to adapt showed the following behaviors: 

avoiding confrontation, changing follower behavior, changing follower mindset, 

choosing relationship, lack of showing effort, and stating viewpoint. Looking at the 

conditions that lead to resisting actions, both leaders who understand differences and 

leaders who fail to understand or lack understanding of the environment appear in the 

list. 

Avoiding confrontation and choosing relationship are both behaviors that indicated that 

the leader was not able to deal with certain relations in the environment and are 

therefore resisted behaviors. In order to be able to resist, the leader made sure that it was 

not necessary to deal with the relationship. This could be achieved by asking someone 

else to deal with the relationship or to make sure in the recruitement that the people 

surrounding the leader can adapt to his behavioral expectations: “she has been carefully 

selected in order to perform into this job” (Case 3).  
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Another kind of behavior that is shown to resist the current way of working is changing 

the behavior of the followers and changing the mindset of the followers. By changing 

something on the followers side, the leaders make the followers adapt to the leaders’ 

way and ensures that they do not have to adapt in that area towards the followers’ 

workflow. Although it seems a logical way to resist, the leaders acknowledges the 

difficulties in the process of changing the follower. The difficulty is that the leader has 

to prove to the followers that the leader’s way of doing is better. So it is not only about 

changing the behavior, but also about changing the mindset according to the leader of 

case 3: “So it's not a question of a fashion . . . but it's a trend when you gonna prove 

that diversity is rich, and diversity is compatible with the kind of performance you want 

for your company.” (Case 3). 

Lastly, there are the behaviors that are totally leader focussed, in the sense that the 

behavior does not take the followers into account. These behaviors include lack of 

showing effort and stating viewpoint. Here the leader does not make an effort to take the 

followers into account and just clarifies how he views the best way of working without 

considering the former situation in the organization: “When he gained the executive 

editor role, a long-sought goal, Raines made his values and vision for the organization 

exceedingly clear. He announced that the Times must meet higher standards in order to 

retain its esteemed position among U.S. newspapers.”(Case 5) 

 

In sum, leaders report that they act in two different phases. First, the leaders show 

actions that are intended to learn about the new environment, whereafter they act upon 

the understanding of the conditions. Action upon the conditions consists out of two 

groups of actions: adapting and resisting behaviors.  

 

4.2.3 Consequences 

The actions taken by the leaders as a response to the specific conditions lead to a range 

of outcomes which can be grouped in two main categories: consequences of the leader 

resisting to adapt, and consequences of the leader adapting. The codes related to the 

consequences are shown in table 6. 

 

 

Consequences Round 2 

Leader adjusting Leader resisting 
Gain respect  Bad perception of the leader by the follower 

Build good relationships  Failure of building a good relationship with the followers 

Followers forgive the leader’s mistakes Followers break the relationship with the leader 

  Followers do not identify with the leader 

Table 6. Codes related to consequences Round 2 

 

 

4.2.3.1 Consequences of the leaders resisting to adapt 

The resistance of the leader to adapt does not necessarily imply negative consequences, 

but according to the cases here, unfavorable outcomes are likely to arise. First, in cases 

when leaders resist to adapt, the failure of building a good relationship with the 

followers appears to be the main outcome. Leaders described situations when they did 

not manage to gather support or to earn respect from their followers. This failure 

reflects a bad perception of the leader by the follower, which has been mentioned in two 

cases. In these circumstances, followers express their preferences for another leadership 

style: “Instead, they believed that [Leader in case 5]’s implementation of his goals for 

the organization fostered harsh working conditions and excessive competitiveness 
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within the organization. The staff preferred a more supportive workplace with a culture 

of greater collegiality” (Case 5). All these taken together leads to a resistance to adapt 

from the follower, as they do not identify with the leader and do not accept the leader’s 

actions. Subsequently, followers may decide to break the relationship with the leader. 

Altogether, in the case of the leader resisting to adapt, only negative outcomes seem to 

arise. 

 

4.2.3.2 Consequences of the leader adjusting to the workflow 

Looking at the outcome of the leader adjusting to the workflow, the consequences 

mentioned are only positive. Cases report that leaders adapting to the new way gain 

respect from their followers and succeed in building good relationships with them. In 

this situation, the leader’s adaptation has a positive impact on the nature of the 

relationship. However, it is questionable whether this adjustment has a positive effect 

on the leader himself. From the cases it is impossible to extract this information, as the 

cases only focussed on the outcomes for the relationship. 

Additionally, it has been stated in case 3 that followers are more likely to forgive the 

leader’s mistakes when it is visible for the followers that the leader tries to adjust: “It 

makes a big, big difference because, . . . when they notice that you are . . . learning, that 

you're listening, well... They're going to forgive you a lot of things.” (Case 3). So when 

the leaders shows adaption, the relationship seems to become stronger. Note that the 

leader may seem to adjust but be resisting on a deeper level or adjust in one area to get 

to the leader’s goal in another area.   

 

Looking at the consequences of the leaders’ actions, the leader’s resistance to adapt only 

leads to negative outcomes, where the leader’s adjustment only leads to positive 

outcomes. However, the cases focus only on the relational aspect, and nothing is said 

about the feelings arising from the strategies when the leader goes against his or her 

nature.  
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5 The final theory 
 

The two rounds of data collection, analysis and theory creation enabled the 

identification of the final theory. By combining the two initial theories, it was possible 

to extract five main actions taken by the leaders to cope with situations in which their 

values are not shared with the followers. Note that the coping strategy used by the 

leader varies across situations: a leader can choose one strategy or another depending on 

the context. Additionally, when similar circumstances occur, two leaders may take two 

different actions. So the type of coping strategy used is situation and person dependent. 

Furthermore, it may seem in the theory that leaders consciously decide to act in a certain 

way to deal with the environment, however in reality these decisions are sometimes 

more likely to be taken automatically without active thinking. 

In this chapter the final theory is presented. In the first part, five simplified stories about 

five different fictive leaders are told. The aim of these narratives is for the reader to get 

a better understanding of how these coping strategies occur, in what kind of situations 

and what impact the actions have. Five types of coping strategies are extracted from the 

two rounds of research: the Chameleon, the Performer, the Headhunter, the Teacher, 

and the Intransigent. The story of each leader relates to the actions, conditions and 

outcomes of the different strategies in order to get a clear understanding about the 

leaders’ strategies. 

In the second part, the final theory is visualized in a model. The model presents how the 

different categories of conditions, actions and outcomes are related. Additionally, the 

second part of the chapter explains the model in details, so a clear understanding of the 

final theory can arise.  

 

5.1 Five leadership stories 

 

5.1.1 Leader adapting to small changes: the Chameleon 

The Chameleon perfectly remembered the day he left Europe for the United States, and 

could almost feel the stress and the excitement he experienced when he got on the plane. 

A few months before the take off, when his company offered him the position in New 

York, he did not have to think twice. The Chameleon has always been fascinated by the 

Big Apple, and his curiosity toward the country was limitless. Before his departure, he 

read books about the American lifestyle, took English lessons to improve his 

competence in the language and discussed the work situation with his predecessor. 

Thanks to this, the Chameleon had gathered enough knowledge to understand the 

differences in leadership practice and the expectations of his future employees. Still, his 

first day in the American company was full of surprises, and the Chameleon quickly 

realized the size of the challenge. Although things were globally done the same way as 

in Europe, small adjustments were needed for the leader to fit in this new environment. 

Day by day, the Chameleon assimilated the behavioral codes, the processes and the 

habits of his working partners. Because the Chameleon was adapting his leadership 

style to match the expectations, he developed good relationships with his peers and 

followers, who forgave him more easily his mistakes. Slowly, as the animal changes the 

color of its skin, likewise the Chameleon internalized his new behavior. What were 

initially special ways of doing became habits to him, and the Chameleon did not need to 

overthink his actions anymore. He accepted the differences, took them into account and 

eventually felt comfortable in the new surroundings. From this perspective, he felt 

successful in his transition from Europe to the United States. It has been exactly two 

years since he left his home town and there is no other place he would rather be. The 
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Chameleon managed to adapt to the small changes, but the situation did not ask him to 

change drastically who he was. Likewise, the new environment may change the color of 

the Chameleon’s skin, but a chameleon remains a chameleon.  

 

5.1.2 Leader adapting to big changes: the Performer 

As a manager in a big Indian company, the Performer had been in the country for three 

years. Yet, he was the only expatriate working in the enterprise. Before his move to 

Mumbai, he already had been working with Indian companies several times in his 

previous position, and had therefore knowledge about the working processes. However, 

when he arrived, the Performer felt challenged by the expectations that were implied on 

him because of his position in the new environment. In terms of leadership, decision 

making processes and power distance, India deeply differed from Europe. The 

Performer quickly realized that he could not change his Indian employees and believed 

that he had to adapt to their way of doing. The perceived differences were large but he 

did not want to be seen as an outsider. As a result, the Performer changed his behavior 

to play his role at best, following the script India wrote for him. He adjusted his 

leadership style to match the Indian way. As such, the Performer managed his followers 

in a patriarchal way, as opposite to his natural style. The situation was very stressful for 

him but in order to maintain good relationships with his followers, he did his best to 

hide his feelings. Although the Performer experienced difficulties, things worked for a 

while: by portraying fake emotions, he could behave in a way that was satisfying his 

working partners, even though it was not in line with his beliefs and values. However, 

while a movie star can remove his outfit at the end of the shooting, the Performer had to 

play his role every single day. As time passed, the differences started to upset him. The 

leader had the feeling that he was constantly faking and hiding his true self. What he 

used to perceive as surmountable obstacles became impassable rivers, and the 

Performer got exhausted trying. After three years in Mumbai, the Performer decided to 

leave India to go back to Europe. 

 

5.1.3 Leader avoiding relationships: the Headhunter 

The first time the Headhunter went to Indonesia, it was for a business trip with his 

former company. He immediately fell in love with the country and its people. Few 

months later, he decided to start a social enterprise in Jakarta, despite the rigorous 

processes involved. The Headhunter knew enough about the country to realize the 

difficulty of the task. The differences between the two places were large, and doing 

business in Indonesia had nothing to do with doing business in Europe. However, the 

Headhunter had the ability to perceive also the similarities with Indonesian people. The 

challenge was big, but he was excited and looking forward to overcome the obstacles. 

As a social entrepreneur, the Headhunter created a business with a social purpose that 

matched his values and beliefs. The business promptly grew and the businessman had to 

hire his first employees. The investment law in Indonesia stipulates that companies must 

prioritize hiring local people. Therefore, the Headhunter looked for Indonesian 

followers. In his recruitment process, he severely tested the candidates on having the 

same social purpose and the same values as his own. In his opinion, finding working 

partners that share his goals and his vision was primordial for the sustainability of the 

business. In this context, the Headhunter did not have to adapt his behavior, as he 

created an environment where his values were shared. As a result, the followers 

identified themselves to the leader and they built a strong relationship with him. 

Additionally, the Headhunter remained true to himself, which had a positive impact on 

his plans to stay. Because he carefully selected his followers and his working partners, 
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the Headhunter felt comfortable in his new environment and successfully managed the 

transition between Europe and Indonesia.  

 

5.1.4 Leader trying to change followers: the Teacher 

Before taking her new position in Hong Kong, the Teacher had been working in various 

places worldwide and consequently had much experience in cross-cultural management. 

As a result of her former experience, she was not afraid but rather excited to take this 

new challenge. The Teacher had a very precise vision of what she wanted for the 

company, and this internal drive was a real motivator for her. When she arrived in 

China, she felt very frustrated by the way things were done: she truly believed that by 

doing things her way, her team would be more efficient. Although she recognized the 

qualities of her followers, she could not make sense of their behaviors. Her situation 

was comparable to the one of a teacher arriving in a new school and being confronted to 

new rules and expectations from the pupils and the director. Likewise, the Teacher 

arrived in a new company with expectations arising from the enterprise and the 

followers. Even though the Teacher could establish new guideline within her team, she 

was subjected to external pressures to do things in the usual way. In this context, the 

Teacher decided to express her disagreement and to state her point of view. The context 

was very stressful for her, mainly because her values did not reflect the company’s and 

its employees’ values. In order to change the behavior of her followers, she led by 

example and regularly gave feedback to her team. When discords arose, she tried to 

compromise with her team members or, in specific situations, used her hierarchical 

power.   

Just like students react in various ways to the new teacher’s educational style, followers 

show different reactions to the leader’s attempt to implement change. On the one hand, 

in some situations, the Teacher managed to change the working process. A couple of 

the Teacher’s followers adjusted to the new way of working. They accepted the 

differences in the Teacher’s leadership style and adapted their behaviors accordingly. In 

fact, they believed that her long experience and her European background would be 

beneficial for the company. These reactions had a positive effect both on the Teacher’s 

emotions and on her relationship with these team members. As the implementation of 

change was successful for the leader, she felt comfortable in her new position and could 

unrestrainedly use her leadership skills with these followers. In this context, the Teacher 

and her followers worked hand in hand toward a common goal. Additionally, some 

followers did not notice the change that the Teacher was implementing. In these cases, 

the Teacher managed to reach her goals without the followers consciously accepting or 

resisting to the change.  

On the other hand, most of the followers showed resistance to adapt to the leader’s 

change. In fact, they had a bad perception of the Teacher as they could not identify 

themselves with her values. This situation generated stress and annoyance for the 

Teacher. The relationship between the leader and these followers quickly deteriorated. 

In some cases, the Teacher decided to stop working with some of the followers, while in 

other cases the followers decided to leave. In both situations, the Teacher selected 

meticulously the new team member to avoid discordance of values. Constantly trying to 

change her followers’ behavior was exhausting for the Teacher. She considered leaving 

China couple of times, but her resilience was at this time stronger than her tiredness.  

 

5.1.5 Leader breaking relationships: the Intransigent  

After working for years in Europe, the Intransigent moved to Argentina to escape the 

routines in her career. She had never worked abroad before and did not know much 

about the country. As a consequence, she was surprised by the amount of the differences 
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between the two places. Yet, she quickly realized that she had to adjust to deal with the 

new environment. Although this challenge was a source of stress, the Intransigent did 

her best to understand differences and behave in the expected way. However, in 

situations in which her beliefs were challenged, the Intransigent resisted to adapt. She 

was not willing to give up on her values to please her working partners. Additionally, 

because she could not make sense of her followers’ attitudes and expectations, the 

Intransigent showed signs of irritation and frustration. Working in this context was not 

conceivable for the leader. Consequently, in cases in which her values were challenged 

by one of her team members, the Intransigent decided to break the relationship and to 

stop working with this person. Likewise, she was not willing to compromise with clients 

in situations in which her values were attacked and prefered to interrupt the 

partnership. In other words, the Intransigent would rather break a relationship than 

making concessions on her values. Later, the leader would select more carefully her 

working partners to avoid these situations and to feel comfortable working in Argentina. 

 

5.2 Model 

This study claims that in situations in which leaders’ values are not shared with the 

followers, they can use various coping strategies. The coping strategies represent the 

actions leaders take in situations in which their authenticity is put out of balance. The 

above told stories are a representation of the five coping strategies found. Besides the 

stories, a model could be constructed from the final theory. The model is made out of 

three main categories: the conditions influencing the leaders’ actions, the coping 

strategies used by the leaders, and the outcomes of these strategies. Each of the category 

comprises sub-categories. The interconnection between the elements of  the model is 

shown in figure 2 (p. 45). This section describes and explains the different aspects of the 

final model. 

 

5.2.1 Conditions 

The upper part of the model represents the conditions influencing the phenomenon. 

When looking at the conditions influencing the actions taken by the leaders, three 

categories arise: psychological conditions, personal characteristics and environmental 

conditions. However these conditions do not seem to have a direct effect on the actions. 

The combination of three conditions lead to certain feelings of the leaders, and based on 

these feelings leaders make decisions about the coping strategy they use. 

First, the actions of the leaders are influenced by psychological conditions. This means 

that the way leaders perceive and make sense of the differences around them affects the 

coping strategy the leader takes. The degree to which leaders understand the differences 

has an impact on the way they react to these dissimilarities. For example, leaders 

indicate that when they understand why certain behavior is common in the new 

environment, they are better able to accept it. Second, the actions taken by leaders 

depend on personal characteristics such as their personality and their background. For 

instance, having an international experience may lead to lessons learned, leading to 

different actions. Third, the surrounding of the leaders also impacts the choice of coping 

strategy by the leader. The characteristics of the followers and of the relationship appear  
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Figure 2. The final theory: An overview of the conditions, coping strategies and outcomes 
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to be the environmental conditions. It is suggested by the leaders that for example the 

length of the relationship affects the coping strategy used by the leader. 

As stated before, the three groups of conditions do not seem to have a direct effect on 

the choice of coping strategy. Due to the psychological, personal and environmental 

conditions, leaders experience feelings when facing situations in which their 

authenticity is brought out of balance. These feelings can be positive, e.g feeling 

excited, or negative, e.g feeling challenged. According to these feelings, leaders take 

actions and show certain coping strategies. 

 

5.2.2 Coping strategies 

When leaders’ authenticity is brought out of balance, leaders use a certain strategy to 

deal with it. Although it is described here as if leaders deliberately choose a strategy, 

probably most of the time this choice is an unconscious process. Furthermore, even 

though the coping strategies are described as five separate ones, the strategies can be 

used simultaneously by the leader. 

Leaders indicate that the first action taken by them is learning. Leaders report to do this 

by observing their new environment and talking to the people. In this way the leaders 

learn the specificities of their surroundings. This learning influences the way leaders 

perceive and understand the differences. By learning, the leaders better understand the 

why of the new environment. This implies that the learning phase has an impact on the 

psychological conditions. A change in these conditions may create a change in the 

leader’s feelings, and therefore lead to different actions. For example, leaders mention 

that in the beginning they feel challenged. By observing and asking, they better 

understand the way of doing, which in turn makes them more comfortable with the new 

surrounding. Consequently this leads to different actions than when the leader felt more 

challenged than comfortable.  

After learning, two broad options in which nuances exist arise: leaders can either be 

more adapting or more resisting to the change required by the new environment. 

Furthermore, leaders can show behavior that combines adaptation and resistance to 

change. Looking at the adapting strategies, leaders adapting to the new environment can 

either adapt on a superficial or a deep level. The story of a leader adjusting to small 

differences has been told in section 5.1.1: the Chameleon. The portrait of a leader 

adapting to big differences has been outlined in section 5.1.2: the Performer.  

On the other hand side, the leader’s resistance to adapt can manifest itself in three 

different ways. First, the leader may avoid situations in which the authenticity is put out 

of balance. As described in section 5.1.3: the Headhunter, the leader creates an 

environment where the values are shared between the leader and the followers. 

Secondly, the leader may try to change the behavior and the mindset of the followers. 

By doing this, the leader intents to persuade the followers of his or her values and 

transmit his or her way of working. These actions will have consequences depending on 

the follower’s reaction to change (see section 5.2.3). The story of the leader as a 

Teacher as been told in section 5.1.4. Finally, the leader can decide to resist to adapt by 

breaking the relationship with the follower, as it has been illustrated in section 5.1.5: the 

Intransigent. 

In conclusion, leaders most likely start with trying to learn about the environment. Once 

the conditions have been established, the leaders try to adapt the small differences, try to 

adapt the large differences, try to avoid certain relationships, try to change the followers 

or break the relationship. All of these actions turned out to have an effect on the leader 

and the relationship. 
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5.2.3 Outcomes  

The five strategies mentioned in section 5.2.2 have three different kind of effects. First 

of all, the choice of coping strategy affects the strength of the relationship between the 

leader and the follower. Furthermore, the action of the leader influences the leader’s 

emotions. Lastly, the leader’s emotional response affects the leader’s ability to stay in 

the environment. The coping strategies can either have a positive or a negative effect on 

the outcomes. The effect of the strategies on the outcomes, arising from the 

interpretation of the data, are visible in table 7 (p. 49). 

When leaders decide to adapt to small differences, this is found to affect the relationship 

between leaders and followers in a positive way. Furthermore, when leaders are 

successful in adapting to small differences, they will feel successful and comfortable. 

As a result, this also affects the ability to stay for the leader in a positive way. However, 

some leaders report that the adaptation to small differences is exhausting, but still 

important to be able to deal with the environment. When the leader’s emotions are more 

negative, then this will also have a negative effect on the leader’s ability to stay. 

Leaders can also adapt to large differences. This again has a positive effect on the 

relationship as the leader tries to follow the environmental pressure and therefore 

pleases the environment. However, the big changes have a negative impact on the leader 

as they require the leader to change himself, which is experienced as stressful and 

upsetting. These negative feelings result in that leaders often do not stay for a long time. 

Leaders mention that in some situations they decide to apply the avoiding strategy. This 

strategy has a positive impact on the relationship between the leader and the follower, 

because in this strategy the leader ensures that the values are shared between them. 

Also, this strategy affects the leader in a positive way as they can stay with their own 

values. This evokes emotions of success and comfort. As a result, the leader is able to 

stay in the new environment. 

The action “change the followers” can lead to different reactions from the followers. 

Followers can either accept the change, not notice the change, or be reluctant to change. 

Each of these reactions leads to different outcomes for the relationship and the leader. 

When the followers accept the change, this means that values become shared, which has 

a positive influence on the followers. In the same line, leaders do not have to change 

behavior and their values are confirmed, which leads to a leader who experiences 

positive emotions and is able to stay. 

In contrast, when the followers are reluctant to change, this will have a negative impact 

on the relationship. It is noted that some followers who refuse to change, even decide to 

break the relationship. This rejection of the leader’s values will negatively affect the 

leader as it is seen as stressful, exhausting and upsetting. However, for some it is a relief 

that followers break the relationship. Depending of the the leader’s emotions, positive 

or negative, the leader experiences the (in)ability to stay. 

Furthermore, leaders talked about changing followers, without them consciously 

noticing. From the data it became not clear what the effect was on the relationship, the 

leader’s emotions and the ability to stay.  

Lastly, leaders can choose to break the relationship in situations in which their values 

are challenged. The consequences are negative for the relationship as it will finish the 

relationship. The effects on the leader are on the other hand not identified in this 

research.  
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Adapting to big differences positive negative negative 

Avoiding situations positive positive positive 
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  Followers accept change positive positive positive 
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change 
negative negative negative 

  Followers do not notice  unknown unknown unknown 

Breaking the relationship  negative unknown unknown 

Table 7: Effects of the coping strategies on the outcomes  
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6 Interpretations and discussion 
 

This thesis aimed to explore the coping strategies of leaders in situations in which their 

authenticity is put out of balance. Specifically, this means that this thesis describes the 

different actions shown by the leaders in order to deal with these particular situations. 

The literature suggests that leaders either stay with their own values and try to persuade 

them to the followers (Eagly 2005) or adapt to the group values and avoid showing 

damaging emotions (Gardner et al. 2005). As expected, the leaders’ behavior does not 

simply fit into one group or the other. Instead, this research found that there are more 

nuances in how leaders respond to situations in which their values are challenged. The 

first action taken by leaders consists of learning, during which leaders discover and try 

to make sense of the new environment. Subsequently, roughly five categories of actions 

could be distinguished from the data. Leaders tend to adapt to small differences, adapt 

to large differences, avoid relationships, try to change followers or break relationships. 

Although these are five clearly defined categories, this does not imply that one leader 

only adopts one kind of strategy. This research found that the kind of strategy chosen by 

the leader highly depends on the conditions surrounding the leader. Furthermore, it 

should be noted that in this research it is stated that leaders choose or decide upon 

certain actions leading from conditions, this does mean that the decision for actions can 

be taken both intentionally or unconsciously. 

 

6.1 Conditions 

The leaders indicated that their behaviors are influenced by psychological, personal and 

environmental conditions. The relationship between these conditions and their influence 

on one’s behavior appear in the cultural intelligence literature. When people need to 

adapt to a new environment, they exhibit a certain degree of Cultural intelligence (CQ) 

(Ang et al. 2007; Engle & Crowne 2014). CQ refers to the adjustments people make to 

be effective across cultures (Deng & Gibson 2008; Engle & Crowne 2014). CQ is 

composed of four dimensions which together represent the overall ability to function in 

a different culture: (1) metacognitive CQ, (2) cognitive CQ, (3) motivational CQ and (4) 

behavioral CQ (Ang et al. 2007). First, (1) metacognitive CQ represents the process 

persons use to assimilate and understand human differences related to culture. 

Individuals with high metacognitive CQ are consequently aware of other’s preferences. 

Applying this asset to leadership and to the leaders’ coping strategies, the metacognitive 

CQ represents the extent to which the leader is aware of the characteristics of the 

followers, which are part of the environmental conditions. Second, (2) cognitive CQ 

reflects the knowledge one has about the culture i.e. knowledge of the economic, legal 

and social systems. Persons with high cognitive CQ have a better understanding of the 

similarities and differences between their culture and the new surroundings. Therefore, 

cognitive CQ plays a role in the psychological conditions influencing leaders’ actions. 

Third, (3) motivational CQ represents the degree to which one is willing to devote 

energy to learn about cultural differences and adapt to the new culture. Individuals 

scoring high in motivational CQ show higher motivation to function in the new context. 

Relating this concept to the coping strategies model, motivational CQ appears as a 

factor influencing leaders to enter in the learning phase. Last, (4) behavioral CQ reflects 

the capacity of one to exhibit appropriate actions when interacting with individual from 

different culture. In other words, behavioral CQ refers to the ability to show behaviors 

reflecting (meta)cognitive and motivational CQ (Deng & Gibson 2008). All these taken 

together, individuals with high cultural intelligence (personal condition) are aware of 

the characteristics of the locals (environmental conditions) and more able to understand 
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the differences (psychological conditions). From this understanding, people act 

consequently. Therefore, cultural intelligence is one of the factors explaining how the 

set of personal, psychological and environmental conditions influences the leader’s 

actions.   

 

6.2 Learning 

Besides the five main coping strategies, the leaders also all indicate to adopt an initial 

strategy when arriving into the ambiguous situation. In this specific context the leaders 

report to first take part in a learning phase. In this phase, the leaders try to learn how 

things work in the new context and what behavior is expected.  

This learning phase is seen as likely to occur and is explained by literature. When 

people arrive in a situation in which the personal standards differ from the societal 

standards, cognitive dissonance occurs (Maertz, Hassan & Magnusson 2009). This 

means that the person is in a negative state of psychological discomfort and 

uncomfortable arousal (Maertz, Hassan & Magnusson 2009). The natural human 

tendency is to attempt to eliminate or reduce this uncomfortable feeling. This reduction 

can be accomplished in multiple ways. People can start by observing the others’ 

behavior in order to prevent that unexpected and stressful moments arise. Furthermore, 

people can learn the behaviors that are appropriate according to the new culture in order 

to fit in. However Maertz, Hassan and Magnusson (2009) state that sometimes learning 

is not enough and that cognitive processes such as perceptual modification occur, which 

reduce the dissonance (Maertz, Hassan & Magnusson 2009).  

In case of perceptual modification, people tend to participate in selective remembering, 

adding or distorting cognitions. In this way people are able to change the perception of 

the new culture. This can eventually even make the persons change their perception in 

such a way that the own culture and the new culture are perceived as more similar. This 

change requires the person to search for deep understanding of the new culture. This 

places the new culture better into perspective and shows that values, attitudes, behaviors 

and norms are on a deeper level more connected to the home culture than expected. In 

other words, by learning about the culture, the person is able to understand the why of 

behaviors which often represents values similar to the home culture, only expressed in a 

different way. So perceptual modification reduces the perceived inconsistency between 

the new and the home culture and subsequently reduces the feeling of discomfort.  

The process described by Maertz, Hassan & Magnusson (2009) is also found in the data 

in this study. The leaders describe that they are disturbed in the beginning by the 

differences encountered. Furthermore, they indicate that they try to overcome this by 

learning about the culture. This is recognized by the leaders as a factor that helps them 

to understand the differences. The better understanding is stated to affect the way the 

leaders cope with cultural challenging situations. So indirectly the leaders stated that 

they participated in the process of perceptual modification in order to deal with the 

initial cultural disturbances and make themselves more comfortable in the new 

environment.     

 

6.3 Adapting to small differences 

When the leaders got into the new context, they state that they adjusted to aspects that 

were reported to be of minor influence to them. In these situations leaders are not forced 

to act inauthentically, while at the same time they enhance relational authenticity.  

This response is logical according to Maertz, Hassan and Magnusson (2009) as leaders 

in a new environment experience arousal and psychological discomfort because the 

mismatch between social and personal standards. In other words the leaders experience 
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cognitive dissonance, which causes so called acculturative stress. The natural tendency 

for people to this kind of situations is that they try to reduce this acculturative stress and 

therefore leaders try to adjust (Maertz, Hassan & Magnusson 2009). When the leader 

successfully adjusts, then this will positively influence the leader in the sense that he 

feels more comfortable, in control, familiarity with the new culture and less stress 

(Maertz, Hassan & Magnusson 2009).  

In general leaders who mentioned the small adaptations, confirm the predictions of 

Maertz, Hassan and Magnusson. Leaders report to perceive differences which makes 

them feel challenged. In order to deal with this, the leaders state that they try to adapt to 

small differences. As a consequence, the leaders feel successful and comfortable.  

However, not all leaders experience the positive feelings. Some leaders in this study 

mention that they feel exhausted because of the adaptation to small differences. And this 

is also where Maertz, Hassan and Magnusson (2009) warn for. They say that indeed 

performing the culturally appropriate behavior will reduce the stress arising from social 

uncertainty. However, meanwhile it can increase the stress stemming from internal 

inconsistency and challenging the self-concept (Maertz, Hassan & Magnusson 2009).    

 

6.4 Adapting to big differences 

When leaders face situations in which their own values and expectations differ largely 

from the values and expectations of the followers, the leaders can decide to adapt 

towards the followers. In this situation, the leader partly abandons his or her authentic 

behavior in order to promote group values and enhance relational authenticity.  

That leaders decide to adapt and deviate from their naturally performed behavior can 

have several reasons. Harter (1997) finds three reasons for people to engage in unnatural 

behavior. Two of Harter’s reasons can be seen as reasons to behave inauthentically 

(Kernis 2003). First of all, people can behave inauthentically because of self devaluation 

(Harter 1997). This means that when the environment (family, peers for example) does 

not like them, people decide to change their behavior and accordingly behave 

inauthentically. A second reason to behave inauthentically is that the person wants to 

please, impress or gain acceptance from the others (Harter 1997). In order to do that, the 

person feels that she has to act differently from the natural behavior. 

Looking at the data in this study, the second reason of Harter (1997) seems to be the 

reason for leaders to behave inauthentically when they face a situation in which their 

behaviors are not similar to the followers’ expectations. The leaders adapting to big 

differences state that they adapt to gain acceptance and they believe that acceptance will 

lead to effective relationships with the followers. Indirectly the leaders also mention that 

they adapt to please the followers, as they state that they adapt to comfort the followers. 

Similar to the reason to gain acceptance, the leaders want to please followers as they 

believe that this will enhance the relationship with the followers. 

However, it arises from the data that this coping strategy is related to problems for the 

leader. The discussed problems by the leaders are similar to the problems that literature 

suggested to arise. Gardner, Fischer and Hunt (2009) argue that leaders who display so 

called surface acting, i.e leaders who behave inauthentically, are more vulnerable to 

emotional dissonance and job burnouts. Specifically, when leaders portray emotions 

instead of exhibiting their true feelings, leaders feel inauthentic. As a result leaders start 

to feel exhausted and frustrated. Furthermore, the leaders experience emotional 

detachment and cynicism regarding followers, clients and the organization. Lastly the 

leaders will start to feel less competent and ambitious. All of these outcomes are factors 

that in the end can lead to a job burnout (Gardner, Fischer & Hunt 2009). 

These predicted outcomes by the literature are similar to the ones in this study. Leaders 

who try to adapt to a large extent towards the followers’ values and behaviors report to 
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feel exhausted, stressed or upset. In general the leaders manage to keep up with the 

change of self-behavior for a while, but in the long term the consequent feelings cause 

that the leader is unable to stay. So, similar to the literature where feelings of exhaustion 

and frustration lead to a burnout, here these feelings lead to the inability to stay for the 

leader. 

  

6.5 Avoiding 

Some leaders reported a strategy of avoiding of relationships that are not congruent with 

the leaders’ convictions. This means that leaders foresee that if the leader will start 

working with certain persons, situations of clashing values will arise. Therefore the 

leaders deliberately chooses not to work with those certain people. Instead, the leader 

selects certain persons to build a relationship with, as the leader believes to be able to 

work with them based on shared values.  

Literature explains the reasons for this strategy to occur. People prefer situations that are 

congruent and predictable with their own expectations (Swann 1983). Therefore, people 

prefer situations in which their self-image is confirmed and even try to create these 

environments (Swann 1983). According to Swann (1983) there are three ways in which 

a person can create an environment that will confirm the self-conceptions. The person 

can (1) display symbols of who he or she is, (2) choose the right interaction partner, and 

(3) have certain interaction strategies, which all enlarger the chance that the interaction 

will validate the self-image.  

The leaders who take the strategy of avoiding are using the second strategy named by 

Swann (1983), which suggests that people search for interaction partners who confirm 

one’s self-image. This tendency has as result that people end up in situations that are 

self-verifying and self-sustaining. So in this way the situations become predictable, 

which is what persons strive for. 

According to Kernis and Goldman (2006) these self-verification processes are more 

likely to occur for authentic individuals. This is because authentic individuals have a 

better self-knowledge, more unbiased processing and more behavioral authenticity, 

which results in accurate self-image. So these authentic individuals have a higher 

chance of picking the right interaction partners, as they have a more clear and correct 

self-image. In other words, if one does not have a correct self-image, one will choose 

the interaction partner based on this incorrect self-image which leads to incongruence 

between the self and the interaction partner. As a result the interaction partner will not 

verify the right self and a self-verification process will not occur.     

So as authentic leaders have a more clear self-image, they more clearly see the 

incongruence between themself and followers. As this is a naturally undesirable 

situation (people want a predictable environment (Swann 1983)), the leaders try to solve 

this by avoiding the incongruent followers and sometimes even choosing the right 

interaction partners. Hence, close relationships can be established in which openness, 

truthfulness and sincerity can be displayed. As a result relational transparency and 

relational authenticity can be established. 

By using this strategy, the leaders overcome the discrepancy between relational 

authenticity in the original authenticity literature and in the authentic leadership 

literature, as mentioned in the introduction (pp. 4-6). Where in the original authenticity 

literature relational authenticity is based on shared values, in the authentic leadership 

literature relational authenticity is established by the leader’s ability to persuade the 

values to the followers. When leaders chose the avoiding strategy, leaders can build 

relational authenticity again on shared values instead of building relational authenticity 

by persuading the leader’s values to the followers. 
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This coping strategy implies that when a leader expects to face a situation in which their 

values will be out of balance, the leader tries to avoid this by choosing certain 

relationships. In this way the leader keeps both the behavioral authenticity and the 

relational authenticity.  

The leaders all reported positive outcomes of this strategy. Leaders with the avoiding 

style reported to feel successful and comfortable. According to the literature these 

consequences are to be expected, because by acting authentic the leader positively 

influences the own well-being (Hunt, Gardner & Fisher 2008; Toor & Ofori 2009; 

Gardner, Fischer & Hunt 2009), intrinsic motivation and workflow (Ilies, Morgeson & 

Nahrgang 2005). Additionally, by sustaining relational authenticity as well, the 

followers are positively affected concerning their emotional safety (Ekvall 1996, as 

cited in Hughes 2005, p. 96) and well-being (Ilies, Morgeson & Nahrgang 2005). Also, 

relational authenticity leads to more trust in the leader (Ilies, Morgeson & Nahrgang 

2005; Luthans, Norman & Hughes 2006) which has a positive effect on the leader’s 

well-being (Hughes 2005). Ultimately this all leads to more stable, intimate and fully 

functioning relationships between leaders and followers (Kernis & Goldman 2006b; 

Spitzmuller & Ilies 2010) which has a positive effect on both individual and group 

performance (Ilies, Morgeson & Nahrgang 2005; Xiong & Fang 2014) and can lead to 

organizational competitive advantage (Jones & George 1998).  

 

6.6 Change followers 

Leaders indicated that they tried to change the behavior of the followers in order to deal 

with situations in which the followers’ expectations and values were not shared with the 

leaders’ expectations and values. What this shows is leaders behaving in accordance 

with their authentic behavior and not necessarily taking into account the convictions of 

the followers. However, as shown by the results, this does not mean that there can not 

be any relational authenticity. In some cases, leaders managed to change the behavior 

and mindset of the followers, which resulted in a relationship in which values are shared 

again. This changing of followers is done both by actively involving the followers in the 

change or unconsciously changing their behavior. Furthermore there are cases in which 

this strategy of changing followers led to followers who rejected the proposed change, 

which consequently harmed the relationship. 

That some authentic leaders are able to successfully change the behavior of the 

followers can be explained by the characteristics of authentic leaders. Ilies, Morgeson 

and Nahrgang (2005) found that authentic leaders score low on self-monitoring. This 

implies that authentic leaders show little expressive control when it concerns their 

public self-presentation. In line with low self-monitoring, authentic leaders tend to score 

low on the corresponding factor other-directed self-presentation (Ilies, Morgeson & 

Nahrgang 2005). This characteristic means that the leader does not display behavior 

because others expect the leader to behave in a certain way in social situations, but 

behaves in line with the self (Snyder & Gangestad 1986). As this implies that as leaders 

are not sensitive to social pressures, they are able to act differently from the 

expectations in the local environment.   

According to Ilies, Morgeson and Nahrgang (2005) authentic leaders are featured by a 

special kind of self-monitoring. Besides that authentic leaders score low on other-

directed self-presentation, they tend to score high on acting and extraversion. Acting 

means that the leader has the ability to actively control expressive behavior in order to 

get the right message across (Snyder & Gangestad 1986). Furthermore, extraversion 

entails that the leader has the ability to perform in social situations and draws attention 

to himself in groups (Snyder & Gangestad 1986). The combination of these factors, 
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being good in acting and being extrovert, makes the leader effective in persuading 

followers of the leader’s convictions.    

So, as the authentic leader is not sensitive to social pressures (low other-directed self-

presentation), but is very effective in persuading others (high acting and extraversion), 

in some cases the leader manages to resist adapting to the new environment and 

persuade the followers to change their behavior in accordance with the leader’s 

convictions. In this way leaders manage to show both behavioral authenticity and 

relational authenticity.  

Consequently, it seems natural that the leaders within this situation mention that they 

feel comfortable and successful. According to the literature these consequences are to 

be expected, because by showing behavioral authenticity the leaders positively 

influence their own well-being (Hunt, Gardner & Fisher 2008; Gardner, Fischer & Hunt 

2009; Toor & Ofori 2009), work flow and intrinsic motivation (Ilies, Morgeson & 

Nahrgang 2005). Additionally, relational authenticity leads to more trust in the leader 

(Ilies, Morgeson & Nahrgang 2005; Luthans, Norman & Hughes 2006) which also has a 

positive effect on the leader’s well-being (Hughes 2005). Ultimately this all leads to 

more stable, intimate and fully functioning relationships between leaders and followers 

(Kernis & Goldman 2006b; Spitzmuller & Ilies 2010).  

 

However, when the leader tries to change the behavior of the followers, this does not 

imply that the leader is successful in sustaining both behavioral and relational 

authenticity. There are situations mentioned in which the followers refuse to adapt to 

the leaders’ wanted change. In this cases the leader tries to keep the behavioral 

authenticity, but fails to build relational authenticity.  

Gardner, Fisher and Hunt (2009) expect that leaders who show genuine feelings (i.e 

show authentic behavior) will be better trusted by the followers. However when these 

genuine emotions and behaviors are not in line with the expectations of the 

environment, the amount of trust in the leader is negatively affected. Trust is seen as a 

social concept that takes place among organizational members and plays a role in one’s 

ability to influence others. As leadership and relational authenticity is based on 

influencing followers, the lack of trust leads to less effectiveness (Hughes 2005).  

It seems that these reasons can explain the situations described in the data. Leaders 

report to resist to change towards the new expectations and stick with their own 

convictions. So the leaders show their genuine emotions and behavior, although these 

are not in line with the local expectations. Even though the leaders do not directly talk 

about the consequences this had for trust, it is said that this behavior led to followers 

who broke the relationship or refused to adapt.  

 

6.7 Breaking 

Some leaders stated to resist to the followers’ values, behaviors and expectations and 

therefore decided to break the relationship. In this way the leaders secure that they can 

behave authentically, although they give up on relational authenticity. 

In the literature, it is said that leaders can have an ongoing resistance to adapt in order to 

keep personal harmony and not to break any personal values, behaviors and norms 

(Maertz, Hassan & Margesson 2009). Maertz and colleagues state that when leaders 

reject the values, behaviors and expectations of the followers, this will lead to more 

frequently experienced dissonance and less frequent interaction with people from the 

new culture. As a result, the leader is more inclined to leave the assignment abroad 

(Maertz, Hassan and Margesson 2009). In other words, by resisting to adapt, the leader 

continues to be confronted with the differences in personal and local standards which 
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leads to the negative arousal and discomfort. To deal with these negative feelings, the 

leader therefore decides to quit the assignment.  

This process described by Maertz, Hassan & Margesson (2009) can possibly be applied 

to the leaders who enact the breaking strategy. When leaders act in this strategy, they 

have decided to resist on a certain point to adapt. In contrast to the theory, the leaders 

here do not try to keep rejecting over time, but decide to break the relationship 

immediately. It can be assumed that leaders do not try to keep up over time to slowly 

come to a point of quitting, because the prospect of the corresponding negative feelings 

of keeping up are not worth trying for the leader. Instead, the leader immediately quits.  
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7 Limitations 
 

The following section provides a discussion of the limitations of this research. Although 

the researchers aimed to make this thesis as precise and relevant as possible, the 

findings should be interpreted in the light of several limitations.  

 

First of all, one important limitation concerns the size and diversity of the sample used 

during the data collection. The study has been made through eight interviews and five 

case studies. Considering the size of the population, the two samples appear to be quite 

small. Furthermore, the research was conducted with Western leaders except for one, 

working in non-western countries. Therefore, the generalizability of the study is limited 

to Western leaders facing situations in which the values on which their authenticity is 

based are challenged. This limitation is a consequence of the convenient sampling and 

the time pressure the researchers were facing. As the study was conducted in a short 

period, the choice had been made to restrict the quantity of data. However, even though 

the sample size is small and has limited generalizability, the study indicated that there 

are multiple coping strategies for leaders in contrast to what was suggested by literature. 

Future research should be conducted with a more representative sample including non-

western leaders and extending the number of participants. In that way better insight can 

arise around the coping strategies of leaders. 

A further limitation is the use of the term “followers” to characterise employees, clients 

and working partners of the leader, i.e any person under the influence of the leader (See 

p. 17). It can be assumed that the nature of the follower may have an influence on the 

coping strategies used by the leader. For instance, it can be expected that a leader would 

take different actions with the employees than with the clients. This limitation could be 

defended as this thesis is an exploratory research and was only looking for a first 

indication of how leaders deal with followers when they challenge the leader’s values. 

However, for future research it can be interesting to make distinctions between the 

different groups of followers to identify the leader’s strategies accordingly. 

Moreover, the research gave an insight about the leader’s thoughts, feelings and actions 

when the values between the leader and the followers differ, but little was said about the 

followers’ feelings and behaviors in such situations. This is because the study was built 

from the leader’s perspective, and therefore does not focus much on the follower’s 

actions. Consequently, some aspects are missing to get a global understanding of the 

situation. For instance, this research identified situations in which the followers resist or 

adapt to the change implemented by the leader, but did not tap into the process 

followers go through in these circumstances. This can be of importance as relational 

authenticity is not a solitary process, but should be understood from both followers and 

leaders in order to be effective (Eagly 2005; Peterson 2005; Mazutis & Slawinski 2015). 

Future research can aim attention at the followers and the way they cope in these 

situations in which their values are challenged by the leader, in order to get a better 

understanding of the situations that arise.  

Furthermore, in addition to the learning phase which appears as a behavior shared by all 

the leaders, only five coping strategies have been identified in this research. The aim of 

the study was not to make an exhaustive taxonomy, but to show that there is a broader 

range of strategies than the literature suggests. Yet, it is expected that there are more 

actions taken by leaders to face situations in which their authenticity is put out of 

balance. Therefore, this research constitutes a starting point for further research aiming 

to extend and deepen the classification of leader’s coping strategies. 
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Additionally, this thesis presents a range of coping strategies and gives indications on 

the conditions leading to the leader’s actions, and the outcomes of these actions. 

However, as it was not the main aim of the research, little attention has been given to 

these conditions and outcomes. Future research could be conducted to get better insight 

on the range of conditions and the specific links between the conditions and the coping 

strategies. For instance, it can be expected that a specific set of conditions leads to the 

choice of a specific coping strategy. Further research is needed to establish such a 

connection.  

Finally, this research does not judge on how successful the coping strategies are. 

Although the effects of the coping strategies on the outcomes have been characterised as 

“positive” or “negative”, this should not be considered as a judgement of success of the 

outcome. It is solely to indicate the direction of the effect. Consequently, future research 

can focus on the success of each coping strategy, especially from a leadership 

perspective. For instance, further researchers can identify the consequences of the 

strategies on the followers’ efficiency or the leader’s legitimacy. In that way leaders can 

be advised in the best coping strategies in certain situations.     
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8 Conclusion 

 

This research focussed on authenticity, authentic leadership, and more specifically on 

authentic behavior and relational authenticity as components of authentic leadership. In 

these two aspects, the concept of values plays a major role: on the one hand, to behave 

authentically, leaders must behave according to their own values. On the other hand, 

authentic relationships are based on shared values. The aim of the study was to provide 

an insight regarding the main actions taken by the leaders when their values differ with 

the ones of the followers. This goal was achieved through the support of primary and 

secondary data. First, a literature review gave an insight on the components of 

authenticity, authentic leadership, and on the importance of relational authenticity and 

authentic behavior. Secondly, through eight interviews and five case studies, a range of 

behaviors became apparent. This all taken together contributed to the answer of the 

research question:  

What are the main observable coping strategies of leaders in situations where 

the values on which their authenticity is based are challenged? 

The literature suggested that in such situations, leaders either abandon their own values 

(Gardner et al. 2005) or damage the relationship by sticking to their own values (Eagly 

2005). However, it was assumed in this research that the leaders’ reactions comprise 

more nuances. In other words, it was expected that leaders do not opt either for 

authentic behavior or for relational authenticity, but use a broader range of coping 

strategies. This research confirmed this assumption.  

 

This thesis shows that leaders, in situations in which their values are challenged by the 

followers, have five different coping strategies. This does not imply that leaders only 

use one or the other. Multiple coping strategies can be used simultaneously, as one act 

can make another possible. For example the act of adapting in one area, can make 

changing followers possible in another area. Also, one leaders can use different 

strategies in different situations, so strategies are not only person dependent but also 

situation dependent.  

This research claims that the kind of coping strategy chosen by the leader (although the 

word ‘chosen’ is used here, the decision can be made unconsciously) depends on 

psychological conditions, personal characteristics and environmental context. Literature 

confirmed these conditions, and in addition enriched these categories and gave an 

understanding about the relationships between the psychological, personal and 

environmental conditions.  

Furthermore, this research states that these combinations of conditions arouses certain 

feelings in the leader. These feelings in the specific situations lead to certain actions to 

deal with the situations. Although literature suggested that leaders either resist or adapt, 

here it is found that leaders either, adapt to small differences, adapt to large differences, 

change the followers, avoid relationships or break relationships. Despite that much 

understanding of the actions arose from the interviews and the cases, literature outside 

the field of authenticity suggested an even more detailed explanation for certain coping 

strategies. For example, much of the leader’s behavior could be understood by looking 

into the psychology literature about self-monitoring and self-verification processes.  

Lastly, this thesis shows that the coping strategy of a leader affects the relationship 

between the leader and the follower, and the leader’s emotions. Furthermore, the 

leader’s emotions influences the leader’s ability to stay. Additionally, the literature 

confirms the outcomes and even indicates further larger implications of leaders’ actions 



  
 

60 

and suggests that the outcomes of strategies can affect followers, group performance 

and organizational performance. 

 

8.1 Major findings 
Based on the responses collected through the interviews and the case studies, a model 

(figure 3) was built to explain the coping strategies of leaders in situations in which 

their authenticity is brought out of balance. From this research three main findings arise. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Figure 3. The final theory: An overview of the conditions, coping strategies and outcomes 
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Finding 1 - when facing situations in which their authenticity is brought out of balance, 

leaders present multiple coping strategies.  

Unlike the literature suggest, leaders do not either opt for authentic behavior or 

relational authenticity, but the research shows that the coping strategies of the leaders 

comprise more nuances. The first action taken by the leaders consist of a learning phase. 

Later, the study identified five main coping strategies: leaders can adapt to small 

differences, adapt to big differences, avoid situations, try to change the followers and 

break the relationship with the followers. This does not imply that leaders choose only 

one strategy per situation, it can appear that a combination of strategies is used in order 

to deal with the situation. 

 

Finding 2 - The coping strategy chosen by the leader depends on psychological, 

personal and environmental conditions. 

Psychological, personal and environmental conditions lead to feelings experienced by 

the leader. These feelings determine what actions are taken by the leader. The strategies 

used vary according to the conditions, i.e a leader may use one strategy or another 

depending on the context. Consequently, there is no coping strategy attached to one 

leader. Likewise, two leaders confronted with the same situation may use two different 

strategies.  

 

Finding 3 - The coping strategies influence the strength of the relationship with the 

followers, the leader’s emotions and the leader’s ability to stay in the environment. 

From the actions that leaders take as a response to the conditions, positive or negative 

effects can be observed. The degree and the nature of the effect that coping strategies 

have on the relationship between the leader and the followers, the leader’s feelings and 

the leader’s ability to stay in the environment vary across situations.  
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9 Implications 

 

9.1 Scientific implications 

This research contributes to the theoretical development of authentic leadership 

literature in several ways. First, there are no empirical studies, as far as the researchers 

are aware, that examine the coping strategies of leaders in situations in which their 

authenticity is brought out of balance. The initial literature suggests that in such 

situations, leaders would either abandon their own values (Gardner et al. 2005) or 

damage the relationship by sticking to their own values (Eagly 2005). This research 

nuances these assumptions and expands the range of coping strategies leaders use when 

their values are not congruent with the values of the followers. Furthermore, the study 

gives initial insights regarding the conditions leading to certain coping strategies and the 

effect these strategies have on the relationship between the leader and the followers, the 

leader’s emotions and the leader’s ability to stay in the new environment. 

Second, this thesis contributes to the existing literature by suggesting an answer to the 

question regarding whether authentic leadership can be achieved in situations where the 

values between the leaders and the followers differ. Data here suggest that leaders who 

succeed in persuading the followers of their values can show authentic behavior and 

build authentic relationships. However, when leaders fail in persuading the followers, 

data suggest that leaders would rather give up on the situation and/or build a new 

environment where values are shared. Furthermore, leaders can attempt to create an 

environment in which both authentic behavior and relational authenticity can be 

sustained. 

Third, the research helps to determine how the multi-component conceptualization of 

authenticity built by Kernis and Goldman (2006b) can be applied to leaders and 

authentic leadership. Kernis and Goldman (2006b) state that relational authenticity only 

applies to close relationships. These relationships are likely to arise between people who 

share the same values. Leadership literature suggested that relational authenticity in 

leadership can be achieved by persuasion and negotiation. However, this research 

indicates a new way in which leaders can build relational authenticity in an environment 

where the values between leaders and followers are initially not shared.  

 

9.2 Practical implications 

This research has also multiple practical implications. First of all, this research increases 

the awareness about the process leaders go through when their values are challenged. 

This can be useful for future expatriates, but also for leaders who plan to change their 

working environment. Since the research shows that leaders cope better when they have 

a deep understanding of their surroundings, leaders could decide to increase their 

knowledge about their future working place in order to facilitate their integration. 

Subsequently, leaders would learn more about the values of the new environment and 

the degree to which these values differ from their values. 

This research underlines the importance of shared values between the leader and the 

followers to build authentic relationships. However the research also suggests that the 

values can not be shared at any price. This means that if the leader himself has to 

change too much, this will negatively impact the wellbeing and therefore the success of 

the leader. These aspects suggest the importance of organizational values in which 

employees can identify themselves. One of the implications for human resources 

managers concern the importance of hiring persons whose values are congruent with the 

organizational values, in order to develop authentic relationships within the company. 

Hiring people with congruent values leads to a larger chance of building authentic 
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relationships. These relationships are seen as more stable (Kernis & Goldman 2006b; 

Spitzmuller & Ilies 2010) and lead to more wellbeing and efficiency for the followers 

and the leaders (Hughes 2005; Ilies, Morgeson & Nahrgang 2005; Xiong & Fang 2014).  

Furthermore, the study has implications for companies that expatriate employees. These 

assignments are considered to be a source of competitive advantage but are expensive 

(Engle & Crowne 2014, p. 41). The findings of the study provide some evidences that 

when the leader’s values differ from the values of the followers, the leader will 

eventually (1) give up on the relationship (i.e break the relationship or leave the 

country), (2) try to convince the followers of his values or (3) build an environment 

where the values of the leader are congruent with the values of the followers. In any 

case, these actions take time and do not always lead to a positive outcome for the 

company. Therefore, in order to increase the chances of success, companies should 

consider the congruence of the leader’s values with the host country’s culture. 

Finally, this thesis increased the awareness for the researchers and the readers regarding 

the challenges encountered when changing of working environment. Additionally, 

during their travel in India for the empirical part of this research, the researchers 

perceived the effects of values incongruency through the interviews of the leaders, but 

also during their daily life in India. This experience has largely contributed to their 

personal development. 
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10 Seeing the light… 
 

Looking back at our study, we can see our personal development in an intellectual 

sense. Before starting the data collection, we were expecting to build a taxonomy of 

different kind of leaders, who each have their own coping strategy. While collecting and 

analyzing the data, we discovered that the reality was different, as we found indications 

that leaders make use of multiple coping strategies. Slowly, the model took form in our 

head and in the text, which lead us to incorporate conditions and outcomes of the 

leader’s actions. Looking at our study now, it is totally logical that leaders can act 

different depending on some contextual factors. Nevertheless, we did not expect this at 

all in the beginning and in that sense, this study opened our eyes. 
 
Furthermore, by traveling to India, we got another eye opening experience which 

contributed greatly to our personal growth. While interviewing the Western leaders in 

India, they referred a lot to examples out of their daily life. These daily life examples 

were used to illustrate the difficulties the leaders faced while working in India. As we 

were also in India to do the interviews, we experienced those difficulties in real life. 

Especially in the first days, we were quite disturbed and uncomfortable by the local 

custom of India. We were surrounded by Indians and the only choice we had, so it felt, 

was dealing with it by adapting to them. Interestingly, through the interviews with the 

leaders we got a better understanding of the reasons of certain “strange” behaviors. The 

more we heard, the easier it got for us to deal with typical Indian situations. This gave 

us a slight, real life version of the experience of leaders. The leaders indicated in the 

interviews that understanding and sensemaking was an important part of their ability to 

cope with situations in which their authenticity was out of balance. So our experience of 

feeling slowly more comfortable in the Indian environment by acquiring more 

understanding, gave us insight in the process of the leaders. 
In addition, we knew that we would leave India three weeks later, so that made it for us 

not too difficult to deal with this different country. However, seeing all these immediate 

differences made us better able to understand the leaders’ feelings when they have the 

prospect of staying at least for a couple of years. By facing those differences only for a 

short time, we got an insight in what the leader must experience. This helped us by 

interpreting the results and gave understanding of the necessity for leaders to find 

coping strategies. 
 
From the first letter to the final dot, this thesis enlightened us in several ways. It has 

been an intense, interesting and rewarding journey which helped us in our personal 

development and growth. The journey was intense as we had to become familiar with 

the field of authenticity and authentic leadership in a relatively short time. The journey 

was interesting as it gave us the opportunity to dive deep into a topic and truly make it 

ours. The journey was rewarding by experiencing that every step we took, brought us 

more understanding and closer to our research aim. 
All in all, it has been an incredible journey for us. Our goal was to make our thesis a 

special one for ourselves. This has definitely been an unique project for us which 

enriched us in many ways. More than a paper, this thesis is the materialization of the 

amazing year we spent in Sweden. We conducted this research together, facing 

challenges and obstacles but mostly sharing unforgettable moments. From Sweden to 

India, France to the Netherlands, this experience made our friendship stronger, and will 

forever unify us.  



  
 

65 

 
References 
 

Ang, S, Van Dyne, L, Koh, C, Ng, KY, Templer, KJ, Tay, C & Chandrasekar, NA 

2007, ‘Cultural intelligence: Its measurement and effects on cultural judgment and 

decision making, cultural adaptation and task performance’, Management and 

organization review, vol. 3, no. 3, pp. 335-371. 

 

Arbnor, I, Bjerke, B 2008, Methodology for creating business knowledge, Third Edition, 

Sage Publications, New York. 

 

Auerbach, C & Silverstein, LB 2003, Qualitative data: An introduction to coding and 

analysis, NYU Press, New York. 

 

Avolio, BJ & Gardner, WL 2005, ‘Authentic leadership development: Getting to the 

root of positive forms of leadership’,  The Leadership Quarterly, vol. 16, no.3 pp. 315–

338. 

 

Avolio, BJ, Walumbwa, FO & Weber, TJ 2009, ‘Leadership: Current theories, research, 

and future directions’, Annual Review of Psychology, vol. 60, no. 1, pp. 421-449. 

 

Benedikter, T 2009, Language Policy and Linguistic Minorities in India: An appraisal 

of the linguistic rights of minorities in India, LIT Verlag, Berlin. 

 

Beverland, B 2005, ‘Crafting brand authenticity: The case of luxury wines’, Journal of 

Management Studies, vol. 45, no. 2, pp. 1003-1025. 

 

Birks, M & Mills, J 2015, Grounded theory: A practical guide, Second Edition, Sage 

Publications, Thousand Oaks. 

 

Boopathi, SN 2014, ‘A detailed comparison of Finland and India through Hofstede & 

Globe Study’, Global Review of Research in Tourism, Hospitality and Leisure 

Management, vol. 1, no. 1, pp. 72-101. 

 

Bryant, A & Charmaz, K 2010, The SAGE handbook of grounded theory, Sage 

Publications, Thousand Oaks. 

 

Černe, M, Dimovski, V, Marič, M, Penger, S & Škerlavaj, M 2014, ‘Congruence of 

leader self-perceptions and follower perceptions of authentic leadership: Understanding 

what authentic leadership is and how it enhances employees’ job satisfaction’, 

Australian Journal of Management, vol. 39, no. 3, pp. 453–471. 

  

Creswell, JW 2013, Research design: Qualitative, quantitative, and mixed methods 

approaches, SAGE Publications, New York. 

 

Crotty, M 1998, The foundations of social research: Meaning and perspective in the 

research process, Sage Publications, Thousand Oaks. 

 



  
 

66 

Deng, L & Gibson, P 2008, ‘A qualitative evaluation on the role of cultural intelligence 

in cross-cultural leadership effectiveness’, International journal of leadership studies, 

vol. 3, no. 2, pp. 181-197. 

 

Denzin, NK 1994, ‘Romancing the text: The qualitative researcher-writer-as-bricoleur’, 

 Qualitative methodologies in music education research conference, Bulletin of the 

Council for Research in Music Education, no. 122, pp. 15-30. 

 

Denzin, NK & Lincoln, TS 2005, The sage handbook of qualitative research, Sage 

Publications, Thousand Oaks. 

 

Eagly, AH 2005, ‘Achieving relational authenticity in leadership: Does gender matter?’, 

Leadership Quarterly, vol. 16, no. 3, pp. 459–474. 

 

Earnhardt, M 2009, ‘The successful expatriate leader in China’, Graziadio Business 

Review, vol. 12, no. 1, pp 

 

Engle, RL & Crowne, KA 2014, ‘The impact of international experience on cultural 

intelligence: An application of contact theory in a structured short-term programme’, 

Human Resource Development International, vol. 17, no. 1, pp. 30–46. 

 

Erickson, RJ 1995, ‘The importance of authenticity for self and society’, Symbolic 

Interaction, vol. 18, no. 2, pp. 121-144. 

 

Freeman, RE & Auster, ER 2011, ‘Values, authenticity, and responsible leadership’, 

Journal of Business Ethics, vol. 98, Supplement 1: Responsible Leadership, pp. 15-23 

  

Gardner, WL, Avolio, BJ, Luthans, F, May, DR & Walumbwa, F 2005, ’”Can you see 

the real me?” A self-based model of authentic leader and follower development’, The 

Leadership Quarterly, vol. 16, no. 3, pp. 343 – 372. 

 

Gardner, WL, Cogliser, CC, Davis, KM & Dickens, MP 2011, ‘Authentic leadership: A 

review of the literature and research agenda’, The Leadership Quarterly, vol. 22, no. 6, 

pp. 1120–1145. 

 

Gardner, WL, Fischer, D & Hunt, JG 2009, ‘Emotional labor and leadership: A threat to 

authenticity?’, The Leadership Quarterly, vol. 20, no. 3, pp. 466–482. 

 

Georges, B 2003, Authentic leadership: Rediscovering the secrets to creating lasting 

value, Jossey-Bass, San Francisco. 

 

Glaser, BG & Strauss, AL 2009, The discovery of grounded gheory: Strategies for 

qualitative research, Transaction Publishers, Piscataway. 

 

INSEAD 2008, The transcultural leader: Carlos Ghosn, CEO of Renault, Nissan, 

online video, viewed 27 May 2016, 

https://www.youtube.com/watch?v=SF3W2vCH9dU 

 

Harter, S 1997, ‘The personal self in social context: Barriers to authenticity’, in RD 

Ashmore & L Jussim (ed.), Self and identity: Fundamental issues, New York: Oxford 

University Press, pp. 81-105. 



  
 

67 

 

Harter, S 2002, ‘Authenticity’, Handbook of positive psychology, Oxford University 

Press, Oxford. 

 

Hughes, LW 2005, ‘Developing transparent relationships through humor in the 

authentic leader-follower relationship’, Authentic Leadership Theory and Practice: 

Origins, Effects, and Development, vol. 3, pp. 83-106. 

 

Hunt, JG, Gardner, WL & Fischer D 2008, ‘Leader emotional displays from near and 

far’, in RA Humphrey (ed.), Affect and emotion: New directions in management: 

Theory and Research, Information Age Publishing, Charlotte, pp. 43-65. 

 

House, RJ, Hanges PJ, Javidan, M, Dorfman, PW & Gupta, V 2004, Culture, leadership 

and organization: The GLOBE study of 62 societies, Thousand Oaks: Sage Publications, 

New York. 

 

Ilies, R, Curşeu, PL, Dimotakis, N & Spitzmuller, M 2013, ‘Leaders' emotional 

expressiveness and their behavioural and relational authenticity: Effects on followers’, 

European Journal of Work and Organizational Psychology, vol. 22, no.1, pp. 4-14. 

 

Ilies, R, Morgeson, FP, & Nahrgang, JD 2005, ‘Authentic leadership and eudaemonic 

well-being: Understanding leader-follower outcomes’, Leadership Quarterly, vol. 16, 

no. 3 pp. 373-394. 

 

Jackson, K 2005, ‘Towards authenticity: A Sartrean perspective on business ethics’, 

Journal of Business Ethics, vol. 58, no. 4, pp. 307–325. 

 

Jones, GR & George, JM 1998, ‘The experience and evolution of trust: Implications for 

cooperation and teamwork’, The Academy of Management Review, vol. 23, no. 3. pp. 

531-546. 

 

Kernis, MH 2003, ‘Toward a conceptualization of optimal self-esteem’, Psychological 

Inquiry, vol. 14, no. 1, pp. 1-26. 

 

Kernis, MH & Goldman, BM 2004, ‘From thought and experience to behavior and 

interpersonal relationships: A multicomponent conceptualization of authenticity’ in A 

Tesser, JV Wood, DA Stapel (ed.), On Building, Defending and Regulating the Self: A 

Psychological Perspective , Taylor & Francis, New York, pp. 31-52. 

 

Kernis MH, Goldman BM 2006a, ‘Assessing stability of self-esteem and contingent 

self-esteem’, in MH Kernis (ed.), Self-esteem issues and answers: A sourcebook of 

current perspectives, Psychology Press, New York, pp. 77-85. 

 

Kernis MH, Goldman BM 2006b, ‘A multicomponent conceptualization of authenticity: 

Theory and research’, Advances in experimental social psychology, vol. 38, pp. 283-

357. 

 

Klenke, K 2015. Qualitative research in the study of leadership, Emerald group 

publishing, Bingley. 

 



  
 

68 

Kothari, CR 2004, Research methodology: Methods and techniques, New Age 

International, New Delhi. 

 

Lapan, SD, Quataroli, MR & Riemer, FJ 2011, Qualitative research: An introduction to 

methods and designs, John Wiley & Sons, Hoboken. 

 

Lawler, J & Ashman, L 2012, ‘Theorizing leadership authenticity: A Sartrean 

perspective’, Leadership, vol. 8, no. 4, pp. 327–344. 

 

Leroy, H, Anseel, F, Gardner, WL & Sels, L 2012, ‘Authentic leadership, authentic 

followership, basic need satisfaction, and work role performance: A cross-level study’, 

Journal of Management, vol. 41, no. 6, pp. 1677–1697. 

 

Luthans, F & Avolio, B 2003, ‘Authentic leadership development’ in KS Cameron, RE 

Quinn & JE Dutton (ed.), Positive organizational scholarship: Foundations of a new 

discipline, Berrett-Koehler Publishers, Oakland, pp. 241-258. 

 

Luthans, F, Norman, S & Hughes, L 2006, ‘Authentic leadership: A new approach for a 

new time’ in J Burke & CL Cooper (ed.), Inspiring Leaders, Routledge, Oxon, pp. 84-

104. 

 

Maertz, CP, Hassan, A & Magnusson, P 2009, ‘When learning is not enough: A Process 

model of expatriate adjustment as cultural cognitive dissonance reduction’, 

Organizational Behavior and Human Decision Processes, vol. 108, no. 1, pp. 66-78. 

 

Mazutis, DD & Slawinski, N 2015, ‘Reconnecting Business and Society: Perceptions of 

Authenticity in Corporate Social Responsibility’, Journal of Business Ethics, vol. 131, 

pp. 137-150. 

 

Northouse, PG 2012, Leadership: theory and practice, 6th edition, SAGE publication, 

Inc, New York. 

 

Olson, RG 1959, ‘Metaphysics, and moral Responsibility’, Philosophy, vol. 34, no. 129, 

pp. 99-110. 

 

Peterson, R 2005, ‘In search of authenticity’, Journal of Management Studies, vol. 42, 

no. 5, pp. 1083–1098. 

 

Pierce, AJ 2015,‘Authentic Identities’, Social Theory and Practice, vol. 41, no. 3, pp. 

435-457. 

 

Rokeach, M 1973. The nature of human values, New York: Free press. 

 

Ryan, RM & Deci, EL 2001, ‘On happiness and human potentials: A review of research 

on hedonic and eudaimonic well-being’, Annual Review Psychology, vol. 52, no. 1, pp. 

141-166. 

 

Shamir, B & Eilam, G 2005, ' “What's your story?”: A life-stories approach to authentic 

leadership development’. The Leadership Quarterly, vol. 16, pp. 395–417. 

 



  
 

69 

Snyder, M & Gangestad, SW 1986, ‘On the nature of self-monitoring: Matters of 

assessment, matters of validity’, Journal of Personality and Social Psychology, vol. 51, 

no. 1, pp. 125-139.  

 

Snyder, M & Gangestad, SW 2000, ‘Self-Monitoring: Appraisal and Reappraisal’, 

Psychological Bulletin, vol. 126, no. 4, pp. 530-555.   

 

Spitzmuller, M & Ilies, R 2010, ‘Do they [all] see my true self? Leader's relational 

authenticity and followers' assessments of transformational leadership’, European 

Journal of Work and Organizational Psychology, vol. 19, no. 3, pp. 304-332, 

 

Steiner, CJ & Reisinger, Y 2006, ‘Understanding existential authenticity’, Annals of 

Tourism Research, vol. 33, no. 2, pp. 299–318. 

 

Strauss, AL 1987, Qualitative analysis for social scientists, Cambridge University 

Press, Cambridge, New York. 

 

Strauss, AL, & Corbin, J 1998, Basics of qualitative research : techniques and 

procedures for developing grounded theory, Sage Publications, New York. 

 

Swann, WB 1983, ‘Self-verification: Bringing social reality into harmony with the self’, 

in J Suls & AG Greenwald (ed.), Social psychological perspectives on the self (vol. 2, 

pp. 33– 66). Hillsdale, NJ: Erlbaum.  

 

Taylor, S 2001, ‘Locating and Conducting Discourse Analytic Research’, In: M 

Wetherell, S Taylor & S J Yates (eds.), Discourse as Data: A guide for Analysis, Sage 

Publications Ltd, London, pp. 5-48. 

 

Toor, SUR & Ofori, G 2009, ‘Authenticity and its influence on psychological 

well‐being and contingent self‐esteem of leaders in Singapore construction sector’, 

Construction Management and Economics, vol. 27, no. 3, pp. 299-313. 

 

Tracy, SJ 2012, Qualitative Research Methods: Collecting Evidence, Crafting Analysis, 

Communicating Impact, John Wiley & Sons, Hoboken. 

 

Urquhart, C 2012, Grounded theory for qualitative research: A practical guide, Sage 

Publications, London.  

 

Walumbwa, F, Avolio, B, Gardner, W, Wernsing, T & Peterson, S 2008 ‘Authentic 

Leadership: Development and Validation of a Theory-Based Measure’, Management 

Department Faculty Publications, vol 24, no. 1,  pp. 89-126 

 

Wang, DS & Hsieh, CC 2013, ‘The effect of authentic leadership on employee trust and 

employee engagement’, Social Behavior and Personality, vol. 41, no. 4, pp. 613-624. 

 

Wang, H, Sui, Y, Luthans, F, Wang, D & Wu, Y 2014,‘Impact of authentic leadership 

on performance: Role of followers’ positive psychological capital and relational 

processes’, Journal of Organizational Behavior, vol. 35, no. 1, pp. 5-21. 

 

Wilmot, MP 2015, ‘A Contemporary Taxometric Analysis of the Latent Structure of 

Self-Monitoring’, American Psychological Association, vol. 27, no. 2, pp. 353–364 



  
 

70 

 

Wood, AM, Linley, AP, Maltby, J, Baliousis, M & Joseph, S 2008, ‘The authentic 

personality: A Theoretical and empirical conceptualization and the development of the 

authenticity’, Journal of Counseling Psychology, vol. 55, no. 3, pp. 385–399. 

 

Xiong, HB, Fang, P 2014, ‘Authentic leadership, collective efficacy, and group 

performance: an empirical study in china’, Social behavior and personality, vol. 42, no. 

6, pp. 921-932. 

 

Yagil, D & Medler-Liraz, H 2014, ‘Feel free, be yourself: Authentic leadership, 

emotional expression, and employee authenticity’, Journal of Leadership & 

Organizational Studies, vol. 21, no. 1, pp. 59–70. 

 

Youssef-Morgan, CM & Luthans, F 2012, ‘Positive leadership: Meaning and 

application across cultures’, Organizational Dynamics, vol. 42, no. 3, pp. 198–208. 

 

 



  
 

I 
 

Appendices 

Appendix A Interview outline 

In this document you can find the outline of the interview, which consists of 4 parts. 

Feel free to read the outline, if you would like to read the questions before. In case you 

have any questions regarding the interview feel free to contact us.  

 

General information 
1. What is your role within the organization? 

2. What is your background? 

3. How long have you been working for this organization? 

 

Organizational characteristics 
4. Company diversity: What is general background within this company? 

5. Team diversity: How does the team/client/supplier composition look like 

concerning the background? 

6. Client/supplier other stakeholders diversity: How does the composition of the 

client/supplier/other stakeholders look like concerning their background? 

 

Working experience in India 
7. How do you experience working in India in general? 

8. How would you describe the way of working with the people within the 

organization? 

9. How would you describe the relationships with people within the organization? 

10. What is the most surprising aspect about working in India? 

 

After the general questions about the working experience we would like to elaborate on 

4 specific events. The events we would like to focus on are events that surprised you, 

showed minor differences, significantly impact your working experience or turned your 

world upside down. Per event we would like to discuss: 

a. How did you experience this situation? 

b. How did it impact your behavior? 

c. How did it impact your view of working in India? 

d. How did it impact your relationship with the company members? 

e. What is the actual state of the situation?  

 

Synthesis  

11. How did the relationship with the team members evolve over time? 

12. In general, how did, if it did, your behavior change over time? 

13. How would you summarize the way you cope with cultural differences? 



  
 

II 

Appendix B List of codes Round 1 

 

Accept_differences 

Adjust_to_new_way 

Avoiding_relationship 

Belief_resistance_to_adapt_is_harmeless 

Breaking_relationship_by_follower 

Breaking_relationships 

Change_behavior_in different_situations 

Change_behavior_in_different_groups 

Change_follower_behavior 

Changing_behavior_of_self 

Choose_relationship 

Collaboration 

Compromise 

Constant_dialogue 

Constant_follow_up 

Create_backup_plan 

Diverse_relationships 

Expectations_of_followers 

Failing_to_understand 

Feel_challenged 

Feel_excited 

Feel_pressure 

Feeling_annoyed 

Feeling_exhausted 

Feeling_faking 

Feeling_frustrated 

Feeling_irritated 

Feeling_of_comfort 

Feeling_relieved 

Feeling_stressed 

Feeling_successful 

Feeling_surprised 

Feeling_uncertain 

Feeling_upset 

Follower_accept_change 

Follower_feels_attacked 

Giving_feedback 

Go_against_values 

Have_common_ values 

Have_common_goal 

Hiding_feelings 

Indian_experience 

Internalize_new_behavior 

International_experience 

Lead_by_example 

Learning_to_understand 

Like_the_country 

Long_term_relationship 

Managing_expectations 

Perception_differences_leadershipbehavior 

Perception_of_Differences 

Perception_of_similarities 

Positive_perception_of_followers 

Prevent_disagreement 

Replace_relationship_with_new 

Resistance_to_adapt_Follower 

Resistance_to_adapt_Leader 

Sharing_experience 

Show_interest 

Showing_disagreement 

State_your_viewpoint 

Teaching_followers 

Treat_with_respect 

Unable_to_stay 

Understand_differences 

Use_hierarchy 

Workforce_undiversity_Indian 

Writing_down_agreements 



  
 

II 

Appendix C List of codes Round 2 

 

Accept_differences 

Adapt_in_1_area_to_get_what_you_want_in_other 

Adapt_new_way 

Avoid_confrontation 

Background_Leader 

Bad_perception_leader_by_followers 

Break_relationship_by_followers 

Change_behavior_self 

Change_follower_behavior 

Change_follower_mindset 

Choose_relationship 

Diversity_workforce 

Expectations_followers 

Fail_building_good_relationship 

Fail_to_understand 

Feel_happy 

Followers_characteristics 

Followers_dont_identify 

Followers_forgive_mistakes 

Followers_refuse_cooperation 

Gain_respect 

Good_relationship_with_followers 

Internal_drive 

International_experience 

Knowledge_about_environment 

Knowledge_about_followers 

Lack_of_knowledge_about_environment 

Lack_of_showing_effort 

Learn_from_differences 

Like_the_country 

Mindset_Curiosity 

Mindset_empathy 

Not_enough_adaptation 

Past_experience_in_environment 

Perception_of_differences 

Perception_of_differences_leadership 

Resistance_to_adapt_followers 

Resistance_to_adapt_leader 

Show_interest 

State_viewpoint 

Understand_differences 

Value_diversity 

 


