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a b s t r a c t
Although theory suggests a link between authentic leadership style and follower positivity and
performance, little empirical research exists to confirm this notion. Given that scholars have
suggested that leadership studies have generally failed to adequately address or include
organizational context in prior research, we examine whether two measures of follower
positivity—positive emotions and psychological capital—mediate the relationship between
authentic leadership and follower job performance in two potentially extreme contexts (i.e.,
a police and military organization). After first explaining why extreme contexts provide a setting whereby authentic leaders play a more direct role in impacting the positivity of followers,
we test several hypotheses. Results of two studies indicated that the frequency of authentic
leadership behavior exhibited by leaders was positively related to followers' job performance,
and this relationship was partially mediated through followers' positive emotions (Study 1)
and fully mediated through leaders' influence on followers' psychological capital (Study 2).
© 2011 Elsevier Inc. All rights reserved.

1. Introduction
The authentic leadership construct was introduced into the leadership literature nearly a decade ago and has generated a
growing body of theoretical and empirical research (Gardner, Cogliser, Davis, & Dickens, 2011). From its introduction into the
leadership literature, authentic leadership theory highlighted the importance of examining the influence of followers in the
authentic leader and follower dynamic (Avolio, Gardner, Walumbwa, Luthans, & May, 2004; Gardner, Avolio, Luthans, May, &
Walumbwa, 2005; Ilies, Morgeson, & Nahrgang, 2005; Luthans & Avolio, 2003). Specifically, these authors included in their
depiction of authentic leadership relevant mediators such as follower positivity and the context in which leadership takes
place. By including followers and the context from the outset, authentic leadership theory set out to examine the appropriate
mechanisms through which authentic leadership influences performance, and how followers shape leadership within and
between various organizational contexts, climates and cultures.
To date, the accumulated empirical research on authentic leadership has examined the mediating role of followers' attitudes
toward their leaders, such as followers' level of identification with their supervisor and the positive affective tone of the leader
(Hmieleski, Cole, & Baron, 2011; Walumbwa, Wang, Wang, Schaubroeck, & Avolio, 2010). Further, highlighting the importance
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of the follower in the authentic leadership dynamic, recent research on authentic leadership has examined how higher levels of
followers' moral courage and follower authenticity each affect the transmission of authentic leadership to followers' behaviors
and performance (Hannah, Avolio, & Walumbwa, 2011; Hannah, Walumbwa, & Fry, 2011).
In their foundational model, Luthans and Avolio (2003) emphasized the importance of including in future research on
authentic leadership the effects of leaders' positivity on followers' behavior, as well as on follower performance and development.
Their model set out to integrate the emerging work in the positive organizational behavior and psychology literature with
research on positive forms of leadership. They, as well as subsequent theoretical papers by Gardner et al. (2005) and Ilies et al.
(2005) each emphasized how follower positivity and well-being respectively, could mediate the effects of authentic leaders on
follower performance.
We sought to advance the line of research on authentic leadership and were prompted by the fact that prior research has
oftentimes failed to focus on leadership in context (Porter & McLaughlin, 2006). Avolio (2007) suggested that the context should
be considered in all theories of leadership, because the context can affect and be affected by leadership effectiveness. Specific to
the current set of studies, Hannah, Uhl-Bien, Avolio, and Cavarretta (2009) argued that in more extreme contexts where risks of
physical, psychological, or material consequences (e.g., psychological trauma or physical harm) to followers or their constituents
exist, leadership may be especially important because followers look to leaders for cues as to how to respond in stressful
situations or events and are more needing of emotional support and psychological support when faced with such stressors
(cf. Bartone, 2006; Stouffer et al., 1965; Yammarino, Mumford, Connelly, & Dionne, 2010). Consistent with this view, Gal and
Jones (1985) argued that leaders are well positioned to impact followers' psychological states when performing in more extreme
or volatile contexts.
Building from these ideas, in two separate field studies we model the relationship between authentic leadership and follower
performance in two relatively extreme organizational contexts: a police organization conducting law enforcement operations
(Study 1) and a military organization undergoing tactical training exercises (Study 2). We first posit a direct association between
authentic leadership style and follower performance (Study 1 and Study 2). Then, to provide a richer explanation of this
association, we examine the mediating role of two aspects of follower positivity—follower positive emotions (Study 1) and
follower psychological capital, composed of efficacy, hope, optimism and resilience (Study 2). We chose these two separate measures of positivity because leaders trigger both affective and cognitive reactions in followers (Shamir, House, & Arthur, 1993) and
we suggest that authentic leaders in more extreme contexts are uniquely positioned to drive both positive affective responses
(i.e., emotions) in followers, as well as to foster positive psychological or cognitive resources (i.e., psychological capital).
2. Theoretical foundation
2.1. Foundations of authentic leadership
According to Walumbwa, Avolio, Gardner, Wernsing, and Peterson (2008), authentic leadership can best be represented as a
higher order core construct composed of four related dimensions: internalized moral perspective, self-awareness, relational
transparency, and balanced processing. Self-awareness refers to how often the leader demonstrates that he or she is cognizant
of his or her impact on other people. Relational transparency involves promoting trust through disclosures that include openly
sharing information and expressions of leaders' true thoughts and feelings. Internalized moral perspective refers to leader
behaviors that are guided by internal moral standards and values as opposed to those behaviors being based on external forces
such as peers, organizational and societal pressures. Finally, balanced processing involves objectively analyzing all relevant
information before coming up with a ‘fair’ decision. Leaders who exhibit balanced processing solicit views from others indicating
the willingness to challenge their deeply held positions before coming to a decision.
Although each of the authentic leadership dimensions has been considered separately in other literature, recent studies based
on a variety of samples have indicated that authenticity is the common core, or central factor among the four authentic leadership
dimensions described above (Caza, Bagozzi, Woolley, Levy, & Caza, 2010; Moriano, Molero, & Mangin, 2011). Because authenticity
is at the core, or captures the intersection of the four authentic leadership dimensions, there is considerable overlap among the
four dimensions. However, each construct is expected to contribute something unique to the higher order construct. Importantly,
research has generally supported the resulting positive impact of combining the four constructs into a common core (e.g.,
Giallonardo, Wong, & Iwasiw, 2010; Hannah, Avolio, et al., 2011; Hannah, Walumbwa, Luthans, Avey, & Oke, 2011; Walumbwa,
Wang, et al., 2010; Walumbwa, Luthans, Avey, & Oke, 2011; Wong, Laschnger, & Cummings, 2010).
2.2. Authentic leadership and follower positivity in extreme contexts
In comparison to more traditional work contexts, extreme contexts provide greater opportunity for leaders to encourage
positivity and reduce negativity in followers (Hannah et al., 2009; Yammarino et al., 2010). This is simply because the jobs people
do bring more stress in such contexts, and followers tend to look to leaders for cues as to how to feel and behave under such
conditions and they look to their leaders for support and meaning (Bartone, 2006; Stouffer et al., 1965). Research in combat,
for example, suggests that under extended periods of stress, followers who trust their leader's decisions and actions are more
likely to sustain focus and effort toward achieving their mission (Sweeney, Thompson, & Blanton, 2009). Moreover, for leaders
operating in extreme contexts, the trust formed prior to stressful events is critical to how they subsequently perform. As
Zaccaro, Rittman, and Marks (2001) argue, followers will react to stress more positively if leaders are able to foster a climate
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characterized by honest interactions and where healthy conflict is encouraged. Similarly, the most effective leaders in extreme
contexts may be those who show receptivity to input from others, integrate information from others, explain their actions and
decisions, and communicate frequently (Burgess, Riddle, Hall, & Salas, 1992). Through these actions, leaders create positive
bonds and a social closeness with followers (Little, 1964). Many characteristics associated with such leadership are those that
followers attribute to leaders who are authentic (Avolio & Luthans, 2006). Therefore, we suggest that in extreme contexts,
authentic leaders are well positioned to impact levels of positivity and performance in followers.
In the sections that follow, we present theory and results pertaining to two studies that test the impact of authentic leadership
on follower performance through the mediating effect of follower positivity in two fairly extreme contexts—a police organization
(Study 1) and a military organization (Study 2).
3. Study 1
3.1. Authentic leadership, follower emotions, and individual follower performance in a police organization
Although there has been some theoretical work linking authentic leadership to emotions, most prior theorizing has focused on
the leader's (as opposed to followers') emotions in the leader–follower dynamic (e.g., Ilies et al., 2005; Michie & Gooty, 2005), as
well as emphasized by Gardner (1990). By contrast, some researchers have suggested that authentic leaders can raise the positive
emotions of followers by creating positive, supportive, fair and transparent interactions (Dasborough & Ashkanasy, 2005; Gardner
et al., 2005). Yet, despite this claim, we are only aware of one set of empirical studies that tested the relationship between leader
authenticity and follower emotions (Dasborough & Ashkanasy, 2005). The first of these studies, an exploratory qualitative study
conducted with a focus group with 24 working adults, suggested that when followers felt their leaders' behavior was
“inappropriate” they formed negative emotions. In the second study, a non-experimental lab study where undergraduate
students viewed videos of leaders, results suggested that when followers perceived the leader as having sincere intentions,
positive affect resulted. In contrast, when followers felt leader intentions were insincere or manipulative, follower negative affect
increased. Despite these initial findings, additional empirical work conducted in field settings versus lab settings and with
ongoing leader–follower relationships is needed to advance our understanding of the potential relationship between authentic
leadership, follower emotions and the effects each have on followers' performance.
Given the generally stressful and frequently negative nature of police work (Martinussen, Richardsen, & Burke, 2007), we
suspect that emotions play a large role in the daily work experience of officers. To inform the design of this study, we conducted
20 interviews with officers that led us to confirm this. Quoting one police sergeant, “It's tough to see so much bad every day. It
rubs off on you, ya know? I can't remember the last time I was able to let go of the job and just enjoy a darn football game.”
Another officer commented, “When you find yourself in a position to help a person in need, your heart swells. You know you
made a difference.” The emotionally charged nature of the job provides a clear opportunity for leaders to change follower
perceptions of the context by fostering positivity and reducing their negativity. By helping followers experience more positive
emotions, they enable them to cope better with job stressors, to increase their perceived sense of control, and enhance motivation
and performance (Fredrickson, Tugade, Waugh, & Larkin, 2003; Lyubomirsky, King, & Diener, 2005; Waugh & Fredrickson, 2006).
Moreover, by eliciting positive emotions in followers, negative emotions will also be reduced. This is because positive emotions
have an undoing effect, and loosen the hold that negative emotions have gained on the person (Fredrickson, 2001). Indeed,
research in police settings has indicated that the frequent experience of positive emotions may help officers avoid depression,
post-traumatic stress, burnout, alcohol abuse, and even suicide (Burke & Mikkelsen, 2006).
Based on what we know of the emotionally driven police context, we argue that authentic leaders are uniquely positioned to
influence individual follower performance through the mediating effect of the emotions experienced by followers. We develop
our hypotheses in two parts, first discussing reasons that authentic leadership in particular may foster positive emotions (and
reduce negative emotions) in followers and then discussing reasons that follower emotions may contribute to individual follower
performance.
At the most general level, we argue that authentic leadership can increase the positive emotions and reduce the negative
emotions experienced by followers because it functions as a form of emotional social support. Emotional social support involves
talking, listening, and expressing concern or empathy (Zellars & Perrewe, 2001). It further conveys that an individual is valued for
his or her own worth and experiences and is accepted. Behaviors expressing esteem, affect, trust, concern and listening constitute
emotional support (Wan, Jaccard, & Ramsey, 1996). Emotional support can be positive or negative in content (Fenlason & Beehr,
1994). For example, a supportive interaction with positive content could involve a discussion of the good or rewarding aspects of
one's job (i.e., building a person up or helping him/her see another perspective) whereas conversations with negative content
would involve a discussion of the frustrations encountered at work (i.e., showing empathy or concern for what a person is facing
or has experienced).
Importantly, we know from the developmental psychology literature, that individuals generally have a strong desire to form
close, secure bonds with attachment figures in their life such as parents or leaders (Bowlby, 1982). When these bonds are formed,
individuals tend to feel more positive and freer to try new things and to engage in further exploration and challenges (Fraley &
Shaver, 2008). Furthermore, prior research has indicated that positive social support can be a source of employee positivity
and well-being (Carlson & Perrewe, 1999; Shumaker & Brownell, 1984). Hobfoll, Freedy, Lane, and Geller (1990) suggest that
individuals consider social support to be valuable primarily because it can be used to build their own personal resources (e.g.,
positive emotions) and reduce negative emotions, which can support and sustain the individual toward achieving more
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challenging goals (Fredrickson, 1998, 2001). To the degree that authentic leadership serves as a source of emotional social
support for followers, we would argue that follower positive emotions will increase and negative emotions will decrease. We
propose that there are four primary mechanisms through which this occurs.
First, authentic leaders display higher levels of self-awareness with followers, and therefore would be expected to make
followers feel the leader understands the way he/she impact followers, while making appropriate adjustments in his/her behavior
to accommodate their emotional and motivational needs (Avolio & Luthans, 2006). This empathetic response not only enhances a
positive connection, but may also mitigate negative emotional reactions. For example, a sergeant in our study whose leader was
rated as highly authentic commented, “My lieutenant gets it. She knows when I need to be left alone to process and when I need
some cheering up. I appreciate that about her.” This illustrates the leader's ability to understand what followers need and respond
accordingly.
Authentic leaders can also provide emotional support through the relational transparency component of authentic leadership.
Authentic leaders are described as being more capable of connecting to followers through open and honest dialog. By
representing more of their true selves to followers without hidden agendas, more authentic leaders provide a safer and more
trusting place for followers to do the same. We then expect that followers who are emotionally supported by their leader, will
be more apt to disclose sensitive issues, share fears or concerns, openly express feelings, and admit mistakes with less fear of
punishment. In addition, authentic leaders would tend to encourage authentic emotional expression, as opposed to expressing
the normative or organizationally appropriate emotion, a process that has been linked to positivity and well-being (Ryan &
Deci, 2001; Sheldon & Elliot, 1999). For example, one sergeant commented, “When I made a mistake on a routine traffic stop
that almost got my partner shot, my lieutenant was the first to share his own past mistakes. This helped me from feeling so guilty
and ashamed.” This is a clear example of a leader reducing a follower's negative emotions through transparent dialog that creates
a supportive environment.
Their orientation toward balanced processing in decision-making may also be perceived as emotional support since authentic
leaders encourage followers to challenge their decisions in an open and transparent manner. Followers with leaders who ask for
their advice may also feel more trusted by their leader, valued, and encouraged to be more self-determined, which leads to higher
levels of well-being and positivity (Ilies et al., 2005; Ryan & Deci, 2001). For example, one sergeant noted, “My lieutenant is very
good about letting me contribute. There is a certain way we have to do things around here, but when there is a gray area, he's the
first to ask me what I think. I feel trusted in my judgment, which is a good thing.”
Finally, authentic leaders can provide additional emotional support via an internalized moral perspective. Since a core goal of
the authentic leader is to encourage followers to openly live and express their values, an opportunity may arise for the leader–
follower relationship to be strengthened because the leader stands by and supports his or her followers and encourages their
agency to make decisions based on a their moral beliefs (even if the decision is unpopular). Hannah, Avolio, et al. (2011) showed
in a field study, for example, that authentic leaders promoted followers' displays of moral courage in their organization. We saw
signs of the impact of internalized moral perspective in interviews with officers in our sample. When asked what it was he most
appreciated about his leader, a sergeant commented, “…I am not afraid to be who I am. I can hold my head high because for
example when I make a promise, no matter how small, I always keep it. If I tell someone like a victim I'm going to check in
with them, I do it. Sometimes others don't want me to keep it because there are more important things to do, but it's my promise,
ya know what I mean? My leader understands this and I think he respects it. It feels good to be respected for this.”
Based upon the above discussion and using a social support theory perspective, we suggest that followers of authentic leaders
will experience higher levels of positive emotions and less negative emotions. Thus, we propose and test the following
hypotheses:
Hypothesis 1. Authentic leadership positively relates to follower positive emotions.
Hypothesis 2. Authentic leadership negatively relates to follower negative emotions.
Next, theory and research suggest that follower emotions may contribute to superior individual performance. Individuals who
experience more frequent positive emotions should be higher performers than those who experience fewer positive, or more
frequent negative emotions (Ashkanasy, Hartel, & Zerbe, 2000; Brief & Weiss, 2002; Connolly & Viswesvaran, 2000; Erez &
Isen, 2002; Fisher & Ashkanasy, 2000; McColl-Kennedy & Anderson, 2002; Wright & Cropanzano, 1998). For example, evidence
indicates that happier employees are rated as being higher performing by their supervisors (Cropanzano & Wright, 1999;
Judge, Thoresen, Pucik, & Welbourne, 1999; Staw, Sutton, & Pelled, 1994). Moreover, athletes who experience more frequent
positive emotions have been shown to achieve superior objective performance during athletic competition (Totterdell, 2006),
while more positively-oriented employees have been shown to arrive at better decisions than those with less positive
orientations (Staw & Barsade, 1993). Although these prior studies were correlational and cross-sectional in design, their results
suggest that, at a minimum, there is a positive relationship between positive emotions and individual performance. Related
preliminary evidence provided by Lyubomirsky et al. (2005) using a longitudinal research design indicates that frequent positive
affect leads to higher rated job performance.
We suggest that positive emotions enhance performance primarily because positive emotions are considered to be a personal
resource which can produce higher levels of human flourishing or optimal well-being across a variety of life domains, including
taking on challenges at work (Fredrickson, 1998). Specifically, according to Fredrickson's broaden and build theory, positive
emotions serve to broaden people's momentary thought–action repertoires, widening the array of the thoughts and actions
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that come to mind (Fredrickson, 1998). For example, Fredrickson and her colleagues have found that the emotion of joyfulness
broadens individuals in a way that allows them to be more creative when approaching complex problems. Additionally,
enhancing one's interest broadens individuals by creating the urge to explore and take risks. Pride following personal achievements broadens the individual by creating the urge to share news of achievement with others and to envision even greater
achievement in the future (Lewis, 2000). By contrast, negative emotions have long been known to narrow people's attention,
making them miss relevant information and lowering their situational awareness (Derryberry & Tucker, 1994). As such, when individuals experience negative emotions they would be expected to hold back from pursuing goals, would not attempt to generate
alternative strategies when faced with obstacles, and may be prone to missed opportunities and lower risk-taking.
To summarize, we suggest that when authentic leaders create the conditions for emotional social support in terms of
displaying balanced processing and self-awareness, setting high ethical standards, building trusting relationships through
relational transparency, and promoting similar authentic behaviors in followers—such leaders will facilitate positive follower
emotions, while reducing negative emotions. These emotions, in turn, would then affect (either positively or negatively)
followers' job performance. That is, we expect follower emotions to mediate the relationship between authentic leadership and
follower job performance. However, because we argue later that the influence of authentic leadership on follower performance
may also be carried through other mediators, such as psychological capital, a more cognitive measure of positivity, we propose
partial mediation rather than complete mediation.
Hypothesis 3. Follower positive emotions positively relate to individual job performance.
Hypothesis 4. Follower negative emotions negatively relate to individual job performance.
Hypothesis 5. Follower positive and negative emotions partially mediate the relationship between authentic leadership and
individual job performance.

3.2. Method
3.2.1. Participants and procedures
We collected responses from both leaders and their direct followers in a police organization located in a major city in the
western United States. The leaders were police lieutenants, while the followers were sergeants. Average age of the lieutenants
was 41 and average age of sergeants was 31 years. Lieutenants were with the department on average 10.2 years, while sergeants'
average tenure was 5.6 years. Sixty-eight percent of the sample was White, 12% Hispanic, and 9% Black. Participants were 94%
male and had on average completed 2.2 years of college.
Data were collected in three waves, with each pertaining to the presumed causal sequences and temporal order. At Time 1
lieutenants and sergeants received an electronic questionnaire containing a cover letter from the researchers and endorsed by
the Police Chief. The cover letter explained the purpose of the study, provided assurances of participant confidentiality, and
informed participants that they would be receiving another short questionnaire in approximately six weeks.
All lieutenant and sergeant surveys were received, completed and returned during regularly scheduled work hours. At Time 1,
surveys were first emailed to the sergeants (n = 338). The survey included a measure that asked the sergeants to assess his or her
lieutenants' authentic leadership behaviors. Each lieutenant was rated by three sergeants. In addition, the survey asked the
sergeants for a self-report measure of their positive and negative emotions. This survey also included personal information
such as age, sex, tenure, race, etc.
Approximately six weeks later (Time 2), sergeants were given a second survey that again assessed their positive and negative
emotions. To establish a pattern of emotions, emotions were measured at two different time periods (Fredrickson & Losada, 2005;
Waugh & Fredrickson, 2006). At Time 3, approximately four weeks after Time 2, we emailed a survey to the lieutenants of each
sergeant (n = 105) to assess the job performance of their sergeants. The job performance measure assessed how well sergeants
performed in working with their patrol officers, as well as in fulfilling their respective job duties. After all three time periods,
list-wise deletion, and matching of sergeant's and lieutenant's responses, the data sample comprised 162 sergeants and 54
lieutenants, representing a response rate of 48% and 51%, respectively.

3.2.2. Measures
3.2.2.1. Authentic leadership behavior. Authentic leadership was measured using the 16 behavioral items from the Authentic
Leadership Questionnaire or ALQ validated by Walumbwa, Avolio, Gardner, et al. (2008) (α = .91). The ALQ is composed of four
measures assessing the dimensions of authentic leadership presented earlier: an understanding of what followers think of
their leader's displayed self-awareness (4 items), relational transparency (5 items), moral perspective (4 items), and balanced
processing (3 items). Sample items include, “My supervisor … demonstrates actions that are consistent with beliefs”, “… listens
carefully to different points of view before coming to conclusions”, “… seeks feedback to improve interactions with others”, and
“… shows he or she understands how specific actions impact others.” The response scale ranges from 1 (Not at all) to 5 (Frequently, if not always). The full measure can be obtained at www.mindgarden.com.
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3.2.2.2. Positive and negative emotions. Following the method of Fredrickson et al. (2003), we utilized a modified version of Izard's
(1977) Differential Emotions Scale (mDES) to assess the pattern of discrete emotions police sergeants experienced over time.
Nine positive emotions (α = .90 at Time 1 and .97 at Time 2) were assessed along with eight negative emotions (α = .86 at
Time 1 and .89 at Time 2). Sample positive emotions were interest, joy, and surprise. Sample negative emotions were fear, disgust,
and anger. Participants were asked to “think back to how they felt the past week only” and report on how often they had felt each
of 17 emotions. Ratings were made on an 8-point scale (0 = never to 8 = a great deal). The test–retest reliability for positive
emotions was .79 and .76 for negative emotions. We used positive and negative emotions measured at Time 1 as control variables.
3.2.2.3. Follower job performance. We measured job performance based on a 4-item scale (α = .94) validated by Walumbwa, Avolio,
and Zhu (2008). The first two items were originally developed by Heilman, Block, and Lucas (1992) and modified for this study's
context based on interviews with police officers. The immediate supervisor of each sergeant was asked to provide a performance
rating on this measure, using a 5-point response format. These items were “all in all, how competently does this individual perform
the job?”, “in your estimation, how effectively does this individual get the work done?”, “how would you judge the overall quality
of this individual's work?”, and “how would you judge the overall competence of this individual” using the following 5 anchors:
1 = consistently performs way below expectations, 2 = consistently performs below expectations, 3 = consistently performs
at expectations, 4 = consistently performs above expectations, and 5 = consistently performs way beyond expectations.
Because the performance measure items were drawn from two different measures, we conducted a principal component
analysis of the four items and results showed that a single factor emerged with an eigenvalue greater than 1.00. This factor
explained 82% of the total variance in the items, suggesting that these items form a reliable scale. In addition, the confirmatory
factor analysis showed that the standardized factor loadings ranged from .77 to .89.
3.3. Results and discussion
Table 1 provides the descriptive statistics and correlations for the study variables. We also examined the relationship between
the study's main variables and sergeant's demographic characteristics—age, sex, and level of education, and tenure with the police
department. No significant associations were found.
We tested our hypotheses using structural equation modeling (SEM) with all the analyses conducted at the individual level of
analysis consistent with the level of theory and measurement, and controlling for follower emotions at Time 1. MacKinnon,
Lockwood, Hoffman, West, and Sheets (2002) suggested that a simultaneous test of the significance of both the path from an
initial variable to a mediator and the path from the mediator to an outcome (as implied by SEM test) provides, relative to
other approaches, the best balance of Type I error rates and statistical power. We controlled for follower emotions at Time 1 in
order to establish a baseline and reduce the possibility that the emotions measures taken at Time 2 were reflecting followers'
more stable moods or dispositional affect.
We first conducted a confirmatory factor analysis that included all the variables and the two controls (positive emotions and
negative emotions at Time 1) to assess the relationships between latent variables and the manifest variables that serve as their
indicators, to determine whether the data conform to the supposition that each of the proposed latent variables represents a
separate construct. We used item parcels as manifest indicators of the latent constructs to maintain favorable indicator-tosample-size ratio. For authentic leadership, we used the four dimensions as indicators of a higher-order factor based on
recommendations from Walumbwa, Avolio, Gardner, et al. (2008). For positive and negative emotions, we assigned items randomly to a number of sets to form the item-parcel indicators for each latent variable. Results of the measurement model provided
a good fit to our data (χ 2/df = 2.08; p b .01; IFI = .98; CFI = .98; RMSEA = .06).
Hypotheses 1 and 2 predicted that authentic leadership would be positively related to followers' positive emotions
(Hypothesis 1) and negatively related to negative emotions (Hypothesis 2), while controlling for Time 1 emotions scores. The
structural equation modeling results are displayed in Fig. 1 (χ 2/df = 2.61; p b .01; IFI = .92; CFI = .92; RMSEA = .07). As shown,
authentic leadership was positively associated with followers' positive emotions (β = .26, p b .01) and was negatively associated
with followers' negative emotions (β = −.29, p b .01). Therefore, Hypotheses 1 and 2 are supported by our data.
Hypothesis 3 predicted that positive emotions would be positively related to individual job performance, whereas
Hypothesis 4 predicted that followers' negative emotions would be negatively related to individual job performance. As shown
Table 1
Correlations among the Study 1 variables.
Variable
1.
2.
3.
4.
5.
6.

Positive emotions (Time 1)
Negative emotions (Time 1)
Authentic leadership
Positive emotions (Time 2)
Negative emotions (Time 2)
Supervisor rated job performance

Mean

S.D.

1

2

3

4

5

6

5.59
3.44
3.80
5.58
3.14
3.74

1.28
.91
.99
1.07
.92
.90

.90
−.71⁎⁎
−.13
.79⁎⁎
−.58⁎⁎
.26⁎⁎

.86
−.21⁎⁎
−.87⁎⁎
.55⁎⁎
−.23⁎⁎

.96
.24⁎⁎
−.18⁎
.36⁎⁎

.97
−.57⁎⁎
.25⁎⁎

.89
−.04

.94

Note. n = 162. The Cronbach's alpha (α) coefficients are reported in diagonal.
⁎ p b .05 (2-tailed).
⁎⁎ p b .01 (2-tailed).
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Fig. 1. Structural equation modeling results for Study 1. Thus, Hypothesis 4 was not supported by our data. Taken together, these variables accounted for 44% of
the variance in job performance.

in Fig. 1, followers' positive emotions significantly predicted individual job performance (β = .14, p b .05), supporting
Hypothesis 3. However, followers' negative emotions did not significantly predict individual job performance (β = −.03, n.s.).
Thus, Hypothesis 4 was not supported by our data.
Hypothesis 5 predicted that followers' positive and negative emotions together would partially mediate the relationships between authentic leadership and individual job performance. As shown in Fig. 1, our results suggest that authentic leadership is
significantly related to supervisor-rated follower job performance (β = .41, p b .01), and both positive and negative emotions.
Using the procedure developed by Selig and Preacher (2008) to test mediation effect, we found that the bootstrapped 95% confidence interval for the positive emotions in the authentic leadership-follower job performance relationship lie between .01
and .06. Because zero is not in the 95% confidence intervals, we concluded that the indirect effect is indeed significantly different
from zero (p b .05, two-tailed). Next, because authentic leadership remained significantly related to individual performance even
when both Time 1 and Time 2 positive and negative emotions were included in the same model, we concluded that positive emotions partially mediated the positive relationship between authentic leadership and followers' job performance as suggested in
Hypothesis 5.

3.3.1. Additional analyses
Because each lieutenant rated three sergeants' individual job performance, there is the possibility that our data may not be
completely independent. To further examine the robustness of the results obtained from the SEM, we also tested our hypotheses
using hierarchical linear modeling (HLM). HLM accounts for the hierarchical nature of data, while maintaining appropriate levels
of analysis for the predictors (Raudenbush & Bryk, 2002) and is therefore useful for model validation purposes. We found that the
pattern of results from the HLM analyses was highly consistent. Results showed after controlling for Time 1 positive and negative
emotions that authentic leadership and positive emotions still significantly predicted follower performance, confirming a partially
mediated relationship. Therefore, the HLM analyses belayed concerns about data independence and provided further confidence
in our statistical inferences. We focus our reporting on the SEM results as SEM allowed us to simultaneously estimate all variable
relationships to account for potential measurement error as opposed to testing the model in a piecemeal fashion.
In summary, the results of Study 1 provide general support for our theoretical arguments. Specifically, we found that authentic
leadership is positively related to rated job performance, with this relationship partially mediated by follower positive emotions.
However, although authentic leadership is negatively related to negative emotions, the relationship between negative emotions
and performance is non-significant. In the General discussion section, we will discuss the implications for these findings, study
limitations, and future research directions.

4. Study 2
4.1. Authentic leadership, follower psychological capital, and individual follower performance in a military organization
Study 2 sought to build on the Study 1 findings by using a different measure of follower positivity—psychological capital, while
generalizing our findings on authentic leadership to similar leader and follower roles—in another relatively extreme context, a
military organization. We selected psychological capital for this study based on our observations and interviews.
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In Study 1 positive emotions explained a negligible percentage of the variance in job performance (less than 2%) while
negative emotions had no effect at all. This was somewhat surprising and made us reflect more on our prior interviews with
the police officers. While officers highlighted the stressful and emotionally laden nature of the context, they equally reinforced
that was just “part of the job” and you had to learn to “suck it up” and “drive on.” The police officers thus appeared generally
to have become more accustomed or capable of maintaining performance levels while experiencing stressors and emotions in
their work. This suggested to us that they had built psychological capacities to face stressors, albeit varying across individuals.
We then explored this further in interviews with soldiers in the preparation for Study 2. Here we heard less reference to daily
emotional experiences and more about having confidence, resilience, fortitude, etc. Noting that positivity can have both affective
and cognitive components (Shamir et al., 1993), we thus sought to test psychological capital as a different and more cognitivebased measure of positivity that may better explain the influence of authentic leadership on follower performance in more
extreme contexts. Finally, we used Study 2 as an opportunity to overcome what we felt was a limitation in Study 1 by including
organizational climate as another potential control to further increase confidence in our findings.
Psychological capital is broadly defined as “one's positive appraisal of circumstances and probability for success based on
motivated effort and perseverance” (Luthans, Avolio, Avey, & Norman, 2007, p. 550). Psychological capital represents the four
psychological resources of self-efficacy (confidence to take on and succeed at challenging tasks), hope (garnering the will and
paths to achieve goals), optimism (a positive expectation about succeeding), and resilience (bouncing back to attain success
under adversity) (Luthans et al., 2007). Thus, psychological capital reflects an individual's positive motivational state toward
goal attainment. Luthans and colleagues (e.g., Avey, Luthans, & Youssef, 2010; Luthans et al., 2007) reported across multiple
studies that these four state-like resources form into a higher order construct that results in a synergistic capacity that predicts
performance more strongly than any of the four components separately.
Theoretical work has suggested a link between authentic leadership and follower psychological capital and performance.
Gardner and Schermerhorn (2004) suggested that authentic leaders are especially prone to enhance motivation and performance
through activating psychological capital in followers. For example, authentic leaders are proposed to activate self-efficacy through
helping followers become more aware of their strengths and by providing transparent support to facilitate their development.
Authentic leaders may also instill hope through transparently clarifying goals, objectives, and means that make salient the
pathway component of hope. Further, through transparently articulating the challenges being confronted and balanced
processing, authentic leaders promote follower input into decisions, which enhances followers' ownership in the decisions and
could increase the agency component of hope (Gardner et al., 2005). Such increases in agency have been associated with both
enhanced efficacy (Bandura, 1997) and hope (Snyder, Irving, & Anderson, 1991).
Gardner and Schermerhorn (2004) also proposed that optimism could be enhanced through transparency and balanced
processing, as followers may see that they have more control over their own performance, and with their moral leader's support,
begin to reframe challenges into opportunities. Further, Gardner and Schermerhorn and others (e.g., Avolio et al., 2004) proposed
authentic leaders build follower resilience through making sense of and drawing meaning from setbacks and by modeling the
way forward to avoid rumination. Finally, Ilies et al. (2005) suggested authentic leaders bolster follower psychological resources
by increasing self-determination and the experience of well-being.
Despite this conceptual rationale for focusing on psychological capital, we know of only one study that has examined authentic
leadership and follower psychological capital and performance. Specifically, Walumbwa et al. (2011) found that psychological
capital served to mediate the relationship between authentic leadership and performance and citizenship behaviors at the
group level in a large United States Bank. Given this was the first study to empirically link authentic leadership to psychological
capital, and consequently performance, Walumbwa et al. (2011) suggested that it is important to extend the generalizability of
their findings to different organizational contexts where issues of balanced processing, ethics, honesty, self-awareness, and
transparency ethics are likely to be important drivers of performance; such as, we propose, more extreme contexts.
In this study, we test a similar hypothesis at the individual level and in doing so extend Walumbwa and colleagues' (2011)
work done at the group level. This is important as results obtained at one level of analysis may not generalize to another level
without generation of specification errors (Kozlowski & Klein, 2000). Moreover, we found this extension particularly important
given our study's context. We know that in more extreme contexts like the military, for example, that stressors differentially influence phenomenon at the individual and group levels (Tucker, Sinclair, & Thomas, 2005; c.f., Bliese & Jex, 1999); and thus would
likely influence the operation of leadership and psychological capital and their outcomes. Thus, our aim was to assess if the results
reported by Walumbwa et al. (2011) would generalize to the individual level of analysis and in a relatively extreme context.
When the four facets of efficacy, hope, optimism, and resiliency combine, they are theorized to trigger a positive synergistic
capacity to boost goal accomplishment, motivation, and performance as demonstrated in recent empirical work (see Avey
et al., 2010; Luthans et al., 2007). The expected synergistic value of psychological capital is explained by psychological resource
(Hobfoll, 2002) and Fredrickson's (2001) broaden-and-build theories, which in combination propose that individual
psychological resources can create higher-order “resource caravans” to draw from to broaden thought and behavior repertoires
to address challenges.
Thus, we propose that followers of authentic leaders will exhibit higher levels of perseverance (efficacy), adaptability and
willpower to finding alternative solutions to problems (hope), voice positive expectations about future outcomes (optimism),
and engage in proactive coping when faced with adversity (resilience). These resources should facilitate a positive motivational
force to drive increased performance. This leads to our final hypothesis:
Hypothesis 6. Follower psychological capital mediates the relationship between authentic leadership and follower performance.
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4.2. Method
4.2.1. Participants and procedures
Participants were solicited from soldiers attending a training program at a major Army base in the eastern United States. We
randomly selected one of the four regiments at the Army base and solicited volunteer participation by sending a solicitation to the
240 soldiers serving as squad members in that regiment over the organization's internal email service. These squad members
(participants) all reported to a formally assigned squad leader who oversaw their daily activities concerning military duties
and training. Data collection occurred over 5 months. At Time 1, followers provided demographic information and ratings of
their squad leader's displayed authentic leadership. Two months later followers rated their own psychological capital. Three
additional months later external performance ratings were collected on each soldier for their demonstrated performance during
tactical training exercises. After data cleaning, we obtained a total usable sample of 171 soldiers at Time 1 and Time 2.
Representative of the population of soldiers, 12% of respondents were female. The sample was 71% White, 12% AfricanAmerican, 9% Hispanic, and 8% other. The mean age was 19.3 years.
4.2.2. Measures
4.2.2.1. Authentic leadership. We measured authentic leadership (α = .88) using the same 16-item ALQ used in Study 1.
4.2.2.2. Psychological capital. We used the short version of the Psychological Capital Questionnaire (PCQ) adopted from Luthans
et al. (2007) and used by Walumbwa et al. (2011) to measure follower psychological capital (α = .75). The PCQ included
8 items (2 items each for efficacy, hope, optimism, and resilience). Items were rated on a 1 (strongly disagree) to 7 (strongly
agree) response scale. Sample items include: “I usually take stressful things at work in stride” (resilience), “I always look on
the bright side of things regarding my job” (optimism), “I can think of many ways to reach my current work goals” (hope),
and “I feel confident that I have the skills and abilities to do my job” (self-efficacy). The full measure can be obtained at www.
mindgarden.com.
4.2.2.3. Performance. The performance ratings for this study assessed follower performance during an intense tactical training
exercise that included a number of training missions (e.g., mission planning and rehearsals, raids, ambushes, weapons firing
ranges, and road marches) conducted in the field under conditions of prolonged physical and mental fatigue. During the exercises
each soldier's performance was observed and rated by their training company commander, an Army officer dedicated to oversee
and monitor soldiers' development and performance, using their standard performance rating system. According to organizational procedures, this officer assigns each soldier an overall rating based on three factors: objective performance events (e.g., obstacle
course or weapons scores), personal subjective observations of each soldier's overall performance, and input on each soldier's
performance received from other leaders in the chain of command. These three inputs are considered and the training officer
assigns each soldier an overall rating from 0 to 4.33, with .33 increments.
4.2.2.4. Control variable. Research suggests that follower perceptions of organizational values such as openness, collaboration, encouragement, and personal freedom relate to feeling positive about work (Schulte, Ostroff, Shmulyian, & Kinicki, 2009). Thus, we
controlled for these contextual effects to better isolate the effects of authentic leadership on follower psychological capital and
performance. We used a 3-item scale developed for this study to measure general perceptions of a positive organizational climate
(α = .71). The items included being positive about the organization itself and what it tries to achieve, being open about telling
people what one observes or thinks in order to create a more open climate, and the sponsorship of a sense of connection to
the broader mission of the organization. Responses were anchored on a 5-point Likert scale ranging from 0 (strongly disagree)
to 4 (strongly agree). The items were, “I am very positive about the overall prospects of this organization”, “I can tell people
what I really think in this organization”, and “I feel my work makes an important contribution to this organization.”
4.3. Results and discussion
4.3.1. Preliminary analyses
Before conducting our analyses, we assessed the distinctiveness between authentic leadership and psychological capital since
prior literature has frequently discussed both as being facets of positive human capacity. We first examined a measurement
model including all four variables (authentic leadership, psychological capital, performance, and positive organizational climate)
to assess the relationships between latent variables and their indicators. This measurement model provided a good fit to our data
(χ 2 = 645. 60, df = 345, p b .01, TLI = .91, CFI = .93, RMR = .06, RMSEA = .06). The factor loadings and factor covariances were all
significant (standardized loadings ranging > .60), evidencing convergent validity. Next, we tested this four-factor measurement
model against an alternative model where authentic leadership and psychological capital were set to correlate at 1.0, and positive
organizational climate and performance were freely estimated. Results showed that the alternative model fit the data worse
(χ 2 = 727.17, df = 346, p b .01, TLI = .82; CFI = .86, RMR = .17, RMSEA = .10), with the difference in chi-square significant (Δχ 2
[1] = 81.57, p b .01). These results suggest authentic leadership is distinct from psychological capital, as well as the outcome
and control variables.
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4.3.2. Hypothesis tests
Table 2 shows the descriptive statistics and correlations for the study variables. We examined the relationship between the
study's main variables and participant's demographic characteristics and found no significant associations.
As with Study 1, we used SEM to test our model in order to capture the multidimensional aspect of authentic leadership and
psychological capital. As shown in Fig. 2, authentic leadership positively predicted psychological capital (β = .62, p b .01), and in
turn, psychological capital predicted ratings of performance (β = .18, p b .05), both while controlling for the effects of the level
of positive organizational climate. Once again, we found that the bootstrapped 95% confidence interval for the mediated effect
lie between .02 and .25, suggesting that the indirect effect is indeed significantly different from zero (p b .05, two-tailed).
Hypothesis 6 suggested that followers' psychological capital would mediate the relationship between authentic leadership
and follower performance. To test this hypothesis, we compared the fit of the hypothesized model (see Fig. 2) to an alternative
model adding a direct path from authentic leadership to follower performance. A non-significant difference was found between
these two models (suggesting full mediation is present). Results demonstrated that the fit of the alternative model was almost
identical to that of Fig. 2 (χ 2 = 645.60, df = 345, p b .01, TLI = .91; CFI = .93, RMR = .06, RMSEA = .06), with the difference nonsignificant (Δχ 2[1] = 1.95, n.s.). Importantly, the path from authentic leadership to follower performance was no longer
significant. Under rules of model parsimony, we proceeded with the hypothesized model. This block of variables accounted for
36% of the variance in follower job performance.
5. General discussion
The purpose of this set of studies was to explore whether authentic leadership predicts follower performance through the
leader's influence on the positivity (positive emotions and psychological capital) experienced by followers. Our results across
two studies indicated that leaders rated by followers as being more authentic had followers who were rated as more effective
performers. In Study 1 we found that authentic leadership predicted follower job performance partially through leaders' influence
on followers' positive emotions. Followers who worked for an authentic leader reported experiencing more positive emotions and
fewer negative emotions than those who worked for a less authentic leader. In Study 2, we examined an additional measure of
follower positivity, psychological capital, as a potential mediating mechanism. We found that authentic leadership predicted
follower job performance fully through leaders' influence on followers' psychological capital, and this effect was independent
of the level of positive organizational climate. Turning to the results more specifically, our findings make several theoretical
and practical implications.
5.1. Theoretical implications
According to Avolio (2007), leadership research and the theories that support such research, should make an effort to take
context into account when examining the impact of leadership on followers. As such, our results have theoretical implications
for the study of authentic leadership and positivity in relatively extreme contexts such as police work or the military. For example, police officers are generally encouraged by peers and superiors to suppress emotions, particularly positive emotions,
due to the serious and stressful nature of their work (Martinussen et al., 2007). However, research on emotions has indicated
that suppressing one's emotions can be harmful in that it involves behaving without being authentic or true to oneself or
others (Hochschild, 1983). Given that a primary goal of authentic leadership is to develop followers toward authenticity
(Gardner et al., 2005), leaders who encourage authentic emotional expression should have a more positive impact on followers' well-being and performance. Future research should focus on examining the dynamics surrounding authentic selfexpression in stressful contexts to directly determine if authentic self-expression (or lack thereof) has implications for performance, as well as a range of other outcomes of interest including absenteeism, health status, turnover, engagement and so
forth.
Similarly, one of the main tenets of Fredrickson's (1998, 2001) broaden-and-build theory is that positive emotions can serve to
enhance the human condition in terms of psychological resources, motivation, ability and performance while serving to help
sustain individuals through difficult periods of stress and vulnerability. Prior leadership theorizing has proposed that some

Table 2
Correlations among the Study 2 Variables.
Variable
1.
2.
3.
4.

Organizational climate
Authentic leadership
Psychological capital
Follower performance

Mean

S.D.

1

2

3

2.87
2.74
5.54
2.83

.71
.64
.73
.69

.71
.28⁎⁎
.12
.19⁎

.88
.43⁎⁎
.22⁎⁎

.75
.19⁎

Note. n = 171. The Cronbach's alpha (α) coefficients are reported in diagonal.
⁎ p b .05 (2-tailed).
⁎⁎ p b .01 (2-tailed).
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Fig. 2. Structural equation modeling results for Study 2.

leaders work to uplift their followers, especially when addressing threatening or stressful conditions, while others place
considerable emphasis on controlling or in many instances destroying the motivation and resilience of followers, organizations,
communities and societies while dealing with difficult challenges (Avolio, 2005; Gardner, 1990). Noteworthy in the present
study's findings is that authentic leadership potentially can somewhat buffer followers from the effects of stress and challenges
(Armstrong-Stassen, 2008). Although we did not directly test for a buffering effect in this study, future research should be
encouraged to do so.
There were two surprising findings in Study 1. First, although positive emotions partially mediated the relationship between
authentic leadership behavior and follower performance, positive emotions explained only 2% of the variance in job performance.
Second, although authentic leadership was related to negative emotions, negative emotions did not mediate the effects on
performance. Our further (post hoc) analysis of our participant interviews with the police officers suggests this null finding
may be because more cognitive-based forms of positivity are the primary drivers of sustained performance in such stressful
contexts, as opposed to affect-based positivity; as the results of Study 2 further suggest. However, it is also possible that the
small effects of affect may be due to how we measured performance, using subjective versus more objective ratings of police
officer performance. Future research should assess the effects of authentic leadership, mediated by emotions, in other contexts
to determine if these findings generalize or were due to the study's particular context and outcome measures.
On the other hand, as suggested by an anonymous reviewer, our lack of findings regarding negative emotions and rather weak
findings regarding positive emotions could be due to the fact that we have not captured the full level of complexity of emotions.
For example, we did not distinguish between emotions based solely on valence (positive vs. negative, such as happy vs. sad)
versus those based on intensity (high vs. low, such as fear vs. sad). According to researchers, high intensity, positive emotions
and low intensity, negative emotions load on one dimension, whereas high intensity, negative emotions and low intensity,
positive emotions load on a second dimension (see Barsade & Gibson, 2007). Furthermore, these two higher-order dimensions
of affect are weakly correlated. Therefore, perhaps our findings regarding emotions would have been different had we
investigated the impact of high intensity negative emotions versus low intensity negative emotions on performance rather
than lumping these together. Future research should definitely explore this idea across different work contexts.
On a broader level, despite our modest findings regarding positive emotions, we also attempt to add to existing theory
concerning authentic leadership by explaining why authentic leaders may elicit more positive emotions in followers. We suggest
that one way that authentic leaders increase positive emotions is by being a source of emotional social support for followers. By
engendering self-awareness, relationship transparency, an internalized moral perspective and balanced processing, we believe
that authentic leaders are in effect offering emotional social support, as we noted in the theoretical build up to our hypotheses.
Specifically, emotional support is provided through relational transparency as leaders encourage authentic self-expressions and
share their own mistakes as a way of empathizing. They also actively support followers' morally driven decisions, and use selfawareness to better understand how they are impacting followers and adjust their leadership accordingly to create a positive
influence on those followers. Although a direct test of whether or not authentic leadership is perceived as a form of emotional
social support was beyond the scope of this study, future research should formally test social support as a mediating mechanism
linking authentic leadership to follower emotions to further advance authentic leadership theory.
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We also contribute to the authentic leadership literature by explaining how authentic leaders may positively influence the
psychological capital of individual followers. We suggest that in addition to raising the positive emotions of followers,
authentic leadership behavior also raises the more cognitive or agency aspects of positivity. That is, authentic leaders raise the
combined levels of hope, optimism, self-efficacy, and resilience in followers therefore driving positive agency to succeed upward.
Taken together these findings suggest that authentic leaders can impact two different types of positivity in followers operating in
more extreme contexts, and that the cognitive “pathway” may be the most potent.
Finally, our work extends psychological capital research into a new organizational setting—the military during tactical
exercises. The majority of work on psychological capital has been focused on more traditional manager–employee work
organizations. Yet, some work is emerging on psychological capital in stressful contexts. Walumbwa, Peterson, Avolio, and
Hartnell (2010) found that higher levels of psychological capital among police leaders resulted in higher levels of psychological
capital in followers. The authors concluded that psychological capital could be role modeled by followers. Thus, this study also
offers some support for the generalizability of the effects of psychological capital in another (military) stressful context, and
provides an antecedent to psychological capital: authentic leadership.
5.2. Practical implications
Several practical implications also arise from this study. Current evidence regarding police work shows that officers frequently
report not having sufficient supervisory support, which may contribute to officer stress, burnout, and feelings of negativity (Burke
& Mikkelsen, 2006). If authentic leaders can raise the positivity in officers, we suspect that significant benefits can accrue. We
expect similar effects for stressful military contexts. In particular, according to Fredrickson (1998, 2001), the more positive
emotions one experiences in a given time period, the more emotions that individual can “save” and use for a later date. That is,
during stressful circumstances when positive emotions may be depleted, individuals can call upon their reservoir of personal
resources to get them through long and difficult challenging situations. Phrases such as “stay positive” or “keep your chin up”
take on real meaning in the context of police or military work or other high stress occupations. Given the on-going negativity
often associated with such work, a healthy reserve of positive emotions and psychological resources should be especially valuable
to retaining higher levels of motivation and performance.
Specifically, the extent to which authentic leaders can help drive up positivity in their followers, these “stores” may mitigate
future periods of negativity caused by stressful job or home conditions. Authentic leaders may do this by providing needed
emotional support. When followers know that they have a trusted advisor who will listen to them and be candid with them,
they will be more likely to see a reduction in negative emotions. As one sergeant in our sample commented, “We see some pretty
dark stuff and sometimes it makes you want to hurt the people who cause others such pain. My lieutenant understands this
feeling and can get my head right.”
Similarly, authentic leaders can use emotional support to enhance positive emotions. As another sergeant noted, “When you
have a good day, I mean, you do something that actually saves a person's life and they thank you for it, my lieutenant is the first to
recognize it and to help us celebrate.” In sum, to the extent that authentic leaders consistently make salient the positive aspects of
the job and serve as an empathetic advisor for the negative aspects of the job, they will likely have success in creating a more
sustained sense of positivity in followers.
Our results linking authentic leadership to follower psychological capital and subsequent performance in a military training
context, suggest that by promoting authentic leadership, followers may exhibit higher levels of positivity in the form of hope,
optimism, self-efficacy, and resilience, which may provide greater agency for enhancing their performance. The linkage between
psychological capital and performance is itself worthy of note, especially since recent research (e.g., Luthans, Avey, Avolio, &
Peterson, 2010) suggests that short training interventions are effective in developing participants' psychological capital and
subsequent performance. Training focused on helping followers develop strategies around removing obstacles, setting goals,
setting positive expectations for the future, mitigating risk, and role modeling appropriate behaviors are just a few ways that
leaders can effectively build psychological capital in followers.
5.3. Limitations and future directions
There are some important limitations about the current study worth noting. First, although our data were collected from two
sources and at different points in time, our results are not entirely free from the potential inflating effects of common source bias.
While using external performance ratings, followers provided ratings of leadership based on their subjective perceptions, with no
independent measures taken to substantiate these perceptions (e.g., recording of actual leadership behavior) in addition to
reporting their own positive and negative emotions or psychological capital. Thus, we cannot make any causal statements
regarding our findings. Future research should consider using experimental designs in which interventions are designed to
boost leader authenticity and data are collected over repeated observations to provide evidence of causality between leadership
style, follower emotions or psychological capital, and performance.
The second potential limitation concerns the issue of generalizability. Although, the results of this study have clear
implications for law enforcement, military, and likely other organizations (e.g., emergency medical technicians or search and
rescue), we realize that our results may not be generalizable to other less extreme organizational settings. We believe that the
results of this study provide us with a starting point to begin examining the role of leader authenticity and positivity in other
organizational environments. Yet, future research is needed to explore whether the relationships observed in the present study
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are due to the unique aspects of the context. It would be important to know if authentic leaders have similar positive impacts if,
due to the nature of the work, the baseline positivity level is much higher in the organization. Future research should explore the
relationship between authentic leadership and followers' positivity and performance in traditionally more positive, as opposed to
traditionally more negative contexts to test the boundaries of the present results. Further, in doing so, researchers should also try
to distinguish between high and low intensity emotions to increase the discriminant validity between positive and negative
emotions.
The third limitation involves the fact that in Study 2, we did not collect data allowing us to compare the impact of follower
emotions to follower psychological capital. Although we did not expect emotions to have significant effects on performance
given the study context and the very modest results in Study 1, future research should include both mediators in the same
study to increase confidence in our findings.
The final limitation surrounds the performance data that were collected in the current studies. We were only able to collect
externally rated subjective measures of performance as opposed to objective performance indicators. Future research should
examine whether the current results can be replicated using more objective indicators of performance collected over a longer
period of time from different sources at multiple levels of analysis.
In conclusion, both the practitioner and academic leadership literature emphasize the importance of leader authenticity and
positivity to organizational outcomes. Yet, research linking these two areas is lacking. In this paper, we extended previous results
linking perceptions of authentic leadership to higher levels of follower performance. We also tested theoretical assertions that
authentic leaders influence follower job performance by driving positive emotions and enhancing psychological capital in
followers at the individual level. Finally, from a practical perspective we applied authentic leadership theory to stressful and
more extreme work contexts. Given the ongoing and growing stress associated with police work and the military (and
organizations in general) it is important that researchers continue to investigate how authentic leadership can be developed
and applied to address challenges confronting leaders and followers.
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