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Abstract 

Intuitively, we understand harnessing the full potential of an organization will 

contribute to its success. Research also continues to demonstrate the benefits of 

creating a diverse and inclusive work environment. Many organizations and their 

leaders have employed myriad diversity programs and initiatives over the past 50 

years in an effort to improve the diversity within their organizations and to drive more 

inclusive work environments. While the growth of these programs continues, the 

resulting impacts have been slow to realize and less than scintillating. Many 

organizations struggle to fully engage their employees and management in order to 

achieve the desired results, while a select group of companies are able to successfully 

build diverse teams and create inclusive cultures and work environments.   

 

To help identify the difference between companies that struggle and those that 

succeed at diversity and inclusion, this quantitative dissertation explores the 

relationship between authentic and transformational leadership styles and gender 

diversity in top management teams and inclusive work environments. It examines a 

select group of Chief Executive Officers (CEOs) from Fortune 1000 companies and 

measures the degree to which their scores on measures of authentic and 

transformational leadership correlate with gender diversity and inclusion in their 

organizations.  
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The results show a positive but marginally significant relationship between authentic 

and transformational leadership styles and gender diversity as measured by the 

composition of the companies’ top management teams. However, they show a strong 

significant relationship between authentic and transformational styles and inclusive 

work environments as measured by the frequency with which matters of diversity and 

inclusion are placed on executive committee agendas and the use of storytelling to 

convey the significance of diversity and inclusion. These findings emphasize the 

importance of further study in the area of authentic and transformational leadership in 

advancing gender diversity building organizational inclusiveness. The results also 

suggest that certain sub-dimensions of authentic and transformational leadership may 

play a larger role in building inclusive organizations. Nonetheless, the implications of 

this study are encouraging for organizations that may be struggling to create more 

inclusive environments and greater gender diversity within their organizations. A new 

alternative model of leadership is also proposed that addresses this dynamic. This 

suggested model draws from existing theory and highlights those elements that may 

best advance organizational inclusiveness and create greater gender diversity.  
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Chapter 1: Introduction 
Overview  
This chapter highlights the relevance and significance of this research study 

beginning with a brief examination of the historic issue of diversity and inclusion, 

including an overview of its development from a legislative perspective. Further this 

section will summarize the research question, the study’s purpose, and the research 

design. 

Historical Development of Diversity and Inclusion 
Diversity and equality have been issues, as well as challenges, in the United States for 

quite some time. Despite the seemingly obvious view that people with diverse 

individual expertise would be better at solving complex issues and are more 

innovative and creative than a homogenous group (Phillips, 2014), for nearly 100 

years we have been attempting to create a more inclusive country. Women, for 

example, first won the right to vote with the passage of the Nineteenth Amendment. 

Although women have had equal rights in the legislative process for nearly a century, 

many would argue that the potential and opportunity of equality, fairness, and 

inclusivity in the workplace has yet to be fully realized (Chen & Van Velsor, 1996; 

Kilian, Hukai & McCarty, 2005; Dobbin & Kalev, 2013).   

 

Additional legislation was enacted in the United States in the early 1960’s in an 

attempt to address this issue not just for women but also for other minority or 
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underrepresented citizens in the workforce. Beginning in the 1960s, a number of laws 

were passed including the Affirmative Action/Equal Employment Opportunity Act, 

the Equal Pay Act, the Civil Rights Act, and the Age Discrimination in Employment 

Act, all in an attempt to address real and perceived issues of unfairness and inequality 

in the workplace. The Civil Rights Act could arguably be one of the most important 

pieces of legislation passed during this period as it expanded beyond the gender 

domain to more broadly prohibit discrimination in the workplace based upon race, 

color, religion, sex, and national origin (Dobbin & Kalev, 2013).  

 

More recently, we saw the passage of laws focused on Americans with disabilities as 

well as veterans. These various laws have become the framework within which much 

of the diversity and inclusion initiatives work resides (Dobbin & Kalev, 2013).  

 

Although the United States has been perceived as a leader on the world stage with 

respect to human capital management and diversity and inclusion, with the growth of 

globalization and international businesses many countries have also begun to 

similarly enact laws and regulations that attempt to ensure diverse populations are not 

subject to discrimination.   

 

Several countries have attempted to accelerate the process of inclusion and creating 

greater opportunities and diverse representation through the enactment of legislation 

establishing quota systems (Collins, 2012). With the increased attention on leadership 
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and governance, and the attention by stakeholders and the public, a number of 

European countries have developed specific quota systems or targets to increase 

female representation in the boardroom (Curtis, Schmid, & Struber, 2012; Dawson, 

Kersley, & Natella, 2015), including, for example, the United Kingdom, Germany, 

and Denmark. These various laws in an international context have added additional 

complexity to the already complex issue of diversity and diversity management 

practices. (Collins, 2012). 

 

Another factor potentially impacting the pipeline of women for the executive suite in 

the United States is the lack of legally nationally protected laws for maternity leave. 

According to the United Nations International Labour Organization, only two 

countries in the world do not have some form of legal protection for partially paid 

maternity leave: Papua, New Guinea, and the United States. In contrast Sweden offers 

sixteen months of protected leave (Suddath, 2015). 

 

Although the United States has not instituted a quota system through a legislative 

process, companies are addressing this issue through increased dialogue in the 

executive suite and improved programing and establishment of goals and metrics 

relative to these programs (Dobbin & Kalev, 2013). In addition, more progressive 

U.S. companies and certain state laws have begun to offer paid or partially paid 

maternity leave (Suddath, 2015). And despite these efforts and given females 

represent slightly over 50 percent of the U.S. population, they lag behind their male 
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counterparts in leadership positions. According to the Center for American Progress 

(Warner, 2014), only 14.6 percent of women held corporate executive officer roles 

and, even less, 4.6 percent of Fortune 500 Chief Executive Officer roles. 

Statement of the Issue and Research Topic 
Many companies and their respective CEOs and leadership teams have increased 

focus and attention on the value proposition of diversity and inclusion and have made 

significant investments and employed a multitude of diversity programs and 

initiatives over the past 50 years in order to realize the associated benefits. While the 

growth of these programs continues to increase, the overall resulting impacts have 

been less than scintillating (Chen & Van Velsor, 1996; Dobbin & Kalev, 2013; 

Rachele, 2012). For example, although on average, marginal improvement has been 

made in the diverse representation of the workforce, particularly at the management 

and more senior roles within an organization, when considering this movement and 

progress relative to the amount of time and the level of investment made, many 

companies still struggle to fully engage their employees and management in order to 

achieve the desired results (Chen & Van Velsor, 1996; Dobbin & Kalev, 2013). 

Certain organizations however have been able to make a difference. These 

organizations have been able to increase the diverse representation in their top 

management teams (TMTs) have been recognized as creating desirable work 

environments that are inclusive and effective. 
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TMTs play a significant role in the strategic direction and ultimate success of 

companies. Research argues that cognitive diversity enhances the ability to better 

comprehend and adjust to change (Bromiley, 2005). Further studies suggest that 

various elements of the TMT’s heterogeneity are associated with the ability to change 

corporate strategy (Wiersema & Bantel, 1992). 

Purpose of the Study 
The objective of this study is to examine the relationship between authentic and 

transformational leadership styles and the advancement of gender diversity and 

inclusion in the workplace. This study is of great interest to me from both a researcher 

and practitioner perspective. To my knowledge, there has not been a similar study 

that has been conducted in large corporate environments. The results would be 

beneficial to many organizations that are struggling with how to create more diverse 

and inclusive organizations by focusing not only on the programmatic aspects but 

also on the relevant leadership styles of their respective CEOs. 

Research Questions 
The basic research question addressed in this study is, what is the relationship 

between CEOs’ authentic and transformational leadership styles and the advancement 

of gender diversity and inclusive work environments in Fortune 1000 companies?  

 

The authentic leadership style is measured by the Authentic Leadership Questionnaire 

(ALQ) (Walumbwa et al., 2008) and the transformational leadership style is measured 
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by portions of the Multifactor Leadership Questionnaire (MLQ) (Avolio & Bass, 

2004).  

 

The ALQ measures overall authentic leadership plus its four sub-dimensions: self-

awareness, relational transparency, internalized moral perspective, and balanced 

processing. Self-awareness is the ability of leaders to be cognizant of their beliefs, 

behaviors, strengths, and limitations, and to understand how they are perceived by 

others. Relational transparency is the ability of the leader to reveal their authentic self 

and to encourage reciprocal behaviors thereby providing an environment where others 

can be forthcoming with their ideas. Internalized moral perspective is the ability to 

self-regulate through a moral and ethical lens and to similarly establish a high 

standard for moral and ethical behavior and conduct of others. And lastly, balanced 

processing is the ability of the leader to objectively seek, process, and analyze all 

relevant data, opinions, and perspectives in advance of making important decisions. 

(Walumbwa et al., 2008).  

 

The MLQ measures overall transformational leadership plus its four sub-dimensions: 

idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration. Idealized influence is the ability of the leader to model 

desired behaviors and demonstrate integrity and their interest in others over self, 

thereby building trust amongst their followers and allowing them to serve as a role 

model. Inspirational motivation is the ability of the leader to encourage and inspire 
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their followers to high levels of performance and a sense of purpose through 

effective, engaging communication of the vision and goals. Intellectual stimulation is 

the ability of the leader to take risks, challenge old assumptions, and to be creative 

while fostering similar behaviors and creativity amongst their followers. Individual 

consideration is the ability to understand the needs and concerns of their individual 

followers and to serve as an advocate for their personal development. (Bass, 1985; 

Bass & Riggio, 2006). I do not measure individualized consideration in this 

dissertation because, when I initially structured my research, I viewed individualized 

consideration as being virtually synonymous with diversity and inclusion. I believed 

that to measure it would be redundant. In retrospect, I wish I had measured it because 

of the nuances it may have potentially identified, but that is left for future research.    

 

Gender diversity is measured by the gender composition of the organization’s top 

management teams both one and two levels below the CEO. Inclusive work 

environments are measured by the frequency to which the CEO places diversity on 

the agenda of executive team meetings and the frequency to which personal 

storytelling is utilized to convey the importance of diversity.    

Research hypothesis 
The following general hypotheses are tested in this study: 

 

Hypothesis 1: There is a significant relationship between CEO authentic leadership 

scores and gender diversity in their top managements teams, as measured by the 
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relative composition of the individuals who directly report to the CEO and their 

respective direct reports. 

 

Hypothesis 2: There is a significant relationship between CEO transformational 

leadership scores and gender diversity in their top management teams, as measured 

by the relative composition of the individuals who directly report to the CEO and 

their respective direct reports. 

 

Hypothesis 3: There is a significant relationship between CEO authentic leadership 

scores and the organizational inclusiveness, as measured by the frequency to which 

diversity is placed on executive team meeting agendas and the frequency to which 

storytelling is utilized to convey the importance of diversity. 

 

Hypothesis 4: There is a significant relationship between CEO transformational 

leadership scores and organizational inclusiveness, as measured by the frequency to 

which diversity is placed on executive team meeting agendas and the frequency to 

which storytelling is utilized to convey the importance of diversity. 

 

For each of the hypotheses listed above regarding authentic and transformational 

leadership styles, additional sub-hypotheses explore the correlations between the 

specific dimensions of each and gender diversity and inclusive organizations.  The 
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hypotheses relating to the sub-dimensions of authentic leadership and 

transformational leadership are discussed in greater detail in Chapter 3, Methods.  

Summary of Research Design 
This quantitative research design utilized a confidential survey instrument, with a 

select group of chief diversity officers (CDOs) or other senior human resource 

executives of publicly traded companies or similar organizations. (See Appendix A 

for a letter outlining research goals and design.) 

 

These CDOs, Chief Human Resource executives, or equivalents assessed the 

authentic and transformational leadership style of their company’s respective chief 

executive officers (CEOs). The survey utilized for this study was developed using the 

ALQ (Walumbwa et al., 2008) and portions of the MLQ (Avolio & Bass, 2004) along 

with questions about the gender composition of the organization’s top management 

teams both one and two levels below the CEO, the frequency with which the CEO 

places diversity on the agenda of executive team meetings, and the frequency with 

which personal storytelling is utilized by the CEO to convey the importance of 

diversity.  

 

The survey instrument also collected demographic information regarding the 

executive and top management teams. The results regarding leadership styles were 

correlated with the gender composition of the top management teams, the frequency 

with which CEOs place diversity and inclusion on the agenda of their respective 
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executive meetings, and the frequency of CEO communications and storytelling 

relative to diversity and inclusion. 

Study Assumptions 
The basic assumptions underlying the purpose of this research study are that authentic 

and transformational leadership styles, according to Avolio and Gardner (2005) and 

Bass and Riggio (2006) respectively, positively correlate with effectiveness in 

advancing diversity and building inclusiveness within corporate organizations.  

Significance of Study 
Despite the myriad of programs, initiatives, and efforts to enhance the diversity and 

inclusion in various corporations and their respective leadership teams, achieving this 

goal continues to be problematic. This study is useful to me as a researcher and a 

practitioner. The results of this study will help to inform and advise other diversity 

and inclusion practitioners as well as executive committees and boards who are 

focused on diversity and inclusion as a significant talent management issue and talent 

sustainability issue, as to how to further develop and influence senior leaders, namely 

CEOs.   

 

The study also lays out additional practical applications associated with 

communication and the CEOs personal relevance of such as well as the significance 

of insuring frequency in addressing this topic in executive team meetings.  

This study will also help to inform those individuals responsible for succession 

planning for the CEO and other top executives by providing them with useful 
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information as to those leadership attributes and characteristics most associated with 

building a diverse leadership team or top management teams.  

Summary of Results 
This is a correlative study that explores the relationship between authentic and 

transformational leadership styles and gender diversity in top management teams and 

inclusive work environments. It examines a select group of CEOs from Fortune 1000 

companies and measures the degree to which their scores on measures of authentic 

and transformational leadership correlate with gender diversity and inclusion in their 

organizations. The study’s four general hypotheses are: 

1. There is a significant relationship between CEO authentic leadership scores 

and gender diversity in their top management teams. 

2. There is a significant relationship between CEO transformational leadership 

scores and gender diversity in their top management teams. 

3. There is a significant relationship between CEO authentic leadership scores 

and organizational inclusiveness. 

4. There is a significant relationship between CEO transformational leadership 

scores and organizational inclusiveness. 

 

As it relates to authentic leadership and gender diversity in top management teams 

(TMTs), the results show that higher levels of CEO overall authentic leadership and 

its four sub-dimensions—relational transparency, internalized moral perspective, 

balanced processing, and self-awareness—each were generally positively related to 
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higher levels of gender diversity in TMTs. While not reaching statistical significance, 

these results suggest that CEOs high in overall authentic leadership and in each of the 

sub-dimensions of authentic leadership are more likely to be associated with gender 

diversity on their top management teams than those who are low in authentic 

leadership and its sub-dimensions. 

 

However, of the four sub-dimensions of authentic leadership, relational transparency 

and internalized moral perspective are the most strongly associated with gender 

diversity in TMTs. This suggests that while all the sub-dimensions may be baseline 

competencies for promoting gender diversity, the ability of leaders to reveal their 

authentic selves and to encourage others to do the same (relational transparency) and 

the ability of leaders to establish high standards of moral and ethical behavior for 

themselves and for others (internalized moral perspective) may accelerate movement 

toward gender diversity by creating environments in which members of TMTs can be 

forthcoming with their ideas, perspectives, and challenges (a result of relational 

transparency) and in which the high moral and ethical standards for equity, fairness, 

and excellence are established and reinforced as the norm (a result of internalized 

moral perspective). 

 

As it relates to transformational leadership and gender diversity in TMTs, the results 

also show that higher levels of CEO overall transformational leadership were 

generally positively related to higher levels of gender diversity in TMTs. While not 
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reaching statistical significance, these results suggest that CEOs high in overall 

transformational leadership are more likely to be associated with gender diversity in 

their top management teams than those who are low in overall transformational 

leadership. 

 

However, of the three sub-dimensions of transformational leadership, only 

inspirational motivation was related to higher levels of gender diversity in a 

significant way. This suggests that while all the sub-dimensions may be baseline 

competencies for promoting gender diversity, the ability of leaders to effectively 

communicate the vision and goals of diversity and inclusion (inspirational 

motivation) may accelerate movement toward gender diversity by providing a sense 

of purpose and encouraging and inspiring followers to achieve higher levels of 

performance around gender equity (a result of inspirational motivation).  

 

As it relates to authentic leadership and organizational inclusiveness, the results show 

that higher levels of CEO overall authentic leadership and its four sub-dimensions: 

relational transparency, internalized moral perspective, balanced processing, and self-

awareness—each were significantly related to higher levels of organizational 

inclusiveness. These results suggest that CEOs high in overall authentic leadership 

and in each of the sub-dimensions of authentic leadership are more likely to be 

associated with organizational inclusiveness than those who are low in authentic 

leadership and its sub-dimensions. 

 



14 
 

However, of the four sub-dimensions of authentic leadership, internalized moral 

perspective and self-awareness are the most strongly associated with organizational 

inclusiveness. This suggests that while all the sub-dimensions may be baseline 

competencies for promoting organizational inclusiveness, the ability of leaders to 

establish high standards of moral and ethical behavior for themselves and for others 

(internalized moral perspective) and the ability of leaders to be cognizant of their 

beliefs, behaviors, strengths, and limitations (self-awareness) may accelerate 

movement toward organizational inclusiveness by helping people understand 

diversity and inclusion a moral imperative as well as a performance imperative (a 

result of internalized moral perspective) and by engaging in behaviors such as agenda 

setting and personal storytelling that allow others to see the leaders’ commitment and 

action around organizational inclusiveness (a result of self-awareness). 

 

As it relates to transformational leadership and organizational inclusiveness, the 

results also show that higher levels of CEO overall transformational leadership, 

idealized influence, and intellectual stimulation were significantly related to higher 

levels of organizational inclusiveness. These results suggest that CEOs high in overall 

transformational leadership, idealized influence, and intellectual stimulation are more 

likely to be associated with organizational inclusiveness than those who are low in 

these measures. 
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However, counterintuitively, inspirational motivation was not related to 

organizational inclusiveness. This suggests that the ability of leaders to model desired 

behaviors and demonstrate integrity concerning diversity and inclusiveness (idealized 

influence) and to take risks, challenge old assumptions, and be creative about new 

opportunities with followers (intellectual stimulation) may be more important than the 

ability of leaders to communicate the vision and goals of diversity and inclusion 

(inspirational motivation) when it comes to accelerating organizational inclusiveness.   

 

The findings suggest that both authentic and transformational CEOs place a greater 

emphasis on building inclusive environments through frequent inclusion of diversity 

and inclusion matters on executive committee agendas and the use of storytelling to 

convey the significance of diversity and inclusion. These findings emphasize the 

importance of further study in the area of authentic and transformational leadership in 

advancing gender diversity building organizational inclusiveness. The results also 

suggest that certain sub-dimensions of authentic and transformational leadership may 

play a larger role in building inclusive organizations. Nonetheless, the implications of 

this study are encouraging for organizations that may be struggling to create more 

inclusive environments and greater gender diversity within their organizations. In 

Chapter 5, I propose a new alternative model of diversity and inclusion leadership 

that addresses this dynamic. This suggested model draws from existing theory and 

highlights those elements that may best advance organizational inclusiveness and 

create greater gender diversity. 

 



16 
 

The relevant literature review on authentic and transformational leadership is 

addressed in the following chapter. Detail of the methodology and research process is 

discussed in Chapter 3. Chapters 4 and 5 explore and discuss the findings of the study 

and the associated analysis, respectively. Chapter 6 discusses the implications of this 

study and potential future research opportunities. 

 

 



 

Chapter 2: Literature Review 
Introduction 
A plethora of leadership theories have been developed over the past century. Some 

may suggest (Zaccaro & Horn, 2003) that these very theories may not have been able 

to be translated in a manner constructive to helping organizations address the various 

challenges that they encounter. We have moved from a more task-focused orientation 

of leadership, on what needs to be accomplished, to more positive, genuine, and 

capacity building forms of leadership theory (Day, Fleenor, Atwater, Sturm, & 

McKee 2014). The former, transactional leadership theory, places emphasis on the 

goal as articulated by the leader and performance, or achievement of the goals by the 

followers and the associated consequences of performance (Bass, 1985). Whereas, the 

more recent leadership theories of authentic and transformational leadership represent 

a fresh perspective that provide an opportunity to better engage followers in the 

building diverse and inclusive organizations through leadership that builds trust and 

inspires performance.   

 

The purpose of this chapter is to review the transformational and authentic leadership 

literature as the basis for the foregoing study of leadership styles of select CEOs of 

large corporations. Both leadership theories represent emerging and developing 

leadership theories associated with leadership that promotes positive corporate and 

organizational culture change. Additionally, this chapter will review the recent studies 

relative to organizational gender diversity and inclusion.  
17 
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Studying the developing theories and elements of transformational and authentic 

leadership is an attempt to discover the most effective and positive forms of 

leadership associate with advancing change.  However, given the sheer number of 

theories and studies in this domain, at times it may appear that the holy grail of 

leadership is seemingly illusive (Day et al., 2014) Nonetheless, the pursuit continues 

with rigor and zeal.   

 

Two of the more recently developed theories of leadership to emerge in the academic 

literature over the past few decades are the theories of transformational and authentic 

leadership with the latter gaining momentum (Avolio & Gardner, 2005). 

Simultaneously, during the time of the emergence of authentic leadership theory from 

an academic perspective, business leaders were also beginning to move toward a 

more practical awareness of the need for a new way to lead in a manner that was 

more transparent and genuine while still based in the ethical underpinnings of the 

previously espoused leadership theories. 

 

The terms transformational and particularly authentic may be what initially resonates 

with academicians and corporate executives alike, particularly in light of the recent 

increases of perceived leadership failures as evidenced by the number of corporate 

scandals and failures that have owned headlines over the same time period as the 

emergence of this newer theory (Gardner, Cogliser, Davis, & Dickens, 2011). The 
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very public and painful failures shed a light on the obvious inauthenticity of 

leadership, thereby creating a beacon for this newer models of leadership. 

Diversity and Inclusion Studies 
Diversity in its simplest form is understood in terms of representation and inclusion is 

understood as ensuring such representation is valued. Diversity and inclusion should 

not necessarily be viewed as an issue or a problem to be solved. Rather, diversity and 

inclusion needs to be viewed as a business and social opportunity to be had. Effective 

workplace diversity and inclusion strategies are critical to ensuring that organizations 

are not only protected against discrimination claims but are more productive and 

innovative through fully utilizing all of its talent (Dobbin & Kalev, 2007; Dobbin & 

Kalev, 2013; Holmes, 2010; Kalev, Dobbin & Kelly, 2006).  

 

Many diversity studies have been conducted (Alcazar, Romero & Gardey, 2013; 

Curtis & Dreaseslin, 2008; Jonsen, Marznevski & Schneider, 2011), many showing 

positive correlations between diversity and organizational performance, specifically 

gender diversity (Apfelbaum, Phillips, Richeson, 2014; Carter, Joy, Wagner, & 

Narayanan, 2007; Carter & Wagner, 2011; Soares & Combopiano, 2013; Curtis et al., 

2012; Maitland, 2012; Francoeur, Labelle, & Sinclair-Desgagne, 2008; Frink, 

Robinson, Reithel, Arthur, Ammeter, Ferris, Kaplan & Morrisette, 2003; Galinsky, 

Todd, Homan, Phillips, Apfelbaum, Sasaki, Richeson, Olayon, & Maddux, 2015; 

Giscombe & Mattis, 2002; Mattis, 2001; Hunt, Layton, & Prince, 2014). Although   
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difficult and at times uncomfortable, the work of diverse groups creates greater 

innovation and creativity than homogeneous groups (Phillips, 2014; Phillips & Lount, 

2007). 

 

Similar studies have been undertaken relative to the corporate governance or board 

space, demonstrating similar correlations with respect to effectiveness and 

performance. An example of such work shows that “a board’s contributions to the 

level of firm / organizational innovation is higher in boards with at least three 

women” (Torchia, Calabro, & Huse, 2011, p. 312). And yet, despite such studies and 

efforts, progress continues to be slower than we would expect (Soares & Mulligan-

Ferry, 2013; Dobbin & Kalev, 2013).  

 

Similarly, studies show that “radically diverse workforces in conjunction with high 

levels of innovation can provide firms with a competitive advantage” (Richard, 2000; 

Richard, McMillan, Chadwick, & Dwyer, 2003, p. 121). These studies address not 

only the traditional performance metrics focusing on achieved financial performance; 

rather, they are orientated toward the potential and capacity relative to innovation. 

 

It may be clear that progress has been made, but again, how can this progress begin to 

accelerate? To achieve even greater results, should we consider shifting away from a 

more task oriented leadership to one that more fully engages followers and better 

conveys the opportunities and possibilities for the organization as a whole?  
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Authentic Leadership 
The concept of authenticity is not new to business or psychology and has existed for 

quite some time. Yet, the emergence of authenticity in the construct of a leadership 

theory or framework has occurred only late in the last century (Gardner, Gogliser, 

Davis, & Dickens, 2011; Avolio & Gardner, 2005). 

 

We start by asking the question: What does it mean to be authentic or to possess 

authenticity? Webster (“Authentic,” n.d.) defines authentic and authenticity as real, 

true, accurate, and original. Considering what is needed in the current environment, 

both in business and in society as a whole, this appears to be rather foundational 

(Gardner et al. 2011).   

 

We are reminded by the Webster definition that the term authentic has its roots in the 

Greek word authentikos, referring to master. Given the long history of the words 

authentic and authenticity, it is rather curious that the term is now reemerging into 

popular corporate culture and organizational vernacular.  

 

Novicevic, Harvey, Buckley, Brown, and Evans (2006) explored the historical 

meanings of the term authenticity. In their work, noting the various meanings of 

authenticity in the history of philosophy and psychology, they attempt to summarize 

these distinctions. They state that the philosophical meanings of authenticity have 

been historically articulated in terms of individual virtues and ethical choices, while 
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psychological meanings of authenticity have been historically articulated in terms of 

individual traits/states and identities (Novecevic et al., 2006). Figure 1 is adapted 

from their assessment. 

 

Source: Adapted from Novicevic et al., 2006 

Figure 1. Historical Perspectives of Authenticity 
 

The theory of authentic leadership, however, is a relatively newer phenomenon of 

leadership that has emerged in leadership study and theory development. The more 

pronounced theoretical discussions regarding authenticity have occurred over the past 

ten years (Gardner et al., 2011). From a definitional perspective, we know that 

authenticity dates back to the earliest Greek philosophers regarding leadership. 

Therefore, the history of authentic leadership is, nonetheless, rich. 
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The term itself has been used rather loosely in the practitioner domain, which may 

create some confusion as to what we are truly referring to from a theoretical and 

leadership construct perspective. Therefore, we will start with an understanding of the 

development of the authentic leadership theory from a historical perspective. In 

reviewing the definitional development of authentic leadership constructs, clarity 

becomes more apparent.   

 

The following reviews the progression and development of the foundations of the 

construct through the exploration of the definitions of authenticity, the authentic 

leader and what constitutes authentic leadership and leaders. These definitions 

ultimately reflect the generally accepted measurements of authentic leadership; self-

awareness, relational transparency, internalized moral perspective, and balanced 

processing (Walumbwa et al., 2008). 

The construct of authenticity, authentic leadership, and leaders  
The definition of authentic leadership and leaders has evolved within the academic 

literature over the past 15 years. The most cited definition comes to us from Luthans 

and Avolio’s seminal work in 2003 in which they define authentic leadership as a 

process that draws from both positive psychological capacities and a highly 

developed organizational context and results in both greater self-awareness and self-

regulated positive behaviors on the part of leaders and associates, fostering positive 

self-development. They claim that the authentic leader is confident, hopeful, 

optimistic, resilient, transparent, moral, ethical, and future oriented, and gives priority 
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to developing associates into leaders themselves. Rather than trying to coerce or 

persuade associates, authentic leaders use their values, beliefs, and behaviors to 

model the development of associates (Luthans & Avolio, 2003). “Authentic leaders 

are deeply aware of their values and beliefs, they are self-confident, genuine, reliable 

and trustworthy, and they focus on building followers’ strengths, broadening their 

thinking and creating a positive and engaging organizational context” (Ilies, 

Morgeson, & Nahgang, 2005, p. 374). 

 

Earlier definitions of authentic leadership and authentic leaders preceded Luthans and 

Avolio's work and date back as early as the 1960s (Gardner et al., 2011). These 

definitions preceded their work and address authenticity from an organizationally 

agnostic perspective to specific educational organizations domains. 

 

In the late 1960s Rome and Rome explored humanistic research in larger social 

organizations. They put forward one of the earlier definitions of authentic leadership 

by observing that hierarchical organizations, like individuals are authentic to the 

degree that during their leadership it accepts finitude, uncertainty and contingency 

while realizing its capability for taking responsibility and making choices. They 

further assert that the organization, again like an individual acknowledges mistakes 

and fulfills it managerial capacity. (Rome & Rome, 1967).  
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Interestingly, the Rome and Rome (1967) definition appears not to make the 

distinction between leadership and management. This is evidenced through their use 

of language denoting more managerial tasks as opposed to a broader strategic 

leadership acumen. Nonetheless, their definition speaks to the issue of transparency 

which we will see further developed in subsequent attempts to define authentic 

leadership.  

 

In the early 1980s, a more formal construct of authentic leadership begins to emerge 

which denotes personal responsibility, acceptance of subordinates, and awareness and 

appreciation of the responsibility of the role as being more than their own self. 

Henderson and Hoy (1983) claim that authentic leadership is the extent to which 

subordinates view their leader as demonstrating acceptance of both the organizational 

and personal responsibility for actions and outcomes and do not manipulate 

subordinates. Conversely, they further assert that a leader is inauthentic if they are 

viewed by their subordinates as not taking responsibility for errors and blaming others 

for the mistakes, demonstrating the importance of their role versus their self 

(Henderson & Hoy, 1983).  

 

The next major definition to emerge following Henderson and Hoy (1983) was that of 

Bhindi and Duignan (1997) wherein they build on the components of authentic 

leadership by expanding on the discovery of the self, drawing a source of energy from 

the good intentions of the organization, an introduction of spirituality and a sense of 
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shared meaning, and finally the ability to make sense of a broader range of 

constituents in a diverse environment. Their definition was also the first to consider a 

more global domain, which is significant in considering the importance of diversity 

and inclusion.  

 

In this case, Bhindi and Duigan (1997) claim that authentic leadership involves a 

discovery of one’s authentic self through:  

• meaningful relationships within organizational structures and processes supported 

by significant core values 

• intentionality or visionary leadership fueled by organizational members 

• renewed commitment to spirituality 

• sensibility to the feelings, needs, and aspirations of others in a multicultural 

setting 

 

Specific references to ethical judgements and consciousness, as elements of authentic 

leadership emerged several years later. “Authentic leadership may be thought of as a 

metaphor for professionally effective, ethically sound, and consciously reflective 

practices. . . . This is leadership that is knowledge based, values informed, and 

skillfully executed” (Begley 2001, p. 353). 

 

Until 2003, authentic leadership was explored mostly by the academic community in 

an attempt to discover and develop an effective leadership model. But a successful 
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former business executive offered his perspective of authentic leadership from the 

seat of a seasoned CEO—in other words, from the practitioner’s perspective. 

 

George (2003) claims that authentic leaders use their inherent skills and abilities but 

they are attuned to their shortcoming and work to overcome them. He further claims 

that authentic leaders execute their roles with purpose, meaning and values and work 

to build lasting relationships with others. He also asserts that individuals will follow 

an authentic leader because it is clear where they stand. The authentic leader is 

consistent, self-disciplined, and focused on a lifetime of personal development and 

growth (George, 2003).  

 
Similarly, George (2003) believes that the authentic leader was a combination of 

nature and nurture and possessed a true desire to serve others through their personal 

leadership. Parallel to the academic development, George also introduces the 

concepts of morality and a value orientation in addition to discipline and personal 

development.  

 

Following the Luthans and Avolio seminal work in 2003 defining authentic leaders as 

the authentic leader as confident, hopeful, optimistic, resilient, transparent, moral, 

ethical, future oriented, and giving priority to developing associates into leaders 

themselves, Avolio, Gardner, Walumbwa, Luthans, and May (2004) expanded their 

definition. For the authors, authentic leaders were defined as those who know who 
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they are and the context in which they operate. In addition to being perceived by 

others as being personally aware of their own strengths, knowledge, values, and 

moral perspectives, they are also aware of these elements in others (Avolio et al., 

2004).  

 

In the same year Begley (2004) also expanded upon his original definition to reflect 

the leader’s awareness of self and others. He states that “authentic leadership is a 

function of self-knowledge, sensitivity to the orientations of others, and a technical 

sophistication that leads to a synergy of leadership actions” (Begley, 2004, p. 5). 

 

George and Sims (2007) further develop the practitioners’ perspective of authentic 

leadership by creating greater awareness and discussion within the corporate arena. 

Their definition was refined to state that authentic leaders were genuine individuals 

who were true to both themselves and their beliefs. Further, they claim that authentic 

leaders engender trust and are therefore able to motivate others to higher levels of 

performance. These individuals are prepared to be their own person and not let the 

expectations of others guide them (George & Sims, 2007). They further claim that 

these authentic leaders are most concerned about serving others than their own 

success or recognition. 

 

Table 1 summarizes the key definitions of authentic leadership discussed in this 

section. 
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Table 1. Key Definitions of Authentic Leadership 

 

Source Definition 

Rome & Rome 
(1967) 
 

Authentic leaders accept finitude, uncertainty, and contingency; 
acknowledge their mistakes; and take responsibility for their 
choices.   
 

Henderson & Hoy 
(1983) 
 

Authentic leaders take organizational and personal 
responsibility for actions and outcomes and do not manipulate 
subordinates. Inauthentic leaders shirk responsibility for errors 
and blame others for the mistakes. 
 

Bhindi & Duigan 
(1997)  
 

Authentic leaders establish meaningful relationships supported 
by their core values, provide visionary leadership supported by 
organizational members, practice spirituality, and are sensitive 
to the feelings, needs, and aspirations of others in multicultural 
settings. 
 

Begley (2001) 
 

Authentic leaders are professionally effective, ethically sound, 
and consciously reflective. Their leadership is knowledge-
based, values-informed, and skillfully-executed. 
 

Luthans & Avolio 
(2003)  
 

Authentic leaders have greater self-awareness and self-
regulated positive behaviors, which foster positive self-
development for themselves and others. They are confident, 
hopeful, optimistic, resilient, transparent, moral, ethical, and 
future-oriented. They prioritize developing associates by 
modeling their values, beliefs and behaviors. 
 

George (2003) 
 

Authentic leaders use their skills and abilities but are attuned to 
their shortcoming and work to overcome them. They are 
consistent, self-disciplined, and focused on a lifetime of 
personal development and growth. They execute their roles 
with purpose, meaning, and values; work to build lasting 
relationships with others; and strive to serve others through 
their leadership.  
 

Avolio, Gardner, Authentic leaders know who they are and the context in which 
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Source Definition 
Walumbwa, 
Luthans, & May 
(2004)  
 

they operate. They are aware of their strengths, knowledge, 
values, and moral perspectives and are aware of these elements 
in others. 
 

Begley (2004)  
 

 
Authentic leaders possess self-knowledge, sensitivity to the 
orientations of others, and a technical sophistication that leads 
to a synergy of leadership actions. 
 

George & Sims 
(2007)  
 

Authentic leaders are genuine, true to themselves and their 
beliefs, and do not let the expectations of others guide them. 
They are more concerned about serving others than their own 
success or recognition. They engender trust and are therefore 
able to motivate others to higher levels of performance.  
 

Walumbwa, 
Avolio, Gardner, 
Wernsing, & 
Peterson (2008) 
 

Authentic leaders possess self-awareness, internalized moral 
perspective, balanced processing, and relational transparency. 

 

The four core dimensions of authentic leadership 
Ultimately, the four noted and measured components of authentic leadership emerge 

as self-awareness, internalized moral perspective, balanced processing, and relational 

transparency. These components draw upon and promote both positive psychological 

capacities and an ethical climate, and foster positive self-development of all 

(Walumbwa et al., 2008).  

Self-awareness 
This first component of authentic leadership is defined as self-awareness. Self-

awareness is a critical component of authentic leadership and is viewed as 
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fundamental or foundational (Avolio & Gardener, 2005). As stated by Avolio et al. 

(2004), this element is generally defined as the individual leader’s ability to possess a 

keen sense of awareness. Possessing self-awareness is the ability of the leader to be 

cognizant of how they personally think and behave, and to understand in turn how 

they are being perceived by others (Avolio et al., 2004). Specifically, self-awareness 

lets the leader be conscious of their own, as well as others’, values, moral 

perspectives, knowledge, and strengths. (Avolio et al., 2004; Walumbwa et. al., 

2008). Luthans and Avolio (2003) further propose that an individual cannot fully 

grasp their own self or uniqueness or to be true to their own self and identity if they 

are not self-aware.   

 

Given the dynamics and importance of the leader’s relationship with their followers, 

possessing self-awareness allows the leader to better understand the complexity of the 

environment in which the leader and follower operate. Self-awareness also requires 

that the individual is self-regulated and utilizes self-reflection or introspection to 

continuously understand their unique capabilities, including strengths, weaknesses, 

and sense of purpose to ensure their intentions and actions are aligned with their 

values (Avolio & Gardner, 2005).  

 

This component is therefore a key distinction for authentic leadership. It is through 

self- awareness that these leaders are “anchored by their own deep sense of self; they 

know where they stand on important issues, values, and beliefs. With that base they 

 



32 
stay their course and convey to others, oftentimes through their actions, not just 

words, what they represent in terms of principles values and ethics” (Avolio & 

Gardner 2005, pp. 329–330). 

 

In 2005, Sparrowe introduced the concept of the narrative-self that goes beyond the 

articulated framework regarding self-awareness. Sparrowe’s argument is predicated 

on the view that authenticity is achieved not solely by self-awareness of the 

individuals inner true values but rather is emergent through the narrative process.  

Internalized moral perspective 
Luthans and Avolio (2003) assert that authentic leadership encompasses and inherent 

moral or ethical component. Authentic leadership therefore is further exhibited 

through the leaders’ individual internalized moral perspective.  This second 

component of authentic leadership refers to the ability of the leader to self-regulate 

and calibrate through a moral lens. It is through this process that the leader’s behavior 

is intentionally adjusted to reflect their internal values and morals (Avolio & Gardner, 

2005; Gardner et al., 2005; Walumbwa et al., 2008).   

 

Internalized moral perspective also demonstrates the leader’s ability to objectively 

assess moral and ethical implications and challenges, including equity and fairness in 

making decisions. The authentic leader recognizes their ethical and moral 

responsibility to their followers (May, Chan, Hodges, & Avolio, 2003), which is an 

important factor in considering building inclusive environments.  
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Balanced processing 
The ability of and the process by which the authentic leader objectively assesses and 

analyzes all relevant data in making decisions is referred to as balanced processing 

(Walumbwa et al., 2008). This unbiased process involves the solicitation of various 

positive or negative views and perspectives from others, which may challenge the 

leader’s deeply held convictions and views (Gardner et al. 2005) resulting in 

confidence that they have obtained information to make an accurate assessments 

thereby allowing them to be effective.  

 

This impartial processing is key to an authentic leader’s integrity and character which 

ultimately affects decisions and behaviors, also suggesting that an authentic leader’s 

balanced processing has implication for the followers’ workplace wellness as well 

and their sense of being supported (Ilies et al., 2005). Balanced processing may also 

inspire their followers to model similar behaviors, which can result in higher level of 

performance by the followers (Gardner et al., 2005), which can positively impact the 

environment and demonstrate the importance of embracing different perspectives 

thereby creating a more inclusive environment.  

Relational transparency 
The fourth component of authentic leadership is defined as relational transparency. 

This refers to the ability of the leader to reveal or present their authentic, non-

deceptive or contrived portrayal of self to their others, thereby promoting trust 

amongst their followers (Walumbwa et al., 2008). Relational transparency involves 

openly sharing information and expressing one’s true views, perspectives, and 
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feelings by the leader while encourages reciprocal behaviors amongst followers 

(Gardner et al., 2005) 

 

Relational transparency also allows the follower or subordinate to better anticipate the 

leaders thoughts and actions thereby allowing for predictability and stability 

(Gardener et al., 2005). This creation of this trust relationship has potential for 

promoting and inclusive environment wherein followers may also feel comfortable to 

reveal their diverse authentic selves.  

 

The construct of authentic leadership may be ambiguous given the number of 

academic and practitioner definitions that have emerged over the past year. However, 

a review of the literature reveals that there clearly exists an overlap of attributes and 

components in defining authentic leadership that support Walumbwa and colleagues 

(2008) four components summarized in Table 2: self-awareness, relational 

transparency, internalized moral perspective, and balanced processing. 
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Table 2. Summary of the Four Dimensions of Authentic Leadership 

 

Dimension Definition 

Self-Awareness The ability of the leader to be cognizant of his or her beliefs, 
behaviors, strengths and limitations, and to understand how they 
are perceived by others. 

Relational 
Transparency 

The ability of the leader to reveal their authentic self and to 
encourage reciprocal behaviors thereby providing an 
environment where others can be forthcoming with their ideas, 
perspectives, and challenges. 

Internalized 
Moral Perspective 

The ability of the leader to self-regulate through a moral and 
ethical lens and to similarly establish a high standard for moral 
and ethical behaviors and conduct of others. 

Balanced 
Processing 

The ability of the leader to objectively seek, process and analyze 
all relevant data, opinions and perspectives in advance of making 
important decisions. 

Source: Adapted from Walumbwa et al., 2008 

Authentic leadership and performance 
Since Avolio and Luthans (2006) first proposed that authentic leadership had a 

positive impact on commitment, satisfaction, and performance, a number of studies 

have been conducted that support a positive relationship between authentic leadership 

and outcomes (Gardener, Cogliser, Davis & Dickens, 2011). Additionally, Rego, 

Sousa, Marques, and Pina e Cunha (2012) found that “authentic leadership is an 

important predictor of employees’ creativity” (p. 435). 

 

Peterson, Walumbwa, Avolio, and Hannah (2012) studied the relationship between 

authentic leadership and the followers’ job performance in the military and law 

enforcement contexts. Selection of these two specific domains was due to the 
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relatively higher levels of stress associated with the roles. Their results indicate that 

“leaders rated by followers as being more authentic had followers who were rated as 

more effective performers” (Peterson et al., 2012, p. 511). 

 

Additional studies further expand the relationship between the authentic leader and 

their followers including Rego, Vitoria, Magalhaes, Ribeiro, and e Cunha (2013), and 

concluded that “authentic leaders and leadership predict team potency via the 

mediating role of team virtuousness and team affective commitment” (p. 75). 

Authentic leaders nourish team virtuousness, thus leading teams to develop greater 

team commitment and in this way team potency. 

Transformational Leadership   
When we consider change, we fundamentally think of the transformational process 

that is necessary in order for the change to take hold. Correspondingly, we may also 

recognize the need to have positive and progressive change that is more lasting and 

less episodic and addresses exceptional performance.  

 

As a leadership construct, transformational leadership, was first introduced by Burns 

(1978). According to Burns, it was necessary to understand the relationship between 

leadership and power to adequately understand the leadership process. He claimed 

that leadership and power were two fundamentally different concepts involving 

relationships between the leader and the follower involving motivation, resources, 

and influence. It was in this work that Burns proposed that leadership was a form of 
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power that could be either transactional or transformational. Therefore, he 

distinguished transformational leadership theory as a separate and distinct theory 

from transactional leadership and viewed each leadership theory to be at opposite 

ends of the spectrum (Burns, 1978).   

 

Transactional leadership focuses on the relationship between the follower or 

subordinate and the leader, as a mutual dependency or interdependency (Burns, 

1978). In this relationship, the leader becomes dependent upon the follower to 

accomplish a task. In exchange, the follower is dependent upon the leader to fulfill his 

or her various needs. Bass (1985) subsequently notes that transactional leadership is 

conceptualized as a cost–benefit exchange. Transactional leadership dimensions 

include contingent rewards and management by exception. Contingent reward 

involves the leader and the follower agreeing on what the latter need to do to receive 

a reward or conversely avoid a punishment (Bass, 1995). Management by exceptions 

occurs when a leader becomes involved or intervenes only when something does not 

go according plan (Bass, 1995). 

 

A transformational leader, however, is able to motivate their individual followers 

though the creation of a shared vision and raising their awareness of the value of 

achieving the goal or vision (Burns 1978). These leaders are genuinely concerned 

with improving and raising the level of performance of their followers and developing 

them to their fullest individual potential (Bass, 1985). This engagement by the leader 
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of their followers, enables the follower to attain higher levels of performance and 

motivation, thereby achieving greater results. Additionally, Judge and Piccolo (2004) 

note that researchers have demonstrated that transformational leadership is effective 

for improving organizational commitment and success. 

The construct of transformational leadership 
Over time this leadership construct was further studied and defined. The result was 

defining a transformational leader as being comprised of four main elements (Bass, 

1985; Bass & Riggio, 2006): 

• Idealized influence 

• Inspirational motivation 

• Intellectual stimulation, and 

• Individualized consideration 

 

It is through these four elements, exhibited to varying degrees by the leader as that he 

or she is able to successfully challenge, inspire, and persuade their followers to 

achieve a desired result (Bass, 1985, 1990; Bass & Riggio, 2006). 

Idealized influence 
The first element of transformational leadership is idealized influence, also known as 

charisma. This element is a significant attribute for leaders as it is predicated on trust. 

Idealized influence creates the necessary trust of the leader by the follower within the 

organization, which is essential to the relationship and outcomes. Studies have shown 
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that trust correlates to individual job satisfaction, commitment, and overall 

performance (Dirks & Ferrin, 2002). 

 

Bass (1985) claims that having idealized influence allows leaders to successfully lead 

their followers through the attainment of trust and respect for the followers’ success, 

not the success of the individual leader.  

 

In this case, the followers identify with the leader, therefore allowing the leader to 

become, in essence, a role model (Bass, 1985; Bass & Riggio, 2006). It is through 

idealized influence that the transformational leader is viewed as being genuinely 

concerned about the followers’ personal individual development as opposed to the 

leader’s own self interests in order to achieve the goals. In general, idealized 

influence is the point to which leaders act in such a manner that causes their 

subordinates to identify with them. 

Inspirational motivation 
The second element of transformational leadership is inspirational motivation. This 

element represents the leader’s ability to encourage and inspire their followers. 

Inspirational motivation is possible because of the ability of such leaders to 

effectively communicate to their followers or subordinates. Communication in this 

case is accomplished in a clear and uncomplicated manner and through the 

articulation of their vision and shared goals or values. It is through this process that 

the participants in the communication gain a mutual understanding of the significance 
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of the goal(s), the achievement thereof, and a sense of meaning or purpose (Bass, 

1985; Bass & Riggio, 2006).  

 

The simplicity and ease of communication is not limited to the articulation of the goal 

but also includes the explanation of the path on how to achieve the goal. Through 

inspirational motivation, the leader sets the example of high performance that is 

assured and resolute (Bass, 1999). In this case, the followers are challenged, inspired, 

and engaged throughout the process. They are also optimistic about their collective 

ability to achieve the desired goal(s), which also creates a positive environment.  

Intellectual stimulation 
The third element of transformational leadership is intellectual stimulation. Bass 

(1995) defines intellectual stimulation as the ability of the leader, him or herself, to 

take risks, challenge old ideas or assumptions, and to be personally creative in 

achieving the desired goals or outcomes.  

 

Through intellectual stimulation, the leader also creates trust and openness within the 

environment and amongst their followers. As a result, this trust gives the followers 

the confidence to similarly challenge the status quo and to be creative and innovative 

in developing new approaches or solutions (Bass, 1985; Bass & Riggio, 2006; Yukl, 

2006). It is, therefore, important that the leader can again understand the situation and 

be able to conceptualize and articulate the problems and opportunities to their 
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respective followers. Here again, the follower feels engaged in the process and their 

views are accordingly incorporated. 

Individualized consideration 
Last, individualized consideration is the ability of the transformational leader to 

understand the needs and concerns of their followers at the individual, as opposed to a 

group or organizational level (Bass, 1985; Bass & Riggio, 2006). These 

transformational leaders are therefore focused on developing their followers into 

transformational leaders themselves. It is this process that provides the opportunity 

for followers to align with the organization’s goals or mission.  

 

The transformational leader, through individual consideration, becomes an advocate, 

mentor or coach for the individual follower (Bass, 1985; Bass & Riggio, 2006) while 

attending to their individual needs. Development of followers into transformational 

leaders is accomplished through the assignment of growth opportunities (Bass, 1999; 

Yukl, 2006). Sullivan and Harper (1996) claim this development is important to the 

success and survival of the organization. 

 

Overall, true transformational leadership, as argued by Bass and Steidlmeier (1999), 

is predicated on moral and ethical underpinnings. As a result, Bass and Steidlmeier 

(1999) distinguish the positive-oriented, morally grounded transformational 

leadership from pseudo-transformational leadership, which is unethical. The 

dimensions of transformational leadership are presented in Table 3. 
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Table 3. Summary of the Four Dimensions of Transformational Leadership 

 

Dimension Definition 

Idealized 
Influence 

The ability of the leader to model desired behaviors, demonstrate 
integrity and their interest in others over self, thereby building 
trust amongst their followers, allowing them to serve as role 
models. 

Inspirational 
Motivation 

The ability of the leader to encourage and inspire their followers to 
high levels of performance and a sense of purpose through 
effective engaging communication of the vision and goals. 

Intellectual 
Stimulation 

The ability of the leader to take risks, challenge old assumptions, 
and to be creative while fostering similar behaviors and creativity 
amongst their followers.  

Individual 
Consideration 

The ability of the leader to understand the needs and concerns of 
their individual followers and serve as an advocate for their 
personal development, thereby promoting followers as 
transformational leaders themselves. 

Source: Adapted from Bass, 1985; Bass & Riggio, 2006; Yukl, 2006. 
 

Although transformational leadership is extremely popular, it is not without criticism 

regarding the need for additional clarity on its components and the need for more 

empirical studies regarding its effect on stakeholders (Yukl, 1999). However, 

transformational leadership has been shown to more positively correlate to the 

individual followers’ satisfaction and views of leadership effectiveness than 

transactional leadership (Judge & Piccolo, 2004).  

 

Given that diversity and inclusion is about challenging the status quo, changing an 

environment, and motivating others to see the possibilities, is transformational 

leadership a necessary or predominant style in advancing diversity within an 
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organization? As Boga and Ensari (2009) would conclude, “an organization 

undergoing many organizational changes is perceived as more successful when 

managed by a transformational leader” (p. 246). 

Comparison of Authentic and Transformational Leadership 
The transformational and authentic leadership theories are more contemporary 

leadership constructs in academic literature. The development of the authentic 

leadership theory followed that of transformational leadership theory. Being separate 

and distinct theories, it can be argued however that both leadership constructs share 

similar elements.  

 

Bass and Steidlmeier (1999) argue that both authentic and transformational leadership 

theories have an inherently ethical or moral foundation, which makes them more 

similar than different. Both authentic and transformational leadership theories also 

consider the question of whether the leader is in fact genuine or moral.  

 

Bass and Steidlmeier (1999), in discussing the theory of transformational leadership, 

contemplated that certain transformational leaders were not authentic or ethical. They 

claim that these unethical or inauthentic leaders exist and defined them as being 

pseudo-transformational leaders.  
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Relative to authentic leadership, Shamir and Eilam (2005) note that authentic leaders 

can be distinguished from less authentic or inauthentic leaders. They claim that four 

self-related characteristics make that distinction; 

• The degree of person/role merger or the salience of the role of leader in their self 

concept 

• The level of self-concept clarity and the extent to which this clarity centers around 

strongly held values and convictions 

• The extent to which their goals are self-concordant, and 

• The degree to which their behavior is consistent with their self-concept 

 

Similarly, Novicevic et al. (2006) attempt to highlight the distinction of authentic and 

inauthentic leadership. Their comparison was done through the lens of philosophical 

and psychological moral concepts in light of Barnard’s works of authenticity in 

leadership (Barnard, 1938, 1939, 1948). Their analysis makes this distinction through 

the extent the leader is able to manage between the tensions of organizational values 

and the tensions of personal values (Novicevic et al., 2006). 

  

Figure 2 summarizes this comparative, whereby failure is defined as inauthentic 

leadership and crisis and tragedy of leadership is termed pseudo-authentic (Novicevic 

et al., 2006).  
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Source: Novicevic et al., 2006 

Figure 2. Authenticity Matrix of Executive Leadership 
 

 

Another distinguishing factor between authentic and transformational leadership is in 

the area of follower development. The authentic leader may or may not be actively or 

proactively focused on the development of their followers into leaders as the 

transformational leader is despite having a positive impact on them (Avolio & 

Gardner, 2005). 
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Further discussion on the similarities or differences of the two theories can be found 

in the literature. The argument that these two leadership theories are unique and 

therefore different is espoused by several authors (George, 2003; Avolio & Gardner, 

2005) who highlight the differences between the two theories in the absence of 

charismatic qualities. 

 

Additionally, Walumbwa et al. (2008) through their empirical findings specifically 

highlight the separation and distinctions between authentic, transformational, and 

ethical leadership—as well as their similarities. Table 4 below is limited to and 

reflects the comparative analysis between the transformational and authentic 

leadership constructs.  

 

Their comparison summarizes whether the theoretical components of each theory is 

either a focal or minor component of each theory. It should be further emphasized 

that their analysis indicates the leader as being a moral person as well as possessing 

an internalized moral perspective as a focal component of both transformational and 

authentic leadership (Walumbwa et al., 2008).  
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Table 4. Comparison of Authentic Leadership and Transformational  

Leadership Theory 
 

Theoretical Components Authentic 
Leadership 

Transformational 
Leadership 

Authentic leadership   

Leadership self-awareness Focal component Focal component 

Relational transparency Focal component Minor component 

Internalized moral 
perspective 

Focal component Focal component 

Balanced processing Focal component Minor component 

Transformational 
Leadership 

  

Idealized influence Minor component Focal component 

Inspirational motivation - Focal component 

Intellectual stimulation - Focal component 

Individualized consideration - Focal component 
 Source: Adapted from Walumbwa et al. 2008 

 

In summary, both transformational and authentic leadership share similar components 

and to varying degrees but each possess unique aspects, which distinguishes one from 

the other.  

Challenges and the Role of the Follower 
Authentic and transformational leadership theories, both of which espouse a 

fundamental values orientation, are not without challenges. Questions have been 

raised for example that fuel the potential for additional research regarding the 

organizational barriers that may exist that may mitigate or even impair the individual 
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enablement of authentic leadership and associated behaviors (Algera & Lips-

Wiersma, 2012). 

 

In exploring the potential of transformational and authentic leadership theory, 

additional consideration must be given to the possibility of an over reliance on the 

positive and strength based underpinnings of the theory and the potential resulting 

consequences. It is, therefore, important that leaders and scholars alike explore and 

understand that the leader’s acceptance and embracement of their individual 

weaknesses does not only enhance the development process but allows the individual 

to be free of the constraints of such weakness and potentially enhance the followers’ 

perceptions of the leader (Diddams & Chang, 2012). 

 

In a recent study, Wang, Sui, Luthans, Wang, and Wu (2014) held that the positive 

impact of authentic leadership on followers was greater amongst those followers that 

had a lower, rather than higher, level of positive psychological capital. Fortunately, a 

2014 study conducted by Hinojosa, McCauley, Randolph-Seng, and Gardner in 2014, 

suggests that interventions are available to foster the development of the authentic 

leader and follower relationship. 

 

Outside of the work of the earlier studies (Gardner, Avolio, Luthans, May, & 

Walumbwa, 2005), a review of the literature reveals that there are not many empirical 

studies done to explore the authentic follower. More work needs to be conducted 
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regarding this relationship as Gardner et al., 2008 point out “the role that followers 

play in the formation of authentic leadership is critical” (p. 1141).   

Storytelling and its Implications on Change 
The ability to effectively communicate is an essential skill in life. As Austin (1976) 

points out, “It has come to be commonly held that many utterances which look like 

statements are either not intended at all, or only intended in part, to record or impart 

straightforward information about the facts” (p. 2). 

 

In large corporate organizations, however, it is increasingly challenging for the 

leader, particularly the CEO, to ensure that there is clarity of messages and goals. 

This challenge is due to the magnitude of the audiences and stakeholders and the 

number of competing priorities encountered, particularly in a period of change. The 

ability to convey a personal perspective is critically important and may increase the 

effectiveness of the message. Stories can also more vividly transmit the values and 

expected behaviors that are important to an organization (Conger, 1991). The use of 

storytelling can be an opportunity to achieve the goal of effective communication 

within the organization. 

The role of self-awareness and the narrative self 
There are a number of key elements that emerge in defining both transformational 

and authentic leadership that appear to resonate in the various academic as well 

practitioners’ constructs of these theories.  
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Transformational leadership speaks to intellectual stimulation, individual 

consideration, inspirational motivation, and idealized influence (Bass, 1985), which 

includes an ethical and moral foundation. As a result, in is inferred that the 

transformational leader has a true sense of self (Avolio & Gardner, 2005). 

 

On the other hand, authentic leadership defines self-awareness, relational 

transparency, balanced processing, and internalized moral perspective (Walumbwa et 

al., 2008) as elements of its construct. Of these various elements, self-awareness 

appears to be the most foundational amongst them (Avolio & Gardner, 2005).  

Self-awareness, the narrative self and storytelling 
Self-awareness requires that the leader fundamentally understands who they are and 

their emotions, and that they “remain cognizant of their own vulnerabilities and 

openly discuss them with associates” (Luthan & Avolio, 2003, p. 248). The concepts 

of responsibility, ownership, understanding weaknesses, and the ability to honestly 

share this information are inherent in the definition of self-awareness.   

 

Although the authentic leadership theory literature posits a framework of self-

awareness and the notion of the ability of the leader to express their true self, the 

latter may not necessarily be a straightforward process in part due to the unconscious 

processing that may exist in addition to the vulnerability that such true self-expression 

places the leader in (Ladkin & Taylor, 2010). This is critical when considering the 

followers’ role and their perception in the authentic leadership application. Similarly, 
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recognizing the lack of empirical research in the area of authentic leadership and 

behavioral integrity, Leroy, Palanski, and Simons (2012) present an analysis which 

tests whether the behaviors of authentic leadership are antecedents “to perceptions of 

leader behavioral integrity, which in turn affects follower(s) affective organizational 

commitment and follower work role performance” (p. 255).  

 

Sparrowe (2005) argues that one’s authenticity is not merely obtained through the 

individual’s self-awareness of their values but rather posits that it is an emergent 

phenomenon that is a process, which is achieved through a narrative-self framework. 

The framework recognizes that a narrative is relational; therefore, the leader is not 

merely engaging in introspection but rather a story. 

 

Viewing authentic self-awareness development as a narrative also addresses the issue 

of change as the self is not static but is also subject to change. “The exposure to 

different people, cultures, and contexts can require a leader to change, expand, or 

refine his or her own core values” (Sparrowe, 2005, p. 422).  

 

Sparrowe’s argument highlights the significance of the narrative in understanding and 

developing one’s self-awareness or true self but it also suggests the potential 

regarding the importance of conveying one’s values and their impact on the recipient 

or follower.  
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In authentic leadership theory, Shamir and Eilam in 2005 first advocated the notion of 

the construction of a life-story approach as a major element in the actualizing and 

development of an authentic leader’s genuineness. They further argue that the life-

story narratives provide the followers with a significant information source upon 

which they are able to base their judgments about the leader’s genuineness and 

authenticity. Yammarino, Dionne, Schiesheim, and Danereau (2008), went beyond 

the primarily leader-focused approach to explore the linkage between authentic 

leadership and positive organizational behaviors and their relationship to positive 

performance outcomes.  

 

Dolan and Bao (2012) took a social constructionist position on storytelling and 

conclude that, albeit effective, it is a rather difficult and a labor-intensive process, and 

it enables an employee to take on an agency role in the process and positively 

contribute to organizational change. As a result, storytelling can lead to shared 

storytelling amongst all members in the process and this in itself can have a contagion 

positive effect on an organization’s culture. 

 

Additionally, building upon previous work, Dolan and Bao (2012) lay out their five 

critical elements of effective narratives and storytelling, which are as follows: 

• Content specific 

• Level appropriate 

• Conveyed by organizational role models 
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• Compelling and, therefore, embedded in drama 

• Stimulate learning in order to facilitate behavioral changes 

Although seemingly straightforward and evident, this framework does present a 

useful, concise, and clear description of an effective approach to effective 

storytelling.  

 

Emphasis is added to the need to be appropriate and specific in the narrative process. 

“The age-old practice of storytelling is one of the most effective tools leaders can use. 

But they need to pick their stories carefully and match them to the situation” 

(Denning, 2004, p. 122). Denning (2004) also lays out various narrative forms to 

utilize for different aims including the following: 

• Sparking action 

• Communicating one’s self 

• Value transmission 

• Encouraging collaboration  

• Defusing rumors 

• Knowledge-sharing 

• Envisioning the future 

 

Ultimately, recognizing that change can produce anxiety amongst people within the 

organization, care must be taken in understanding how the narrative affects the role of 

the recipient and therefore how the narrative is used. Storytelling can be one way to 
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bring individuals into the change process by helping them to move from a place of 

fear to a position of power. (“Once upon a time,” 2008). Albeit a powerful tool, 

storytelling but should not be used casually as it demands participation by everyone 

involved in the organizational change process which makes it difficult to use (“Once 

upon a time,” 2008). 

 

It is clear that storytelling alone will not translate into performance (Livingtson, 

1988) as “subordinates will not be motivated to reach high levels unless they consider 

the boss’s high expectations to be realistic and achievable” (p. 3). Consequently, 

storytelling must be operationalized within a leadership construct that demonstrates 

the authenticity and trust of the leader. It is here that authentic and transformational 

leadership demonstrate the potential to provide the appropriate framework in which to 

utilize the narrative process. 

 

Weischer, Weibler, and Peterson (2013), found evidence that the telling of one’s life-

story from a leadership perspective was predictive of the perceived leadership 

authenticity by the followers. Specifically, they showed that authentic “leadership…. 

positively influenced the followers’ ethical behaviors” (Weischer et al., 2013, p. 490). 

In addition, if values and positive directed emotions are important determinants of 

leadership (Michie & Gooty, 2005) then personal self-narratives that reflect the 

emotional and value orientation of the leader could make a difference.  
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The availability bias 
The availability heuristic or bias occurs when an event that is made more memorable, 

the most accessible, or available from memory is believed to be more likely to occur 

or be true (Tversky & Kahneman, 1973). In other words, this human cognitive bias 

allows individuals to overestimate the probabilities of a circumstance that is 

associated with a memorable or repeated event. Tversky and Kahneman (1973) 

further posited that if many scenarios come to mind or if particular scenarios is 

constructed through stories is particularly compelling, the occurrence or event would 

appear to be more plausible. A classic example of this phenomenon is the tendency 

for us to drive more carefully for a period of time after witnessing a car accident or 

hearing of such an event in the news.   

 

Relative to corporate environment, Swap, Leonard, Shields, and Abrams (2001) state 

that if aspects of corporate culture are made more vivid through storytelling, the 

availability heuristic would predict that they will become more memorable and 

therefore believable or possible than those which are supported only by abstract data 

and analysis. They further claim that artificially constructed stories will ultimately be 

less effective than true ones. 

Summary 
Progress in corporate diversity and inclusion has been slow despite the growth in 

program development designed to accelerate change. Advancing organizational 

culture change initiatives is not an easy process and, by definition, is considered 
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transformative (Schein, 2010). However, change requires more than program 

development, it requires leadership. Leading a change initiative that is based on the 

basic respect and value of individuals’ unique differences and engaging and 

embracing those differences requires a unique leadership style that needs to be 

understood and trusted.   

 

It is difficult to argue that the role of the leader is critical to creating trust amongst 

their followers. “Negotiation between leaders and followers requires that the 

followers accord their leader legitimacy as an individual who has a right to convey 

and promote consensual values. Without this legitimacy disagreements about 

values… are unlikely to be resolved” (Eagly, 2005, p. 461).    

 

Both authentic and transformational leadership theories represent emerging and 

developing theories that promote positive corporate and organizational change by 

creating a vision for the future that allows followers to feel they are integral to the 

success of the achievement of that vision. 

 

Both authentic, and transformational leadership, although separate and distinct 

leadership theories, share some essential attributes that are based on trust and values 

as there exists a genuineness or authenticity of the leader. 

Authenticity does not guarantee accuracy of prediction, but it does 
over time provide the impetus for followers to be more engaged, aware 
and intelligent about the direction being set so they can contribute their 
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best views and questions about the desired future state. (Avolio & 
Gardner, 2005, pp. 328–329) 

 

Which of these leadership styles, and the elements thereof, are therefore associated 

with building a diverse leadership team and inclusive organization? Further, can this 

leadership trust and legitimacy be established or enhanced through personal 

storytelling thereby creating more diverse and inclusive environments? 

 



 

Chapter 3: Research Methodology 
Overview 
The purpose of this chapter is to discuss the methodology utilized in studying the 

relationship between authentic and transformational leadership styles and diverse and 

inclusive work environments in large corporations. Specifically, this study aims to 

assess the relationship between such styles and the gender composition of the 

organizations’ top management teams and the frequency of communications relative 

to diversity and inclusion.   

 

This study employs a quantitative methodology and approach utilizing a non-

experimental correlational research design to examine the covariant relationship 

between elements of authentic and transformational leadership and diverse 

management teams in order to explore the relationship between leadership style and 

gender diversity and inclusion in the workplace. A quantitative method was selected 

as it provides for an assessment of the direct relationship between the variables 

identified (Cozby, 2009; Creswell, 2009). 

Research Question Development  
This research studies the relationship between authentic and transformational 

leadership styles and organizational diversity and inclusion as evidenced by the 

gender diverse composition of the corporate top management teams, the frequency to 

which CEOs place diversity as an agenda item for executive team meetings and the 

58 
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frequency to which the CEO uses storytelling as a means to communicate the 

importance of diversity.  

 

Top management teams are defined as those individual direct reports to the CEO and 

those individuals’ two levels below the CEO. The basic research question addressed 

is “What is the relationship between select leadership approaches and diverse and 

inclusive work environments?” 

Hypotheses  
The following hypothesis are tested in this study: 

Hypothesis 1: There is a significant relationship between CEO authentic leadership 

scores and gender diversity in their top managements teams, as measured by the 

relative composition of the individuals who directly report to the CEO and their 

respective direct reports. 

• Hypothesis 1a: There is a significant relationship between CEO overall authentic 

leadership scores and gender diversity in top management teams. 

• Hypothesis 1b: There is a significant relationship between CEO authentic-

relational transparency leadership scores and gender diversity in top management 

teams. 

• Hypothesis 1c: There is a significant relationship between CEO authentic-

internalized moral perspective leadership scores and gender diversity in top 

management teams. 

 



60 
• Hypothesis 1d: There is a significant relationship between CEO authentic-

balanced processing leadership scores and gender diversity in top management 

teams. 

• Hypothesis 1e: There is a significant relationship between CEO authentic self-

awareness leadership scores and gender diversity in top management teams. 

 

Hypothesis 2: There is a significant relationship between CEO transformational 

leadership scores and gender diversity in their top management teams, as measured 

by the relative composition of the individuals who directly report to the CEO and 

their respective direct reports. 

• Hypothesis 2a: There is a significant relationship between CEO overall modified 

transformational leadership scores and gender diversity in top management teams. 

• Hypothesis 2b: There is a significant relationship between CEO transformational-

intellectual stimulation leadership scores and gender diversity in top management 

teams. 

• Hypothesis 2c: There is a significant relationship between CEO transformational-

inspirational motivation leadership scores and gender diversity in top 

management teams. 

• Hypothesis 2d: There is a significant relationship between CEO transformational-

idealized influence leadership scores and gender diversity in top management 

teams. 
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Hypothesis 3: There is a significant relationship between CEO authentic leadership 

scores and organizational inclusiveness, as measured by the frequency to which 

diversity is placed on executive team meeting agendas and the frequency to which 

storytelling is utilized to convey the importance of diversity. 

• Hypothesis 3a: There is a significant relationship between CEO overall authentic 

leadership scores and organizational inclusiveness. 

• Hypothesis 3b: There is a significant relationship between CEO authentic-

relational transparency leadership scores and organizational inclusiveness. 

• Hypothesis 3c: There is a significant relationship between CEO authentic-

internalized moral perspective leadership scores and organizational inclusiveness. 

• Hypothesis 3d: There is a significant relationship between CEO authentic-

balanced processing leadership scores and organizational inclusiveness. 

• Hypothesis 3e: There is a significant relationship between CEO authentic self-

awareness leadership scores and organizational inclusiveness. 

 

Hypothesis 4: There is a significant relationship between CEO transformational 

leadership scores and organizational inclusiveness, as measured by the frequency to 

which diversity is placed on executive team meeting agendas and the frequency to 

which storytelling is utilized to convey the importance of diversity. 

• Hypothesis 4a: There is a significant relationship between CEO overall modified 

transformational leadership scores and organizational inclusiveness. 
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• Hypothesis 4b: There is a significant relationship between CEO transformational-

intellectual stimulation leadership scores and organizational inclusiveness. 

• Hypothesis 4c: There is a significant relationship between CEO transformational-

inspirational motivation leadership scores and organizational inclusiveness. 

• Hypothesis 4d: There is a significant relationship between CEO transformational-

idealized influence leadership scores and organizational inclusiveness. 

Research Design 
A quantitative research design was selected over a qualitative methodological 

approach as it allows for the assignment of numerical values to the identified 

variables of interest in order to calculate whether a statistical relationship or 

association can be determined (Cramer & Howitt, 2004). 

 

The survey tool is a quasi-validated instrument as it includes both validated and non-

validated instruments. The specific leadership assessment portion of the online survey 

tool included, in whole or in part, two validated instruments. One such instrument 

used to measure leadership characteristics was the Multifactor Leadership 

Questionnaire (MLQ) developed by Avolio and Bass (1995), also known as the MLQ 

5X-Short. The other instrument was the Authentic Leadership Questionnaire (ALQ), 

developed by Walumbwa et al. (2008) to measure leadership traits. The developed 

survey tool was deployed through the Qualtrics online survey platform and was 

administered by Precision Research.  
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Additional self-reported information was obtained to measure the observed frequency 

to which diversity and inclusion topics were included on the executive committee 

agenda by the CEO and the frequency to which the CEO utilized personal 

storytelling. 

 

Although particular attention was given to the authentic and transformational 

leadership theories in the literature review and will be specifically tested in this study, 

it is important to note that there could be a combination of these theories that may 

emerge. It is, however, anticipated that authentic leadership may be the prevailing 

leadership approach most associated with culture change around diversity and 

inclusion given the importance of relatability and genuineness of leadership as 

evidenced through self-awareness and storytelling aspects. 

Study Timeframe 
The survey instrument developed and utilized in this research study was launched 

online in early September 2015 using the Qualtrics survey platform. The survey was 

distributed utilizing a separate email account administered by Precision Research, 

which served as the host organization. The survey remained opened for 

approximately one month and closed during the first week of October 2015. Three 

reminder messages were sent to the identified participant population during the period 

the survey was made available, requesting consideration to participate. 

 



64 

Response Rate and Respondent Demographics 
The original survey was made available to 600 participants. Several reminders were 

administered after one, two and three week intervals. At the close of the survey 

period, 39 fully completed the survey; this represents an overall response rate of 

6.5%. An observation concerning those who opened the survey instrument, but did 

not complete was that those individuals stopped when asked to report the relative 

demographics of the top management team composition at the second level of 

reporting. Speculation as to this occurrence may be attributable to the fact that 

information would not be otherwise publicly available or could be more difficult to 

obtain given the time indicated to complete the survey.  

Participant population 
The participants in this study were limited to those company executives who are 

responsible for the area of diversity and inclusion. These executives targeted in this 

study, therefore, included the company’s Chief Diversity Officers, Chief Human 

Resources Officers or other senior executives or other individuals responsible for the 

company’s diversity and inclusion efforts. These individual roles were selected to 

participate in this study for the following reasons: 

• Working knowledge of and engagement in the study subject matter 

• Likelihood of interest in further advancing the subject matter and, therefore, the 

likelihood of participation 

• Knowledge of and ability to report on the organization’s top management team 

demographics 
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• Knowledge of and ability to report on the CEO’s communication methods 

• Knowledge of and ability to report on the CEO’s leadership style 

• Knowledge of and ability to report on topical priorities of the executive 

committee agendas 

 

The population was sourced from various available information lists including 

personal network contacts and those purchased through Precision Research from 

Salesforce and Dunn and Bradstreet. 

Quantitative survey instrument 
This quantitative assessment utilized a developed rater-reported survey instrument 

(See Appendix B) and included various questions in an attempt to confirm the manner 

in which the organization’s CEO leads and how this leadership is conveyed to key 

stakeholders within the organization and the frequency to which the topic is placed on 

the executive team meeting agenda. This instrument also captured additional relevant 

data such as the significance of diversity to the organization’s overall strategy as well 

as specific demographic information of the respondent, the chief executive officer and 

the gender composition of the organization’s top management team.  

 

The survey was structured in a progressive format. Respondents were first required to 

answer the general demographical information questions relative to role, gender, and 

age before they were allowed to progress further through the survey instrument. The 
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respondent was, therefore, unable to skip ahead in the survey or to return to 

previously answered survey questions. 

 

The survey was developed to include all or select items from two theory based 

validated instruments, the Authentic Leadership Questionnaire (ALQ) developed by 

Walumbwa et al. (2008) and select questions from the Multifactor Leadership 

Questionnaire (MLQ) developed by Avolio and Bass (1995). Both rights to utilize 

these questionnaires or elements thereof were purchased through Mind Garden. 

 

The additional information obtained in the survey instrument included the following: 

• Demographic information 

• Respondent role 

• Respondent age 

• Respondent gender 

• CEO gender 

• The total and gender composition of the CEO’s direct reports 

• The total and gender composition of the second level of reports 

• The frequency to which diversity and inclusion are agenda items for the CEO in 

executive meetings  

• The frequency to which the CEO communicates personal stories to colleagues 

• The degree to which these stories are meant to enhance inclusiveness in the 

workplace 
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Authentic Leadership Questionnaire (ALQ) 
The ALQ is a validated theory based questionnaire, which was developed by 

Walumbwa et al. (2008) to measure authentic leadership. This questionnaire is 

comprised of 16 specific questions, which are divided into four subscales of 

measurement relative to authentic leadership: 

• relational transparency  

• internalized moral reasoning  

• balanced processing 

• self-awareness 

Each subscale is comprised of four specific and separate questions. 

 

This validated questionnaire is also comprised of two structural assessment avenues, 

one being a self-reported assessment and the second allowing for others to make the 

appropriate assessment, a rater-reported assessment. For purposes of this study, the 

second, rater form was utilized by the executive participants wherein the survey 

respondent evaluated the organization’s respective CEO authentic leadership style.  

 

The ALQ was used in its entirety. All 16 questions addressing the four components of 

authentic leadership were included in the survey instrument for purposes of this 

study.   
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Although it may be argued that authentic leadership is in its formative states 

(Northouse, 2013), the ALQ represents the only validated theory based instrument 

available to assess the respective leader.  

Multifactor Leadership Questionnaire (MLQ) 
The Multifactor Leadership Questionnaire or MLQ is also a validated theory based 

instrument developed by Avolio and Bass (2004). It is also known as the MQ 5X-

Short. The MLQ is comprised of 45 questions that measure various comprehensive 

leadership behaviors including transactional, laissez-faire (passive/avoidant) and 

transformational leadership.   

 

Although the MLQ measures a broader range of leadership styles, for purposes of this 

study, a modified version was used, i.e., only select questions were included. The 

questions selected and included in this survey instrument and subsequent analysis 

were limited and focused on a representation of three of the four measurements of 

transformational leadership. The following areas were selected for this survey: 

• Inspirational motivation 

• Idealized influence   

• Intellectual stimulation  

 

Eight questions relative to transformational leadership were selected in total. Three of 

the questions addressed inspirational motivation and three questions addressed 

idealized influence.  Two questions were selected to address intellectual stimulation. 
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As mentioned in Chapter 1, no questions were selected relative to the area of 

individualized consideration because I felt that it was virtually synonymous with 

diversity and inclusion and to measure it would be redundant. 

 

Similar to the ALQ, the MLQ questionnaire provides for either a self-assessment or 

leader form or a rater form. The rater form was utilized given that the study 

participants were asked to assess the leadership styles of their respective CEO.   

Rating scales  
The following clarifies the rating scales utilized within the assessment instrument. 

Care was taken to ensure consistency to the extent possible throughout the survey 

instrument.   

 

Both the ALQ and MLQ utilize a five-point rating scale: 

0: Not at all 

1: Once in awhile 

2: Sometimes 

3: Fairly often 

4: Frequently, if not always 

 

With the exception of those questions addressing composition of the top management 

teams or dummy variable regarding CEO gender, all additional questions regarding 

frequency used a five-point rating scale distribution similar to those utilized within 
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the ALQ and MLQ instruments.  Respondent age and gender were also accumulated 

in this study and are used solely for informational purposes. 

Procedures and Data Collection 
This study was conducted through an online survey instrument targeted at CDOs or 

equivalent executives in large publicly traded corporations. CDOs were selected, as 

opposed to CEOs, in order to have a third party independently assess leadership styles 

and approaches and mitigate the potential for CEOs to select the aspired leadership 

approach. This approach represents the best opportunity to identify observed 

leadership styles. 

Variables  
The independent, dependent and dummy variables identified in this study are defined 

as follows. 

Independent variables 
The independent variables in this study are CEO authentic and transformational 

leadership styles, as rated by the company’s CDO or other senior Human Resources 

executive. 

 

Additional independent variables for the sub-hypothesis identified will include the 

following, relative to authentic leadership: 

• Rational transparency 

• Internalized moral perspective 
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• Balanced processing  

• Self-awareness 

 

Additional independent variables relative to the sub-hypothesis of transformational 

leadership include the following: 

• Inspirational motivation 

• Intellectual stimulation 

• Idealized influence 

Dependent variables 
The first dependent variable in this study is the diversity of the organization as 

measured by the gender diverse composition of the organization’s top management 

teams, including both one and two levels below the CEO.  

 

The second set of dependent variables utilized in this study measure inclusive work 

environments as measured by the frequency with which the CEO includes topics of 

diversity and inclusion as an agenda item for executive committee meetings and the 

frequency to which the CEO communicates with colleagues the importance of 

diversity through personal stories.  

Dummy variables 
The dummy variable in this study will be the gender diversity of the CEO assessed.   
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Defining Diverse Top Management Teams 
For purposes of this study, levels of diversity in the top management teams are 

limited to the relative gender composition within these teams. The top management 

team’s composition is assessed at both one and two levels below the CEO. The first 

level of top management team members is those individuals with a direct reporting 

line to the CEO. The second level of top management team members is comprised of 

those individuals who report directly to those reporting directly to the CEO. 

 

The level of gender diversity of the organization’s top management teams is 

determined by assessing the relative distribution of the participants’ company into 

three groups: high, medium and low.   

Proxy Utilization  
A proxy for inclusive work environments is the placement frequency of diversity and 

inclusion as an agenda item for executive meetings. As executive committee agendas 

are established and ultimately approved by the CEO, the prioritization of such items 

signals the focus of the organization.   

 

Initially this study contemplated utilizing the proxy of Fortune Magazine’s Great 

Places to Work annual determinations. However, given the limited data pool available 

in this study, as well as the associated confidentiality, it was determined that in order 

to best assess inclusive environments, the degree to which the executive includes 
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diversity and inclusion as an agenda item in executive team meetings would be 

utilized.  

 

A second proxy for an inclusive work environment is also utilized. Inclusiveness is 

assessed through the frequency by which the CEO communicates to his or her 

colleagues the importance of diversity through personal stories. These two proxies are 

utilized in this study as in practice, inclusive work environments frequently and 

consistently place diversity and inclusion as agenda items for executive committee 

meetings and communicate the importance of diversity to the organization. 

Validation of Data Reliability and Data Analysis 
The study employed a survey instrument comprised of questions from validated 

theory based instruments relative to assessment of authentic and transformational 

leadership attributes, the ALQ and MLQ, respectively. The validity of the 

independent variables and the results relative to the assessment are, therefore, 

improved. Additionally, data was obtained through a confidential online survey. No 

manipulation by the researcher of such data is, therefore, possible. The overall 

responses from the survey were statistically analyzed utilizing the SPSS statistical 

tool 22.0. 

Endogeneity 
This quantitative non-experimental correlative study by its nature is exposed to 

potential endogeneity. It is acknowledged that certain omitted variables may exist that 
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could potentially impact the results of this study. Further discussion will be addressed 

in the limitations section. 

Limitations 
The survey was launched in late summer, which may have negatively impacted the 

level of respondent participation, despite attempts to remind the individuals included 

in the survey pool to participate.   

 

Additionally, and despite the confidential nature of the survey instrument, requesting 

information on second level gender diversity in top management teams, which 

ordinarily would not be made available in public document filings, could potentially 

have negatively impacted survey participation.  

 

Lastly, this study is limited to a correlative analysis and does not address the causality 

of the relationships.   

Ethical Considerations in Data Collection and Role of the 
Researcher 
All procedures necessary to ensure confidentiality for the participant and transparency 

of the researcher were taken. The survey invitation and instructions noted the 

confidential nature of this study. Measures taken in order to achieve this result 

included specific language of confidentiality, identification of the individual 

researcher and research institution, identification of risks, if any, and clarity of 

expected levels of participation and other relevant information (Creswell, 2009).  

 



75 
The data collected remains confidential and individual data will not be made public in 

any manner. Only aggregate data will be made available to those participants who 

opted in to receive the results of this study.  

 

Recognizing that direct CEO participants may otherwise provide information in a 

survey that has been previously vetted with their CDO or other members of their staff 

or other executive team members, the research design mitigates any concerns 

regarding authenticity of the responses from the study participant by having the CDO 

or other similar senior executive for each company make the assessment. 

 

This research topic is very intriguing to me given my personal orientation and the 

substantive roles I have held within my organization relative to being the Vice Chair 

of Human Resources and the National Managing Partner of Diversity and Corporate 

Responsibility and other functional operating roles. The former two roles were, and 

are, primarily responsible for strategy development around people and culture, 

including diversity and inclusion. 

 

Although this particular study will be useful to me as a researcher and practitioner, I 

am keenly aware and cognizant of my personal and professional biases. Awareness of 

these biases in itself, however, ensured that I am focused on the integrity of this 

study. No personal information or other individual identifying data was obtained 
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regarding the respondents within the survey tool. Additionally, no specific company 

identifying information was requested or reported in the survey.    

 

Finally, the survey instrument specifically requested individuals interested in 

receiving a copy of the aggregate survey results and findings to designate their 

intention in a private email to a separately established Gmail account.   

Summary 
This study assessed the relationship between corporate CEOs’ authentic and 

transformational leadership styles and the diverse composition of the organizations’ 

top management teams from a gender perspective and the degree of organizational 

inclusiveness through the utilization of an online survey instrument. This survey 

included, in whole or in part, segments of the ALQ and MLQ assessment instruments. 

Additional information was obtained regarding the frequency of communications 

regarding diversity and the inclusion of diversity as organizational priorities through 

placement on executive committee agendas and the CEO storytelling. 

 

 

 



 

Chapter 4: Research Findings 
Overview  
The purpose of this quantitative research study was to test and examine the 

relationship between authentic and transformational leadership styles and select 

components thereof, relative to the diverse composition of the organizations’ top 

management teams. Additionally, this study examined the relationship between these 

leadership styles and the significance to which the CEO leader places on diversity and 

inclusion as an agenda item for executive team meetings and the degree to which the 

leader utilizes storytelling relative to advancing diversity within their organization. 

Additionally, for purposes of this study, the definition of diversity was limited to 

relative gender composition.  

 

This chapter presents the findings, results and details the statistical analysis of this 

research study.  

Survey Participant Demographics 
This paragraph summarizes certain demographics of the participant respondent pool. 

Demographical data of the survey participants captured was limited to general 

personal and functional responsibility information. The demographic information 

collected in this study included the specific role of the participant within the 

organization they served. Additionally, data was requested relative to their age and 

gender.  

77 



78 
 

Of those completing the survey, 78% of the respondents identified themselves as 

serving in the Chief Diversity Officer or Chief Human Resource Officer role within 

their organization. The distribution is reflected in Table 5. 

Table 5. Respondent Roles Frequency and Percentage Distribution 
 

 Job Title of Respondents 

 Chief Diversity 
Officer 

Chief 
Human 

Resource 
Officer 

Other Senior 
Level Executive 

Officer 

Other 

Frequency  15 15 6 3 

Percentage (%) 39 39 15 8% 
 

The survey also asked respondents to identify their gender. The gender distribution of 

the survey respondents indicated that the majority of the CDOs or equivalent were 

female at 56%. See Table 6. This information was not utilized in the subsequent 

analysis but was obtained for informational purposes and potentially subsequent 

study. 
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Table 6. Respondent Gender Frequency and Percentage Distribution 

 

  Gender of Respondents 

 Female Male 

Frequency 22 17 

Percentage (%) 56 44 
 

 

Another question within the survey instrument was asked to determine the gender of 

the CEO being assessed. The distribution revealed that the CEOs were 87% male and 

13% female (Table 7). This information however, was utilized in additional 

observations relative to the results.  

Table 7 Gender Distribution of Organization's CEO 
 

  Gender of CEOs 

 Female Male 

Frequency 5 34 

Percentage (%) 13 87 
 

Lastly, relative to demographics and again, solely for general informational purposes, 

the survey asked the respondents to identify their respective age. In this case 

approximately 90 percent of survey respondents were 40 years of age or older. See 

Table 8 for distribution details.  

 



80 
Table 8. Respondent Age Frequency and Percentage Distribution 

 

 Age Category of Respondents 

 Under 30 31–40 41–50 Over 50 

Frequency 2 2 13 22 

Percentage (%) 5 5 33 56 

Overall Results 
Each hypothesis in this study utilizes transformational or authentic leadership styles 

as the independent variable. The dependent variables in this study were the levels of 

organizational diversity as measured by the gender composition of the organizations’ 

top management teams. Additional dependent variables in this study include the 

inclusiveness of the organization as measured by the frequency to which the CEO 

places diversity as an agenda item for executive meetings and the frequency to which 

the CEO utilizes personal stories in his or her communication strategy to advance 

diversity. 

Calculation of degree of organizational diversity and inclusiveness 
There is no universal benchmark established and, therefore, recognized as standard 

levels of diversity and inclusive environments or organizational inclusiveness. 

Therefore, for purposes of this study, it was important to calculate relative degrees of 

organizational diversity and inclusion.  
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Organizational diversity 
The degree of organizational diversity for purposes of this study was operationalized 

in three ways and calculated based on responses to four questions measuring the 

composition of the organization’s top management teams. 

 

Survey respondents were first asked how many direct reports the CEO had i.e., how 

many individuals reported directly to the CEO. They were then asked to identify the 

number of those individuals who reported directly to the CEO who were female. The 

first measure of organizational diversity was derived by simply calculating the 

percentage of female direct reports each CEO had. The minimum overall size of this 

group of direct reports was four, while 53.8% indicating the overall size of this group 

to be greater than 10.  

 

Respondents were then asked to indicate the number of individuals who directly 

reported to those reporting to the CEO. Similarly, respondents were asked to report 

the number of those individuals that were two levels below the CEO who were 

female. This second measure of organizational diversity was, derived by calculating 

the percentage of female direct reports that were two levels below the CEO. The 

minimum size of the second level direct reports varied with 53.8% indicating that the 

group size was 30 or greater. 
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Finally, an overall top management team diversity score was then calculated by 

averaging the percentage of female direct reports to the CEO with the percentage of 

female direct reports two levels below the CEO. 

 

All three of these measures were used as dependent variables in the primary tests of 

the hypotheses.     

Organizational inclusion 
The degree of organizational inclusiveness was assessed in two ways as expressed by 

the behaviors of the CEO. The first measure was calculated by asking the respondent 

the question of how often issues of diversity and inclusion were included on the 

agenda for executive meetings by the CEO. Respondents indicated on a scale of 1–5 

with 1 being “never” and 5 being “frequently.” This measure was used as a dependent 

variable in several sets of analyses.  

  

An additional measure of organizational inclusiveness was a two-item measure 

focused on storytelling. This measure was calculated by asking the respondents to 

first indicate the frequency to which the CEO communicated personal stories to 

colleagues in the workplace and, secondly, the frequency to which these stories were 

meant to enhance inclusiveness in the workplace. Similarly, the frequency was 

measured on a scale of 1-5 with 1 being “never” and 5 being “frequently.” 
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Leadership Measurements 
Two separate measures of leadership were included in the survey and completed by 

respondents. Each of these instruments is a validated measurement for the selected 

assessed leadership styles of authentic and transformational leadership. For each of 

these measures a rater-form was utilized and the respondents were instructed to 

answer the items in each measure as they applied to their respective CEO. There was 

one respondent and, therefore, one assessment made for each participating 

organization.  

Authentic leadership questionnaire 
The first measure utilized was the Authentic Leadership Questionnaire (ALQ) created 

by Walumbwa et al. (2008). The overall reliability of this 16-item measure was very 

good, alpha = .90. This measure is known to consist of four constituent factors. 

Reliability for the 5-item relational transparency scale was marginally acceptable, 

alpha = .63. The 4-item moral perspective scale had an alpha = .75. The reliability for 

the 3-item balanced processing scale was alpha = .66, again deemed marginally 

acceptable. Finally, the 4-item self-awareness scale demonstrated good reliability, 

alpha = .80. Thus, each CEO had a total ALQ score reflecting the average response 

on all 16 items and also individual factor scores for each of the four individual 

factors. 

Multifactor leadership questionnaire 
The second measure of leadership style utilized was the Multifactor Leadership 

Questionnaire (MLQ) developed by Avolio and Bass (1995). This measure is 
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structured to assess nine leadership factors overall (Muenjohn & Armstrong, 2008) 

however, for purposes of this study, only three of the factors relative to 

transformational leadership were used. A total of eight questions were selected from 

the MLQ; two questions relative to intellectual stimulation, three questions relative to 

inspirational motivation and three questions relative to idealized influence. The 

summaries of scores of these eight questions are labeled MLQt for purposes of this 

study. This designation is made to clarify that the measurement score is limited to 

those identified and utilized transformational leadership questions and not a score an 

overall MLQ instrument score. 

 

The reliabilities on these factors in the MLQt were marginal, as is often the case for 

scales with few items in small samples. Both the idealized influence factor and the 

inspirational motivation scales had alphas = .69. For the intellectual stimulation 

factor, alpha = .59. However, an overall measure of transformational leadership 

referred to as MLQt in this study was calculated by averaging responses on all three 

subscales identified, or a total of eight items, and had an acceptable alpha =.76.   

Analysis of Hypotheses Results 
This section presents the statistical analyses of the four research hypotheses of this 

study regarding authentic and transformational leadership and organizational diversity 

and inclusion. The following is a summary of the specific study hypotheses. 
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Hypothesis 1: There is a significant relationship between CEO authentic leadership 

scores and gender diversity in their top managements teams, as measured by the 

relative composition of the individuals who directly report to the CEO and their 

respective direct reports. 

• Hypothesis 1a: There is a significant relationship between CEO overall authentic 

leadership scores and gender diversity in top management teams. 

• Hypothesis 1b: There is a significant relationship between CEO authentic-

relational transparency leadership scores and gender diversity in top management 

teams. 

• Hypothesis 1c: There is a significant relationship between CEO authentic-

internalized moral perspective leadership scores and gender diversity in top 

management teams. 

• Hypothesis 1d: There is a significant relationship between CEO authentic-

balanced processing leadership scores and gender diversity in top management 

teams. 

• Hypothesis 1e: There is a significant relationship between CEO authentic self-

awareness leadership scores and gender diversity in top management teams. 

 

Hypothesis 2: There is a significant relationship between CEO transformational 

leadership scores and gender diversity in their top management teams, as measured 

by the relative composition of the individuals who directly report to the CEO and 

their respective direct reports. 
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• Hypothesis 2a: There is a significant relationship between CEO overall modified 

transformational leadership scores and gender diversity in top management teams. 

• Hypothesis 2b: There is a significant relationship between CEO transformational-

intellectual stimulation leadership scores and gender diversity in top management 

teams. 

• Hypothesis 2c: There is a significant relationship between CEO transformational-

inspirational motivation leadership scores and gender diversity in top 

management teams. 

• Hypothesis 2d: There is a significant relationship between CEO transformational-

idealized influence leadership scores and gender diversity in top management 

teams. 

 

Hypothesis 3: There is a significant relationship between CEO authentic leadership 

scores and organizational inclusiveness, as measured by the frequency to which 

diversity is placed on executive team meeting agendas and the frequency to which 

storytelling is utilized to convey the importance of diversity. 

• Hypothesis 3a: There is a significant relationship between CEO overall authentic 

leadership scores and organizational inclusiveness. 

• Hypothesis 3b: There is a significant relationship between CEO authentic-

relational transparency leadership scores and organizational inclusiveness. 

• Hypothesis 3c: There is a significant relationship between CEO authentic-

internalized moral perspective leadership scores and organizational inclusiveness. 
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• Hypothesis 3d: There is a significant relationship between CEO authentic-

balanced processing leadership scores and organizational inclusiveness. 

• Hypothesis 3e: There is a significant relationship between CEO authentic self-

awareness leadership scores and organizational inclusiveness. 

 

Hypothesis 4: There is a significant relationship between CEO transformational 

leadership scores and organizational inclusiveness, as measured by the frequency to 

which diversity is placed on executive team meeting agendas and the frequency to 

which storytelling is utilized to convey the importance of diversity. 

• Hypothesis 4a: There is a significant relationship between CEO overall modified 

transformational leadership scores and organizational inclusiveness. 

• Hypothesis 4b: There is a significant relationship between CEO transformational-

intellectual stimulation leadership scores and organizational inclusiveness. 

• Hypothesis 4c: There is a significant relationship between CEO transformational-

inspirational motivation leadership scores and organizational inclusiveness. 

• Hypothesis 4d: There is a significant relationship between CEO transformational-

idealized influence leadership scores and organizational inclusiveness. 

Hypothesis 1 analysis 
The first hypothesis predicted a significant relationship between CEO authentic 

leadership styles and the gender diversity of the organization’s top management 

teams. The independent variable was the authentic leadership style or relative 

component, and the dependent variable was the gender diversity of the top 
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management team. Given the ALQ provides both an overall total score and sub-

scores relevant to this hypothesis, and top management team diversity was 

operationalized in more than one way, this hypothesis was explored in several ways. 

  

First, three groups of CEOs were created by an examination of the frequency 

distribution of the total ALQ scores. The bottom third of the distribution was placed 

in the Low ALQ group (n = 13), the middle third placed in the Medium ALQ group 

(n = 14) and the top third placed in the High ALQ group (n = 12). It should be noted 

that the overall mean of the ALQ was relatively high for this sample. The mean score 

was 4.13 out of a maximum of 5 (SD = .53). So the designations of low, medium and 

high are relative designations for status within this sample. It appears these analyses 

are being done within a sample of what might be considered progressively led 

organizations. 

 

The survey asked respondents to identify the gender of the CEO. An examination of 

the gender distribution within the ALQ level showed a good balance of gender across 

groups as seen in Table 9 
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Table 9. CEO Gender Distribution by Authentic Leadership Level 

 

CEO Gender by ALQ Level 
Frequencies 

 Low ALQ Medium ALQ High ALQ 

Males 
 

11 12 11 

Females 2 2 1 
 

 

Parallel procedures were followed for the creation of groups for each of the four 

subscales within the ALQ (relational transparency, moral perspective, balanced 

processing and self-awareness). That is, for each subscale, the CEOs were placed in 

one of three groups, low, medium or high, based on where their score on the subscale 

fell within the overall distribution of scores within this sample.   

 

The initial examination of the data was accomplished by simply calculating the 

bivariate correlations between the measures of interest. Table 10 presents the 

correlations between the measures of organizational diversity as represented by the 

gender composition of the overall top management team, the percent of female direct 

reports, and the percent of direct reports two levels below the CEO with both the total 

ALQ scores and the scores on the subscales. 
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Table 10. Correlation of Authentic Leadership and TMT Composition 

 

 

ALQ 
Total 

ALQ 
Relational 

Transparency 

ALQ 
Moral 

Perspective 

ALQ 
Balanced 

Processing 

ALQ Self 
Awareness 

Overall TMT 
Diversity 
 

.26 .29* .28* .19 .16 

% Female Direct 
Reports 
 

.20 .23 .32* .14 .05 

% Female Direct 
Reports  
Two Levels 
Below CEO 
 

.23 .24 .12 .19 .24 

*p. <.05 

 

The overall patterns in this correlative analysis can be seen as generally supportive of 

the first hypothesis. Basically, the correlations are all in the predicted direction. And 

while the overall ALQ score does not correlate strongly with most of the diversity 

measures, two of the subscale scores did correlate significantly with selected 

measures of diversity, relational transparency and moral perspective.   

Primary test of hypothesis 1.   
A primary test of this hypothesis was accomplished by using the ALQ group 

designations as the independent variable in a series of ANOVAs with the diversity 

measures as the dependent variables. Most generally, the expectation was that the 

higher ALQ groups would have greater diversity in their organizations.   
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The average overall top management team diversity scores and the overall percentage 

of female direct reports by ALQ group are displayed in the Figure 3 below. The data 

indicated that the medium ALQ group had the highest diversity score, which was 

nearly identical to the score for the high ALQ group. The Low ALQ group had the 

lowest average diversity score. While these scores fit the anticipated pattern of 

results, the differences in the diversity scores are very small and an ANOVA testing 

the diversity scores across ALQ groups verified that the differences in the diversity 

scores did not approach traditional levels of statistical significance (F = .43; p = .33). 

 

 
 

Figure 3. TMT Diversity by Overall Authentic Leadership Level 
 

ALQ subgroup score analysis.    
More detailed analyses were performed to provide further insight into the relationship 

between organizational diversity and the ALQ. Specifically, a series of ANOVAs 
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were run using the groups created using the ALQ subscales as the independent 

variable and the overall diversity measure as the dependent variable. The following 

Figures 4–7 present a summary of the data and analyses.  

 

Figure 4. TMT Diversity by ALQ Relational Transparency Level 
 

The analysis focused on the ALQ Relational Transparency groups in Figure 4 

revealed that the high relational transparency group had a higher overall percentage of 

female direct reports than the medium and low groups. However, the ANOVA 

indicated no overall effect for ALQ Relational Transparency group (F = .94, p. = .40).  
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Figure 5. TMT Diversity by ALQ Moral Perspective Level 

 

The analysis focused on the ALQ Moral Perspective groups in Figure 5 revealed that 

the high group and the medium group had nearly identical percentages of female 

direct reports and both of those groups had higher means than the low group. 

However, the ANOVA indicated no overall effect for ALQ Moral/Ethical group (F = 

1.42, p. = .26).  

 

 
 

Figure 6. TMT Diversity by ALQ Balance Processing Level 
 

The analysis focused on the ALQ Balanced Processing groups in Figure 6 revealed 

that the medium group had a slightly higher mean diversity score than the high group. 

Both had mean scores higher than the low group. Once again, the ANOVA indicated 

no overall effect for ALQ Balanced Processing group (F = .39, p. = .68).  
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Figure 7. TMT Diversity by ALQ Self-Awareness Level 
 

Finally, the examination of diversity by the ALQ Self Awareness group in Figure 7 

revealed that the medium group had a higher mean diversity score than the high 

group, while once again both the medium and the high group had higher scores than 

the low group. Consistent with the pattern, the ANOVA revealed no overall effect for 

ALQ Self Awareness (F = .77, p. = .47).   

Analysis of first level top management team diversity 
Another primary test of the first hypothesis was accomplished by using the ALQ 

group designations as the independent variable in a series of ANOVAs using the 

measure of diversity of the first level of top management team as the dependent 

variables i.e., the dependent variable is the percentage of female direct reports to the 

CEO.  

 

Again, the expectation was that the higher ALQ groups would have significantly 

greater diversity in their organizations. The average first level top management team 
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diversity scores (percentage of female direct reports) by ALQ group are displayed in 

Figure 8 below. Clearly, diversity as indexed through percentage of female direct 

reports was nearly identical across ALQ groups. The ANOVA indicated no 

significant effect (F = .03, p. = .97).   

 

 

Figure 8. First Level TMT Diversity by Overall Authentic Leadership Leve  
 

The measure of diversity of the first level of top management teams was used as the 

dependent variable in a series of ANOVAs assessing the effects of the levels of the 

various ALQ leadership styles.   
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Figure 9. First Level TMT Diversity by ALQ Relational Transparency Level 
 

The analysis focused on the level of Relational Transparency is summarized in Figure 

9 above. While the high group had the largest percentage of female direct reports, the 

ANOVA indicated no stasticially significant differences among groups (F = .81, p. = 

.45).  

 

 

Figure 10. First Level TMT Diversity by ALQ Moral Perspective Level 
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The group means on diversity of top management varied substantially by ALQ Moral 

Perspective group as seen in Figure 10. The ANOVA indicated a significant overall 

effect (F = 3.51; p. = .02). Planned comparisons indicated that the contrast between 

the medium group and the low group was statistically significant (p. = .01) along with 

the contrast between the high group and the low group (p. = .03).  

 

Figure 11. First Level TMT Diversity by ALQ Balanced Processing Level 
 

The analysis focused on the level of Balanced Processing Level is summarized in 

Figure 11. The group means are nearly identical. The ANOVA indicated no 

stasticially significant differences among groups (F = .03, p. = .97).   
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Figure 12. First Level TMT Diversity by ALQ Self Awareness 
 

The analysis focused on the level of Self Awareness is summarized in Figure 12. 

While the ANOVA indicated no statistically significant differences among groups (F 

= .99, p. = .19), these data do show a disconfirmatory pattern in that the mean for the 

high group is substantially smaller than the mean for the other two groups.   

Analysis of second level top management team diversity 
The final primary test of the first hypothesis was accomplished by using the ALQ 

group designations as the independent variable in a series of ANOVAs using the 

measure of diversity two levels below the CEO as the dependent variable. Again, the 

expectation was that the higher ALQ groups would have significantly greater 

diversity in two levels below the CEO in their organizations. The following results of 

the analysis of this measure of diversity by ALQ group are displayed in Figure 13.   
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Figure 13. Second Level TMT Diversity by Overall Authentic Leadership Level 
 

Diversity as indexed by the percentage of female direct reports two levels below the 

CEO showed slight variation by Total ALQ group as shown in Figure 13 The 

ANOVA indicated no significant effects (F = 1.10, p. = .35).   

 

The measure of diversity within top management teams two levels below the CEO 

was also used as the dependent variable in a series of ANOVAs assessing the effects 

of the levels of the various ALQ leadership styles.   
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Figure 14. Second Level TMT Diversity by ALQ Relational Transparency Level 
 

The analysis focused on the level of Relational Transparency is summarized in Figure 

14. While the high group and the medium group had numerically larger averages than 

the low group, the ANOVA indicated no statistically significant differences among 

groups (F = 1.10, p. = .34).   

 

 

Figure 15. Second Level TMT Diversity by ALQ Moral Perspective Level 
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The group means on diversity two levels below the CEO varied somewhat by the 

ALQ Moral Perspective group as seen in Figure 15. However, the ANOVA indicated 

no significant contrasts between groups (F = .93, p. = .41). 

 

 

Figure 16. Second Level TMT Diversity by ALQ Balanced Processing Level 
 

The analysis focused on the level of Balanced Processing Level is summarized in the 

Figure 15. The group means for the medium and high Balanced Processing groups are 

substantially higher than the mean of the low group. However, the ANOVA indicated 

no statistically significant differences among groups (F =1.19, p. = .32).   
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Figure 17. Second Level TMT Diversity by ALQ Self Awareness Level 
 

Figure 17 reflects the analysis focused on the level of Self Awareness. While once 

again the means for the medium and high groups were higher than the mean for the 

low group, the ANOVA indicated no statistically significant differences among 

groups (F = .88, p. = .43). 

Hypothesis 2 analysis 
The second hypothesis predicted a significant relationship between CEO 

transformational leadership styles and diversity of the organization’s top management 

teams. The independent variable was the transformational leadership style or select 

components thereof and the dependent variable was the gender diverse composition 

of the top management team. In this study, only select subscales of interest within the 

MLQ were administered as discussed above. Additionally, the MLQt summary score 
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scores from the MLQ as an assessment of transformational leadership, and 

organizational diversity of the top management team was operationalized in more 

than one way, this hypothesis was also explored in several ways.   

 

The MLQ data was analyzed in a manner parallel to the ALQ data. First, three groups 

of CEOs were created by an examination of the frequency distribution of the total 

MLQt scores. The bottom third of the distribution was placed in the Low MLQt 

group (n = 12), the middle third placed in the Medium MLQt group (n = 14), and the 

top third placed in the High MLQt group (n = 13). Once again, it should be noted that 

the overall mean on this leadership measure in this sample was relatively high. The 

mean score on the MLQt was 4.37 out of a maximum of 5 (SD = .42). So the 

designations of low, medium, and high are relative designations for status within this 

sample.  

  

An examination of the gender distribution within MLQ level showed a good balance 

of gender across groups as seen in Table 11. 

Table 11. CEO Gender Distribution by  
Modified Transformational Leadership Level 

 

CEO Gender by MLQt Level 
Frequencies 

 Low MLQt Medium MLQt High MLQt 

Males 10 13 11 

Females 2 1 2 
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Once again, the initial examination of the data was accomplished by simply 

calculating the bivariate correlations between the measures of interest. Table 12 

below presents the correlations between the measures of organizational diversity as 

represented by the overall gender composition of the top management team, the 

percent of female direct reports, and the percent of direct reports two levels below the 

CEO with both the MLQt summary score and the scores on the MLQ subscales. 

Table 12. Correlation of Transformational Leadership and TMT Composition 
 

 

MLQt  

MLQ 
Intellectual 
Stimulation 

MLQ Inspirational 
Motivation 

MLQ 
Idealized 
Influence 

Overall TMT 
Diversity 
 

.22 .08 .26 .22 

% Female Direct 
Reports 
 

.12 –.10 .18 .26 

% Female Direct 
Reports  
Two Levels Below 
CEO 
 

.26* .28 .25 .09 

*p. < .05 
 

Overall, this correlative analysis provided, at best, very marginal support for 

hypothesis 2.  
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Primary test of hypothesis 2   
A primary test of this hypothesis was accomplished by using the MLQt group 

designations as the independent variable in an ANOVA with the overall top 

management diversity measure as the dependent variable. Generally, the expectation 

was that the higher MLQt groups would have greater diversity in their organizations. 

The average diversity scores (percentage of female direct reports) by MLQt group are 

displayed in the Table 17 below.   

 

 
 

Figure 18. TMT Diversity by Overall Modified  
Transformational Leadership Level 

 

The data indicated that the high MLQ group had the highest diversity score of the 

three groups with the other two groups having nearly identical scores. Again, these 

scores fit the anticipated pattern of results with the differences in the diversity scores 

but did not meet traditional levels of statistical significance. The overall F value in 

the ANOVA was .34 (p. = .35).   
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MLQ subgroup scores analysis 
More detailed analyses were performed to provide further insight into the relationship 

between organizational top management team diversity and the transformational 

leadership assessments from the MLQ.  Specifically, a series of ANOVAs were run 

using the groups created using the MLQ subscales as the independent variable and the 

overall diversity measure as the dependent variable. Figure 19 and Figure 20 present a 

summary of the data from those analyses.  

 

 
 

Figure 19. TMT Diversity by MLQ Intellectual Stimulation Level 
 

Examination of organizational top management team diversity by the MLQ 

Intellectual Stimulation groups revealed that all three groups had nearly identical 

mean diversity scores.  Of course, the ANOVA verified no overall effect (F = .96).   
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Figure 20. TMT Diversity by MLQ Inspirational Motivation Level 
 

Examination of organizational top management team diversity by MLQ 

Inspirational/Motivational groups indicated that the low group had a mean diversity 

score substantially lower than the medium and high groups. The ANOVA confirmed 

an overall effect for Inspirational/Motivational group (F = 2.68, p. =.04). Planned 

comparisons revealed that the contrast between the medium and low groups was 

significant (p. = .02). Also, the contrast between the high and the low group was 

significant (p. = .04).   
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Figure 21. TMT Diversity by MLQ Idealized Influence Level 
 

Once again, analyses revealed nearly identical means for diversity across groups. The 

ANOVA confirmed no overall effect for Idealized Influence group (F = .21, p. = .81).   

Analysis of first level top management team diversity 
Another primary test of this hypothesis was accomplished by using the MLQt group 

designations as the independent variable in an ANOVA with the measure of diversity 

of the first level of the top management group, the percent of female direct reports to 

the CEO, as the dependent variable. Most generally, the expectation was that the 

higher MLQt groups would have greater diversity of top management teams in their 

organizations. The average top management team diversity scores (percentage female 

direct reports) by MLQt group are displayed in the figures below.   
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Figure 22. First Level TMT Diversity by Overall Modified Transformational 
Leadership Level 

 

The data indicated that the high MLQ group had the highest average diversity score 

of the three groups. Again, these scores fit the anticipated pattern of results but the 

differences in the diversity scores did not meet traditional levels of statistical 

significance. The overall F value in the ANOVA was .34 (p. = .71).   
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between organizational diversity as indexed by diversity in the first level of top 

management teams and the leadership assessments from the MLQ. Specifically, a 

series of ANOVAs were run using the groups created using the MLQ subscales as the 

independent variables and the measure of diversity of the first level top management 

teams as the dependent variables. The following summarizes the results of these 

further analyses.  
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Figure 23. First Level TMT Diversity by MLQ Intellectual Stimulation Level 
 

Examination of the diversity of the first level of top management teams by the MLQ 

Intellectual Stimulation groups revealed that the low group had a slightly higher 

average score than the medium and low groups. The ANOVA revealed no statistically 

significant overall effect (F = .30, p. = .74).   

 

Figure 24. First Level TMT Diversity by MLQ Inspirational Motivation Level 
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The examination of diversity in the first level of top management teams by MLQ 

Inspirational Motivation groups revealed that the medium group had a mean 

substantially higher than that of the low group as seen in Figure 24. However, the 

ANOVA indicated no statistically significant effect (F = 1.59, p. = .22).      

 

 

Figure 25. First Level TMT Diversity by MLQ Idealized Influence Level 
 

Figure 25 reflects the examination of first level top management team diversity in 

relationship to the MLQ Idealized Influence measure. In this case, the medium group 

had a mean substantially larger than the low group. But, the ANOVA indicated no 

statistically significant effects (F = 1.36, p. = .27).   

Analysis of second level top management team diversity 
A final test of the second hypothesis was accomplished by using the total MLQt 
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expectation was that the higher MLQt groups would have greater diversity of top 

management teams in their organizations (Figure 26).   

 

 

Figure 26. Second Level TMT Diversity by Overall Modified Transformational 
Leadership Level 

 

The data indicated that the high MLQt group had the highest average diversity score 

of the three groups. Again, these scores fit the anticipated pattern of results but the 

differences in the diversity scores did not meet traditional levels of statistical 

significance. The overall F value in the ANOVA was 2.10 (p. = .13).   

 

Again, tests of this hypothesis were performed by using the measure of diversity two 

levels below the CEO as the dependent variable in a set of ANOVAs using the MLQ 

subgroup designations as the independent variables. The following presents a 

summary of the results of these further analyses (Figure 27).  
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Figure 27. Second Level TMT Diversity by MLQ Intellectual Stimulation Level 
 

The results of the examination of second level top management team diversity of the 

MLQ Intellectual Stimulation groups revealed that high and medium groups had 

means substantially larger than that of the low group (see chart above). The ANOVA 

revealed no statistically significant overall effect (F = .96, p. = .39).   

 

 

Figure 28. Second Level TMT Diversity by MLQ Inspirational  
Motivation Level 
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In this case, the examination of diversity of the second level top management team by 

MLQ Inspirational Motivation groups (Figure 29) revealed that the high and medium 

groups had means substantially higher than that of the low group. The ANOVA 

indicated a marginally significant overall effect (F = 2.39, p. = .055). Planned 

comparisons revealed that the mean of the high group was significant higher than that 

of the low group (p. = .03). They also indicated the mean of the medium group was 

significantly higher than that of the low group (p. = .05). 

 

 

Figure 29. Second Level TMT Diversity by MLQ Idealized Influence Level 
 

Finally, the examination of second level top management team diversity by MLQ 

Idealized Influence revealed that both the low and high groups had means 

substantially higher than the medium group. But, the ANOVA indicated no 

statistically significant effects (F = 1.42, p. = .25).   
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Hypothesis 3 analysis 
Hypothesis 3 predicted a positive relationship between authentic leadership style and 

organizational inclusiveness. Two separate measures were used to assess 

organizational inclusiveness. The first measure relates to prioritization of diversity as 

an agenda item for executive team meetings. The second measure relates to the CEO 

communication through personal storytelling.  

 

The first measure of organizational inclusiveness was the frequency to which the 

CEOs place diversity topics on the agenda of executive team meetings and was used 

as the measure of organizational inclusiveness dependent variable. The independent 

variable was the authentic leadership style as measured by the ALQ. Table 14 

presents the correlations between the measures of organizational inclusion as 

represented by the frequency of diversity as an agenda item and storytelling measures 

with both the total ALQ scores and the scores on the subscales. 

Table 13. Correlation of Authentic Leadership and Organizational Inclusion 
 
 

ALQ 

Total 

ALQ 

Transparency 

ALQ Moral 

Perspective 

ALQ 

Balanced 

Processing 

ALQ Self 

Awareness 

Diversity & 
Inclusion on 
Agenda 

.44* .28 .48* .33* .43* 

Overall 
Storytelling 

.26 .21 .15 .13 .34* 

Storytelling 
to Enhance 
Inclusion 

.47* .40* .34* .47* .43* 

*p. < .05 
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The data in the above correlation table reveals a pattern of fairly strong relationships 

or associations between the measures of inclusiveness and the authentic leadership 

style measures. The tendency to have issues of diversity and inclusion on executive 

meeting agendas and the frequency of storytelling to enhance inclusion had very 

strong positive correlations with the overall authentic leadership scores. In addition, 

the ALQ self-awareness measurement was significantly correlated with all three 

measures of inclusiveness. 

 

Similar to the previous hypotheses and to more fully understand how the authentic 

leadership components may relate to organizational inclusiveness, a series of 

ANOVAs were performed using the ALQ group designations as the independent 

variables and each measure of inclusiveness as the dependent variables. 

 

As previously discussed, the agenda item measure asked respondents how often the 

CEO attended meetings where diversity and inclusion were on the agenda and 

respondents replied on a scale of 1–5 (1 = never, 5 = frequently). Thus, means for this 

measure of diversity could range from 1–5.   

Test of hypothesis 3: inclusiveness as an agenda priority  
Figure 30 below displays the data for Total ALQ groups and the tendency for 

executive meetings to have items of diversity and inclusion on the meeting agendas. 

Results of this analysis provide support for hypothesis 3. The high ALQ group had a 
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mean score higher than both the medium and low ALQ groups. The medium group 

had a mean higher than the low group. The ANOVA revealed a significant overall 

effect (F = 5.50, p. = .00). Planned comparisons showed that mean for the high ALQ 

Total group and the mean for the medium ALQ Total group were significantly higher 

than the mean for the low ALQ Total group. For the test of the high group versus the 

low group, p. = .00. For the test of the medium group versus the low group p. = .02. 

The mean of the high group did not differ significantly from the mean of the medium 

group (p = .13).  

   

 

Figure 30. Inclusiveness Agenda Priority by Overall Authentic Leadership Level 

ALQ subgroups analysis; inclusiveness agenda priority  
The data displays that follow summarize analyses that employed the ALQ leadership 

component groups as the independent variables with the agenda item assessment 

measure of organizational inclusiveness as the dependent variable.   
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The analyses focused on the ALQ Relational Transparency group revealed nearly 

identical inclusiveness scores for the high and medium groups as shown in Figure 31 

below. Both had slightly higher means than the low group. The ANOVA revealed no 

significant overall effect (F = .87, p. = .43). 

   

 

Figure 31. Inclusiveness Agenda Priority  
by ALQ Relational Transparency Level 
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significantly higher than the mean for the low group (p. = .00) and significantly 

higher than the mean for the medium group (p. = .05). Additionally, the mean for the 

medium group was significantly higher than the mean for the low group at the level 

of p. = .06.   

 

 

Figure 32. Inclusiveness Agenda Priority by ALQ Moral Perspective Level 
 

Analyses of inclusiveness agenda priority by ALQ Balanced Processing Level also 

produced a pattern of results consistent with the prediction of hypothesis 3 (see 

Figure 33 below). The ANOVA revealed a significant overall effect (F = 3.70, p. = 

.02). Planned comparisons indicated the mean for the high group was significantly 

higher than that of the low group (p. = .01). The contrast between the high group and 

the medium group was marginally significant at p. = .07. The contrast between the 

medium group and the low group only approached statistical significance (p. = .09).  
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Figure 33. Inclusiveness Agenda Priority by ALQ Balanced Processing Level 
 

Finally, the analysis of inclusiveness agenda priority by ALQ Self Awareness group 

also revealed a pattern consistent with hypothesis 3 (Figure 34). The ANOVA 

indicated a significant overall effect for ALQ Self Awareness group (F = 5.37, p. = 

.01). Follow up comparisons indicated that the means for both the high group and the 

medium group were significantly higher than the mean for the low group (for high 

versus low, p. = .00; for medium versus low, p. = .03). 

   

 

Figure 34 Inclusiveness Agenda Priority by ALQ Self Awareness Level 
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Test of hypothesis 3: inclusiveness through personal storytelling  
The second measure of organizational inclusiveness was the measure of frequency of 

personal storytelling by the CEO. Figure 35 below displays the data for the total ALQ 

groups and frequency of CEO storytelling in the workplace. The ANOVA indicated a 

significant overall effect for the ALQ group on frequency of CEO storytelling (F = 

3.35, p. = .03). Planned comparisons confirmed the intuition that the mean for the 

high group was significantly higher than the mean for the low group (p. = .01). No 

other contrasts met conventional standards of significance. 

  

 

Figure 35. Inclusiveness Personal Storytelling  
by Overall Authentic Leadership Level 

ALQ subgroups analysis: personal storytelling 
The data displays that follow summarize analyses that employed the ALQ leadership 

styles groups as the independent variables with the storytelling in the workplace 
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measure of organizational inclusiveness as the dependent variable. First, analyses 

focused on the ALQ Relational Transparency style revealed only small differences in 

means across groups (see Figure 36). The ANOVA revealed no significant overall 

effect (F = .70, p. = .50).   

 

 

Figure 36. Inclusiveness Personal Storytelling  
by ALQ Relational Transparency Level 
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significant overall effect for ALQ Moral Perspective group (F = 2.89, p. = .03). 

Planned comparisons showed that mean for the high ALQ Moral Perspectives group 

was significantly higher than the mean for the medium group (p. = .01). No other 

contrasts were significant.   
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Figure 37. Inclusiveness Personal Storytelling by ALQ Moral Perspective Level 
 

Analyses of inclusiveness personal storytelling by ALQ Balanced Processing Level 

produced a pattern of results consistent with the prediction of hypothesis 3 (see 

Figure 38 below). However, differences in group means were small and the ANOVA 

revealed no significant overall effect (F = .95, p. = .40).  

 

 

Figure 38. Inclusiveness Personal Storytelling  
by ALQ Balanced Processing Level 
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Finally, the analysis of inclusiveness personal storytelling by ALQ Self Awareness 

group also revealed a pattern somewhat consistent with hypothesis 3 (see Figure 39 

below). The ANOVA indicated a significant overall effect for ALQ Self Awareness 

group (F = 4.51, p. = .01). Follow up comparisons indicated that the mean for the 

high group was significantly higher than the means for both other groups (for high 

versus low, p. = .01; for high versus medium, p. = .00).  

 

 

Figure 39. Inclusiveness Personal Storytelling by ALQ Self Awareness Level 

Test of hypothesis 3: stories intended to enhance inclusion 
The final measure of organizational inclusiveness was the item assessing the 
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p. = .02). Planned comparisons indicated that the mean for the high group was 

significantly larger than the mean of the low group (p. = .01) and that the mean of the 

medium group was also significantly higher than the mean of the low group (p. = 

.04).   

 

 

Figure 40. Inclusiveness: Storytelling to Enhance Inclusion  
by Overall Authentic Leadership Level 

ALQ subgroup analysis: stories intended to enhance inclusion  
The data displays that follow summarize analyses that employed the ALQ leadership 

styles groups as the independent variables with the storytelling to enhance inclusion 
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Transparency component revealed that the high and medium groups had nearly 

identical means, so both were substantially higher than the mean of the low group as 
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p. = .04). Planned comparisons verified that the mean of the high group was 

significantly higher than the mean of the low group at the marginal level of p. = .06. 
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The mean of the medium group was significantly higher than the mean of the low 

group at p. = .04.   

 

Figure 41. Inclusiveness: Storytelling to Enhance Inclusion by ALQ Relational 
Transparency Level 

 

Results for the analysis using the ALQ Moral Perspective groups revealed that the 

means for the high and medium groups were substantially higher than the mean for 

the low group as shown in Figure 41 below. The ANOVA revealed a significant 

overall effect (F = 6.61, p. = .02). Planned comparisons confirmed that the mean for 

the high ALQ Moral Perspective group was significantly higher than the mean for the 

low group (p. = .01). The mean for the medium group was also significantly higher 

than the mean for the low group (p. = .02).   
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Figure 42. Inclusiveness: Storytelling to Enhance Inclusion  
by ALQ Moral Perspective Level 

 

Analyses of inclusiveness storytelling to enhance inclusion by ALQ Balanced 

Processing Level produced a pattern of results consistent with the prediction of 

hypothesis 3 as seen in Figure 43. The ANOVA revealed a significant overall effect 

(F = 7.22, p. = .00). Planned comparisons indicated that the mean for the high group 

was significantly higher than the low group (p. = .00) and that the mean for the 

medium group was also significantly higher than that of the low group (p. = .00). 
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Figure 43. Inclusiveness: Storytelling to Enhance Inclusion by ALQ Balanced 
Processing Level 

 

Finally, the analysis of inclusiveness as measured by storytelling intended to enhance 

inclusion by ALQ Self Awareness group also revealed a pattern very much consistent 

with hypothesis 3 (Figure 44). The ANOVA indicated a significant overall effect for 

ALQ Self Awareness group (F = 4.55, p. = .01).  
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Figure 44. Inclusiveness: Storytelling to Enhance Inclusion  
by ALQ Self Awareness Level 

Hypothesis 4 analysis 
Hypothesis 4 predicted a significant relationship between transformational leadership 

and inclusive organizations. Identical to the third hypothesis, two separate measures 

were used to assess organizational inclusiveness. The first measure relates to 

prioritization of diversity as an agenda item for executive team meetings. The second 

measure relates to the CEO communication through personal storytelling. 

 

The initial examination of the data was accomplished by simply calculating the 
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2.69 

3.4 
3.75 

1
1.5

2
2.5

3
3.5

4
4.5

5

Low ALQ Self Awareness
(n=13)

Medium ALQ Self
Awareness (n=10)

High ALQ Self Awareness
(n=16)

M
ea

n 
St

or
yt

el
lin

g 

Inclusiveness: Storytelling to Enhance Inclusion by ALQ Self 
Awareness Level 

 



130 
 

Table 14. Correlation of Transformational Leadership  
and Organizational Inclusiveness 

 

 

MLQ 

Total 

MLQ 

Intellectual 

Stimulation 

MLQ 

Inspirational 

Motivational 

MLQ 

Idealized 

Influence 

Diversity and Inclusion on 
Agenda 

.45* .47* .17 .34 

Overall Storytelling .42* .39* .31 .27 

Storytelling to Enhance 
Inclusion 

.51* .43* .30* .43* 

*p. < .05 
 

The data displayed in the table above reveals a pattern of strong associations between 

the measures of inclusiveness and the MLQ data. All three measures of inclusiveness 

show strong positive correlations with the total MLQ scores. The same is true for the 

MLQ Intellectual Stimulation factor.  

  
To more fully understand how the MLQ leadership styles may be related to 

organizational inclusiveness, a series of ANOVAs was performed using the MLQ 

group designations as the independent variables and each measure of inclusiveness as 

the dependent variables. Recall that the inclusiveness measures produced data on a 

scale of 1–5 where 1 indicated that the target behavior occurred “never” and 5 

indicated that it occurred “frequently.” Thus the group means for the analyses that 

follow could potentially range from 1 to 5. 
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Test of hypothesis 4: inclusiveness as an agenda priority 
Figure 45 below displays the data for Total MLQ groups and the tendency for 

executive meetings to have items of diversity and inclusion on the meeting agendas. 

Results of this analysis provide support for hypothesis 4. The high MLQ group had a 

mean score higher than both the medium and low MLQ groups. The medium group 

had a mean higher than the low group. The ANOVA revealed a significant overall 

effect (F = 4.27, p. = .01). Planned comparisons showed that mean for the high MLQ 

group was significantly higher than the mean for the medium group (p. = .05). The 

mean for the high group was also significantly higher than the mean for the low group 

(p. = .00).  

 

 

Figure 45. Inclusiveness Agenda Priority  
by Overall Modified Transformational Leadership Level 

MLQ subgroup analysis inclusiveness agenda priority  
Figures 46–48 summarize analyses that employed the MLQ leadership styles groups 

as the independent variables with the agenda item assessment measure of 

organizational inclusiveness as the dependent variable. The analyses focused on the 
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MLQ Intellectual Stimulation level revealed a pattern consistent with hypothesis 4 

(see Figure 46). The ANOVA indicated a significant overall effect (F = 6.49, p. 

=.00). Planned comparisons indicated that the mean for the high group was 

significantly larger than the mean for the low group (p. = .00). The mean for the 

medium group was also significantly larger than the mean for the low group (p. = 

.01).   

 
 

Figure 46. Inclusiveness Agenda Priority by MLQ Intellectual Stimulation Level 
 
 

Analyses focused on the MLQ Inspirational Motivation groups indicated the mean for 

the medium group was higher than the means for the other two groups (see Figure 

47). The ANOVA indicated no significant overall effect (F = 2.03, p. = .15). 
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Figure 47. Inclusiveness Agenda Priority  
by MLQ Inspirational Motivation Level 

 
Figure 48 below summarizes the data for MLQ Idealized Influence groups and 

inclusiveness as indexed by the item on agenda items. The ANOVA revealed a 

significant overall effect (F = 3.89, p. = .02). Planned comparisons indicated that the 

mean for the high group was significantly larger than both the low group (p. = .02) 

and the medium group p. = .01).   
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Figure 48. Inclusiveness Agenda Priority by MLQ Idealized Influence Level 

Test of hypothesis 4: inclusiveness through personal storytelling  
Figure 49 displays the data for Total MLQ groups and the tendency for the CEO to 

tell personal stories in the workplace. Results of this analysis provide general support 

for hypothesis 4. The high MLQ group had a mean score higher than both the 

medium and low MLQ groups. The medium group had a mean slightly higher than 

the low group. The ANOVA revealed a significant overall effect (F = 2.81, p. = .04). 

Planned comparisons showed that mean for the high MLQ group was significantly 

higher than the mean for the medium group (p. = .04). The mean for the high group 

was also significantly higher than the mean for the low group (p. = .02).  
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Figure 49. Inclusiveness Personal Storytelling  
by Overall Modified Transformational Leadership Level 

MLQ subgroup analysis: personal storytelling 
   

Figures 50–52 summarize analyses that employed the MLQ leadership styles groups 

as the independent variables with the frequency of CEO storytelling as the measure of 

organizational inclusiveness. The analyses focused on the MLQ Intellectual 

Stimulation level revealed a pattern consistent with hypothesis 4 (see chart below). 

The ANOVA indicated a significant overall effect (F = 2.37, p. =.05). Planned 

comparisons indicated that the mean for the high group was significantly larger than 

the mean for the low group (p. = .02). No other contrasts were statistically significant.   
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Figure 50. Inclusiveness Personal Storytelling  
by MLQ Intellectual Stimulation Level 

 
 
 
Analyses focused on the MLQ Inspirational Motivation groups indicated the mean for 

the medium group was higher than the means of the other two groups (see Figure 51). 

The ANOVA indicated no significant overall effect (F = .71, p. = .50). 

 

 
 

Figure 51. Inclusiveness Personal Storytelling  
by MLQ Inspirational Motivation Level 
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Figure 52 below summarizes the data for MLQ Idealized Influence groups and 

inclusiveness as indexed by frequency of CEO storytelling. While the pattern of 

means is consistent with hypothesis 4, the ANOVA indicated no significant overall 

effect (F = 1.53, p. = .23). 

 

 

Figure 52. Inclusiveness Personal Storytelling by MLQ Idealized Influence Level 

Test of hypothesis 4: stories intended to enhance inclusion  
Figure 53 below displays the data for Total MLQ groups and the perception that the 

CEOs’ stories are intended to enhance inclusion. Results of this analysis provide 

general support for hypothesis 4. The high MLQ group had a mean score higher than 

both the medium and low MLQ groups. The medium group had a mean higher than 

the low group. The ANOVA revealed a significant overall effect (F = 7.74, p. = .00).  

Planned comparisons showed that mean for the high MLQ group was significantly 

higher than the mean for the low group (p. = .00). The mean for the medium group 

was also significantly higher than the mean for the low group (p. = .00).  
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Figure 53. Inclusiveness: Storytelling to Enhance Inclusion by Overall Modified 
Transformational Leadership Level 

MLQ subgroup analysis: stories intended to enhance inclusion 
The data displays immediately below summarize analyses that employed the MLQ 

leadership styles groups as the independent variables with the data on perceptions that 

the stories of the CEO were intended to enhance inclusion in the workplace. The 

analyses focused on the MLQ Intellectual Stimulation level revealed a pattern 

consistent with hypothesis 4 (Figure 54). The ANOVA indicated a significant overall 

effect (F = 7.76, p. =.00). Planned comparisons indicated that the mean for the high 

group was significantly larger than the mean for the low group (p. = .00). The mean 

for the medium group was also significantly larger than the mean for the low group 

(p. = .01).    
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Figure 54. Inclusiveness: Storytelling to Enhance Inclusion  
by MLQ Intellectual Stimulation Level 

 

Analyses focused on the MLQ Inspirational Motivation groups revealed a somewhat 

confusing pattern of means (Figure 55 below). The means for the three groups varied 

only slightly from each other. The ANOVA indicated no significant overall effect (F 

= 1.91, p. = .16). 
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Finally, Figure 56 below summarizes the data for MLQ Idealized Influence groups 

and CEO storytelling to enhance inclusion. The pattern of means is consistent with 

hypothesis 4. The ANOVA indicated a significant overall effect (F = 2.50, p. = .05). 

Contrasts indicated that only the difference between the high group and the low group 

met conventional levels of statistical significance (p. = .02).   

 

 

Figure 56. Inclusiveness: Storytelling to Enhance Inclusion  
by MLQ Idealized Influence Level 

Additional Observations and Analysis 
The overall mean for the item asking how often the CEO tells personal stories was 3.7 

(range = 2–5; SD = .97). The mean for the item asking how often the stories appear to 

be intended to enhance inclusiveness was 3.3 (range = 1–5; SD = 1.03). Table 15 

displays the means for these items by CEO gender. While data must be interpreted 

with caution because of the differences in group sizes, the data in the table suggest an 

interesting pattern. While male CEOs seemed to be slightly more likely to tell 
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personal stories in the workplace, the females’ stories were slightly more likely to be 

seen as intended to enhance inclusiveness and diversity. 

Table 15. Storytelling Means by CEO Gender 
 

 Male CEOs 

(n = 34) 

Female CEOs 

(n = 5) 

How frequently does the CEO tell personal 
stories to colleagues? 
 

3.8 3.4 

How frequently are these stories meant to 
enhance inclusiveness in your workplace? 

3.2 3.8 

Summary 
This chapter has presented the results of this study. The responses included 39 

corporations. Respondents assessing the leadership of the respective CEO were 

predominately Chief Diversity Officers and Chief Human Resource executives. 

 

Various correlations and statistical analyses are presented which indicate that there is 

a positive trend in medium to high authentic and transformational leadership styles 

associated with gender diversity as measured by the composition of the companies’ 

top management teams. The study was generally supportive of the first hypothesis 

and marginally supportive of the second hypothesis. 

 

 However, the results show a strong significant relationship between authentic and 

transformational styles and inclusive work environments as measured by the 

frequency with which matters of diversity and inclusion are placed on executive 
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committee agendas and the use of storytelling to convey the significance of diversity 

and inclusion 

 

The results of the third and fourth hypotheses tested affirm a strong correlation 

between both leadership styles and organizational inclusiveness. The findings suggest 

that both authentic and transformational CEOs place a greater emphasis on building 

inclusive environments through frequent inclusion of diversity and inclusion matters 

on executive committee agendas and the use of storytelling to convey the significance 

of diversity and inclusion. 

 

Table 16 summarizes the results for overall authentic leadership and each of the 

measured sub-dimensions score and the gender diversity in the top management 

teams. Table 17 summarizes the results for overall transformational leadership and 

each of the measured sub-dimensions score and the gender diversity in the 

companies’ top management teams, whereas Table 18 and Table 19 summarize the 

results for authentic and transformational leadership respectively and each of the 

measured sub-dimensions thereof for organizational inclusiveness. 
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Summary results for hypothesis 1 

Table 16. Results for Hypothesis 1—Authentic Leadership  
and Gender Diversity in Top Management Teams 

 

Hypothesis and  
Sub-Hypotheses 

Support Comments 

Authentic Leadership: Level 1 and 2 TMTs 

1a: Overall AL and diversity General Fits anticipated pattern but not 
significant 

1b: Relational transparency 
and diversity 

General Fits anticipated pattern but not 
significant 

1c: Internalized moral 
perspective and diversity 

General Fits anticipated pattern but not 
significant 

1d: Balanced processing and 
diversity 

General Fits anticipated pattern but not 
significant 

1e: Self-awareness and 
diversity 

General Fits anticipated pattern but not 
significant 

Authentic Leadership: Level 1 TMTs 

1a1: Overall AL and 
diversity 

No Nearly identical across groups 

1b1: Relational transparency 
and diversity 

General Fits anticipated pattern but not 
significant 

1c1: Internalized moral 
perspective and diversity 

Yes Significant overall plus high/low & 
medium/low 

1d1: Balanced processing 
and diversity 

No Nearly identical across groups 

1e1: Self-awareness and 
diversity 

No High lower than medium and low, 
not significant 

Authentic Leadership: Level 2 TMTs 

1a2: Overall AL and 
diversity 

General Fits anticipated pattern but not 
significant 

1b2: Relational transparency 
and diversity 

General Fits anticipated pattern but not 
significant 

1c2: Internalized moral 
perspective and diversity 

No Medium lower than high and low, not 
significant 

 



144 

Hypothesis and  
Sub-Hypotheses 

Support Comments 

1d2: Balanced processing 
and diversity 

General Fits anticipated pattern but not 
significant 

1e2: Self-awareness and 
diversity 

General Fits anticipated pattern but not 
significant 

Totals  1 Yes (7%), 10 General (67%), 
4 No (27%) 

 

 

Analyses provided mixed but tentatively positive support for the first primary 

hypothesis predicting a positive relationship between CEO authentic leadership styles 

and diversity of top management teams.   

• The bivariate correlation of the overall diversity measure and two of the ALQ 

sub-scores were statistically significant. 

• The bivariate correlations between the diversity measures and the ALQ 

measures ranged between .05 and .32 with most ranging between .19 and .32. 

• The pattern of all the bivariate correlations was consistent with the hypothesis, 

but did not reach conventional levels of significance probably due to sample 

size. 

• ANOVA analyses generally did not produce statistically significant results.  Thus 

the ANOVAs do not support the hypothesis.   

• Examination of the patterns of the group means suggests strongly that 

diversity and dimensions of the ALQ are positively associated. 

• For 11 of the 15 group comparisons, the medium or high ALQ groups had 

means numerically higher than the low ALQ group.    
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Summary results for hypothesis 2  

Table 17. Results for Hypothesis 2—Transformational Leadership and Gender 
Diversity in Top Management Teams 

 

Hypothesis and Sub-Hypotheses Support Comments 

Transformational Leadership: Level 1&2 TMTs 

2a: Overall TL and diversity General Fits anticipated pattern but not 
significant 

2b: Intellectual stimulation  
and diversity 

No Nearly identical across groups 

2c: Inspirational motivation  
and diversity 

Yes Significant overall plus high/low 
& medium/low 

2d: Idealized influence  
and diversity 

No Nearly identical across groups 

Transformational Leadership: Level 1 TMTs 

2a1: Overall TL and diversity General Fits anticipated pattern but not 
significant 

2b1: Intellectual stimulation  
and diversity 

No Low higher than medium & high, 
not significant 

2c1: Inspirational motivation and 
diversity 

General Fits anticipated pattern but not 
significant 

2d1: Idealized influence  
and diversity 

General Fits anticipated pattern but not 
significant 

Transformational Leadership: Level 2 TMTs 

2a: Overall TL and diversity General Fits anticipated pattern but not 
significant 

2b2: Intellectual stimulation  
and diversity 

General Fits anticipated pattern but not 
significant 

2c2: Inspirational motivation  
and diversity 

Yes Significant overall plus high/low 
& medium/low 

2d2: Idealized influence and 
diversity 

No Low & high higher than medium, 
not significant 

Totals   2 Yes (17%), 6 General (50%), 
4 No (33%) 
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Support for the second hypothesis predicting a positive relationship between CEO 

transformational leadership styles and diversity of top management teams was mixed. 

• The bivariate correlations between the MLQ and the diversity measures were 

generally positive with most ranging between .12 and .26.   

• The overall transformational leadership measure correlated significantly with 

the percent of females two levels below the CEO.  

• The inspirational motivation sub-dimension scores of the MLQ showed 

consistent positive correlations with the diversity measures, while the 

intellectual stimulation sub-dimension scores showed very mixed associations.  

• Overall eight of 12 comparisons of group means showed a pattern of means 

consistent with the hypothesis; however, only two ANOVA produced results that 

met conventional levels of statistical significance. 

Summary results for hypothesis 3:  

Table 18. Results for Hypothesis 3—Authentic Leadership  
and Organizational Inclusiveness 

 

Hypothesis and Sub-Hypotheses Support Comments 

Authentic Leadership & Inclusiveness: Diversity and Inclusion on Agenda 

3a: Overall AL and inclusiveness Yes Significant overall plus 
high/low and medium/low 

3b: Transparency and inclusiveness General Fits anticipated pattern but not 
significant 

3c: Moral perspective and 
inclusiveness 

Yes Significant overall and for all 
planned comparisons 

3d: Balanced processing and 
inclusiveness 

Yes Significant overall plus 
high/medium and high/low 
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Hypothesis and Sub-Hypotheses Support Comments 

3e: Self-awareness and inclusiveness Yes Significant overall plus 
high/low and medium/low 

Authentic Leadership & Inclusiveness: Overall CEO Storytelling 

3a1: Overall AL and inclusiveness Yes Significant overall plus 
high/low 

3b1: Transparency and inclusiveness General Fits anticipated pattern but not 
significant 

3c1: Moral perspective and 
inclusiveness 

Yes Significant overall plus 
high/medium 

3d1: Balanced processing and 
inclusiveness 

General Fits anticipated pattern but not 
significant 

3e1: Self-awareness and 
inclusiveness 

Yes Significant overall plus 
high/medium and high/low 

Authentic Leadership & Inclusiveness: CEO Storytelling to Enhance 
Inclusiveness 

3a2: Overall AL and inclusiveness Yes Significant overall plus 
high/low and medium/low 

3b2: Transparency and inclusiveness Yes Significant overall plus 
high/low and medium/low 

3c2: Moral perspective and 
inclusiveness 

Yes Significant overall plus 
high/low and medium/low 

3d2: Balanced processing and 
inclusiveness 

Yes Significant overall plus 
high/low and medium/low 

3e2: Self-awareness and 
inclusiveness 

Yes Significant overall and for all 
planned comparisons 

Totals   12 Yes (80%), 3 General 
(20%), 0 No (0%) 

 
Results provided strong support for the third hypothesis. This hypothesis predicted a 

positive association between authentic leadership styles and organizational 

inclusiveness.   
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• The bivariate correlations revealed very strong, significant associations between 

the ALQ measures and two of the three measures of organizational inclusiveness.   

• The association with the third measure of inclusiveness was also positive and 

included one correlation that met conventional standards of statistical 

significance. 

• All the correlations between the ALQ measures and the inclusiveness 

measures were positive ranging from .13 to .48, with 10 of the 15 correlations 

being .33 or above.   

• The ANOVAs using the frequency of diversity as an agenda item as the measure 

of inclusiveness provided strong support for the hypothesis. 

• The ANOVA for the ALQ total produced significant results completely in line 

with the prediction of the hypothesis. 

• Comparison of group means for three of the four sub-dimension scores of the 

ALQ fit the predicted pattern perfectly with the high ALQ having the highest 

mean inclusiveness score followed by the medium and low groups. 

• Three of the four ANOVAs produced statistically significant results in support 

of the hypothesis. 
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• The ANOVAs using frequency of storytelling as the measure of inclusiveness 

provided support for the hypothesis. 

• The ANOVA for the ALQ total produced significant results and revealed a 

pattern of means perfectly in line with the prediction of the hypothesis. 

• Two of the four ANOVAs focused on the sub-dimension scores of the ALQ 

produced statistically significant results in support of the hypothesis. 

• The pattern of means for all four sub-dimension score analyses generally fit 

the predicted pattern. 

• The ANOVAs using frequency of stories told to enhance inclusion as the measure 

of organizational inclusiveness provided very strong support for the hypothesis.   

• All four ANOVAs produced statistically significant results in support of the 

hypothesis.   

• The pattern of means for all four analyses fit perfectly with the prediction of 

the hypothesis. 

Summary results for hypothesis 4  

Table 19. Results for Hypothesis 4—Transformational Leadership and 
Organizational Inclusiveness 

 
Hypothesis and Sub-Hypotheses Support Comments 

Transformational Leadership & Inclusiveness: Diversity and Inclusion on 
Agenda 

4a: Overall TL and inclusiveness Yes Significant overall plus 
high/medium and high/low 

4b: Intellectual stimulation and 
inclusiveness 

Yes Significant overall plus 
high/low and medium/low 
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Hypothesis and Sub-Hypotheses Support Comments 

4c: Inspirational motivation and 
inclusiveness 

No Medium higher than high and 
low, not significant 

4d: Idealized influence and 
inclusiveness 

Yes Significant overall plus 
high/medium and high/low 

Transformational Leadership & Inclusiveness: Overall CEO Storytelling 

4a1: Overall TL and inclusiveness Yes Significant overall plus 
high/medium and high/low 

4b1: Intellectual stimulation and 
inclusiveness 

Yes Significant overall plus 
high/low 

4c1: Inspirational motivation & 
inclusiveness 

No Medium higher than high and 
low, not significant 

4d1: Idealized influence and 
inclusiveness 

General Fits anticipated pattern but not 
significant 

Transformational Leadership & Inclusiveness: CEO Storytelling to Enhance 
Inclusiveness 

4a2: Overall TL and inclusiveness Yes Significant overall plus 
high/low and medium/low 

4b2: Intellectual stimulation and 
inclusiveness 

Yes Significant overall plus 
high/low and medium/low 

4c2: Inspirational motivation & 
inclusiveness 

No Nearly identical across groups 

4d2: Idealized influence and 
inclusiveness 

Yes Significant overall plus 
high/low 

Totals  8 Yes (67%), 1 General 
(8%), 3 No (25%) 

 
 
Results provided very strong support for the fourth hypothesis, which predicted a 

positive association between transformational leadership styles and organizational 

inclusiveness. 
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• The bivariate correlations revealed very strong, statistically significant 

associations between the total MLQ scores and all three measures of 

organizational inclusiveness.   

• The measure of stories told to enhance inclusiveness was significantly 

correlated with all MLQ scores.   

• Correlations were all positive ranging between .17 and .51. Ten of the 12 

coefficients ranged between .30 and .51. 

• The ANOVAs using the frequency of diversity as an agenda item as the measure 

of inclusiveness provided strong support for the hypothesis. 

• Analyses using the total MLQ scores for the independent variable produced 

significant results with significant differences between all groups in the 

predicted direction. 

• Two of the three ANOVAs focused on the transformational leadership sub-

dimension scores produced statistically significant results in support of the 

hypothesis. 

• The ANOVAs using frequency of storytelling as the measure of inclusiveness 

provided support for the hypothesis. 

• The ANOVA on the total transformational leadership scores produced 

significant results in support of the hypothesis. 

• While only one of the ANOVAs focused on MLQ sub-dimension scores 

produced significant results, the pattern of means was generally consistent 

with the prediction of the hypothesis. 
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• The ANOVAs using frequency of stories told to enhance inclusion as the measure 

of organizational inclusiveness provided very strong support for the hypothesis. 

• The ANOVA for the MLQ total and this measure of inclusiveness produced 

statistically significant results in support of the hypothesis. 

• ANOVAs for two of the three MLQ sub-dimension scores produced 

statistically significant results in support of the hypothesis. 

• The pattern of means for all three transformational leadership sub-dimension 

score analyses was consistent with the prediction of the hypothesis. 

 

 



 

Chapter 5: Discussion of Results  
The purpose of this chapter is to discuss and interpret the findings of this study. The 

primary purpose of this research is to examine the relationship between 

transformational and authentic leadership and gender diversity and inclusion in 

corporate organizations. This study provides evidence that authentic and 

transformational leadership positively relate to gender diversity in a suggestive but 

mostly non-statistically-significant way and to organizational inclusiveness in a 

strongly statistically-significant way.  

Summary of the Issues 
Giving the growing diversity of the U.S. population and the changing workforce 

demographics, diversity and an inclusive culture in corporations has become 

increasingly important (Robinson & Dechant, 1997; Chen & Velsor, 1996). As a 

result, a number of initiatives and programs have been created, developed, and 

deployed with the intent of increasing the diversity and diverse representation within 

the companies and improving organizational culture to be more inclusive (Dobbin & 

Kalev, 2013). However, despite the proliferation of these programs and initiatives and 

the resulting increase in corporate messaging and accountability measures, there 

remains a question of whether the results of these efforts and initiatives are having the 

desired impact and producing the expected results (Dobbin & Kalev, 2013). 
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Given the complexity of the issue and the escalating costs associated with the 

development and implementation of the efforts undertaken, are we, in fact, 

overlooking the most basic opportunity to accelerate change in the area of diversity 

and inclusion by better understanding the required leadership of the CEO? 

 

This study focuses on the senior most leadership of corporate organizations in the 

United States specifically, the role of the CEO. The rationale for assessing the 

leadership of the CEO versus other executives, e.g., the CDO, is simply because the 

CEO has the ultimate accountability for corporate results. This individual, therefore, 

possesses the utmost organizational responsibility for strategy execution. 

Additionally, the CEO is without question the most visible representative of the 

corporation, both internally and externally. This executive, as such, sets the tone for, 

and respectively represents, the culture and values of the organization (Quigley & 

Hambrick, 2014).   

 

The diversity of the organization’s top management teams were, therefore, selected 

for reasons similar to that of the CEO selection, namely, these teams represent the 

highest senior executive level group, their visibility, and their role significance within 

a corporate environment are without question.  

 

It is also important to highlight the distinction between diversity and inclusion. 

Diversity, in corporate parlance, often is referred to in terms of representation of 
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individual differences. Most organizations further define diversity rather broadly, i.e., 

beyond gender, to also include age ethnicity, sexual orientation, religion, or other 

unique abilities or skill sets. Diversity is considered the “what” in the question, 

whereas inclusion represents the “how.”  

 

Inclusion, therefore, is often expressed in terms of culture and ensuring that the 

diversity or differences of others are valued and utilized. Organizational inclusion has 

been defined and generally representing the employees’ perceptions that their 

contributions are appreciated and their participation is likewise encouraged (Mor 

Barak, 2015). 

 

Stated otherwise, diversity can be viewed as counting heads, whereas inclusion is 

ensuring the heads count. It can be argued that one cannot exist without the other. The 

specific assertion is that you cannot achieve diversity without inclusion or an 

inclusive environment. Likewise, the inverse would hold true, that you cannot have 

an inclusive environment without diverse representation. Furthermore, consider this 

concept in terms of a virtuous circle. Both are dependent upon each other and 

arguably essential to further expanding and sustaining the desired environment. I 

argue that it is intuitive that inclusiveness creates the environment in which diversity 

is embraced and reflected. 
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There have been a number of studies conducted that demonstrate the value of 

diversity and inclusion to an organization (Alcazar, Romero & Gardey, 2013; Carter 

et al., 2007; Carter & Wagner, 2011; Jayne & Dipboye, 2004; Joshi & Roh, 2009; 

Soares & Combopiano, 2013; Maitland, 2012; Francoeur et al., 2008; Frink et al., 

2003; Devillard, Graven, Lawson, Paradise, & Sancier-Sultan, 2012; Williams & 

O’Reily, 1998) and the significance of diverse top management teams (Simons, 

Pelled & Smith, 1999; Wiersema & Bantel, 1992). Conversely, a lack of diversity and 

inclusion, or rather a culture of exclusion, adds risk and limits the ability of an 

organization to be innovative and progressive. Risks are not limited to legal 

discrimination claims but also can be expressed in terms of competitive disadvantages 

(Bear, Rahman & Post, 2010; Cohn, 2014; Deiso, 2015; Devillard et al., 2012).  

 

The existing implicit assumption is that transformational leadership is required to 

change or transform an organization. Authentic leadership, likewise, is most 

associated in practice with the value of trust, also a requirement for change. As 

discussed in Chapter 2, Table 4, both separate and distinct theories share some similar 

attributes but have clear distinguishing factors (Walumbwa et al., 2008).  

Overview of Results  
The following is a discussion of the results for the four hypothesis put forth in this 

study. It is important to reiterate that the respective assessments of CEO leadership 

styles were made by the CDO or similar senior human resource executive and not by 

the CEO. The rationale for using a rater other than the CEOs themselves was 
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intentional. In consonance with Bass and Riggio (2006), individuals who rate 

themselves on their leadership approach or style may be subject or prone to bias. 

Utilizing individuals other than the CEO to rate the latter leadership style is an 

attempt to mitigate bias in this research.    

 

Overall results are generally supportive of each of the relationships between 

transformational and authentic leadership styles and the diversity and inclusion within 

the participant organizations. Although not consistently statistically significant across 

all areas, this study does point to the potential that exists in terms of considering 

effective approaches to advancing diversity and organizational inclusiveness.  

Hypothesis 1: Relationship between Authentic Leadership 
and Gender Diversity in Top Management Teams  
Hypothesis 1 suggests that there is a significant relationship between CEO authentic 

leadership scores and gender diversity in top management teams. This hypothesis was 

measured for teams reporting directly to the CEO (level 1 TMTs), for teams reporting 

to the CEO’s direct reports (level 2 TMTs), and for an aggregation of the two (level 

1&2 TMTs). The hypothesis was also tested for each sub-dimension of authentic 

leadership: relational transparency, internalized moral perspective, balanced 

processing, and self-awareness.  

 

As can be seen in Table 20, higher levels of CEO overall authentic leadership, 

relational transparency, internalized moral perspective, balanced processing, and self-
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awareness each were positively related to higher levels of gender diversity in top 

management teams when taken in aggregate (level 1 and 2 TMTs). While not 

reaching statistical significance, these results suggest that CEOs high in overall 

authentic leadership and in each of the sub-dimensions of authentic leadership are 

more likely to be associated with gender diversity on their top management teams 

than those who are low in authentic leadership and its sub-dimensions.  

 

Counterintuitively, higher levels of CEO overall authentic leadership, balanced 

processing, and self-awareness were not related to higher levels of gender diversity in 

level 1 top management teams (those reporting directly to the CEO), whereas 

relational transparency (at the general level) and internalized moral perspective (at the 

significant level) were.  

 

To further confound the results, higher levels of CEO overall authentic leadership, 

relational transparency, balanced processing, and self-awareness were generally 

related to higher levels of gender diversity in level 2 top management teams (those 

reporting to the CEO’s direct reports), but internalized moral perspective was not 

(Table 20).  
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Table 20. Summary of the Dimensions of Authentic Leadership and their 

Relationship to Gender Diversity in Top Management Teams 
 
 Related to 

Gender 
Diversity in 
Level 1 and 2 
TMTs 

Related to 
Gender 
Diversity in 
Level 1 TMTs 

Related to 
Gender 
Diversity in 
Level 2 TMTs 

Overall Authentic 
Leadership 

General No General 

Relational 
Transparency 

General General General 

Internalized Moral 
Perspective 

General Yes No 

Balanced Processing General No General 

Self-Awareness General No General 
 
 

Though these results are preliminary and more research is needed, it appears as 

though relational transparency and internalized moral perspective may be the 

authentic leadership dimensions most associated with gender diversity in top 

management teams.  

 

Relational transparency refers to the ability of a leader to be open about their personal 

values and morals and respectful of the values and morals of others when making 

decisions and taking action (May, Chan, Hodges, & Avolio, 2003). This openness 

allows authentic leaders to be more objective in assessing the moral and ethical 

implications of their decisions, such as equity and fairness (Avolio & Gardner, 2005) 

and may help to explain why higher levels of relational transparency are associated 
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with higher levels gender diversity on top management teams. Additionally, relational 

transparency involves openly sharing information and expressing one’s true views 

and encouraging reciprocal behaviors amongst followers (Gardner et al., 2005). It is 

likely that these behaviors create an environment in which all people can be 

forthcoming with their ideas, perspectives, and challenges. They could be more 

vulnerable and authentic about who they are and what they think and this in turn 

would create trust and a team that embraced different diverse perspectives. 

 

Similarly, internalized moral perspective demonstrates the leader’s ability to 

objectively assess the moral and ethical implications and challenges, including equity 

and fairness, in decision making and understand their ethical and moral responsibility 

to their followers (May et al., 2003). Leaders high in internalized moral perspective 

would likely establish diversity as a moral imperative as well as a performance 

imperative. Accordingly, this inherent moral compass, which allows the leader to 

make decisions based on fairness, may be a factor in higher levels of internalized 

moral perspective being affiliated with higher levels of gender diversity in top 

management teams. Possessing a moral perspective would associate with fairness and 

equity (May et al., 2003) by the CEO relative to the inclusion of gender diversity of 

his or her team.   
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A possible explanation as to why higher levels of CEOs’ self-awareness and balanced 

processing did not relate to high levels of gender diversity in the top management 

teams could be that these measurements focus on the development of the CEO and 

how they engage the follower thereby creating a positive environment that is more 

generally aligned with inclusiveness than in terms of specific team selection. 

Specifically, the ability of CEOs to understanding their personal orientation in the 

case of self-awareness and their ability to solicit various perspectives in making 

decisions in the case of balance processing does have an impact on developing self 

and others which contributes to the overall environment more than merely limited to 

the selection of executive team members.        

Hypothesis 2: Relationship between Transformational 
Leadership and Gender Diversity in Top Management Teams  
Hypothesis 2 suggests that there is a significant relationship between CEO 

transformational leadership scores and gender diversity in top management teams. 

Similar to the first hypothesis, this hypothesis was measured for teams reporting 

directly to the CEO (level 1 TMTs), for teams reporting to the CEO’s direct reports 

(level 2 TMTs), and for an aggregation of the two (level 1&2 TMTs). The hypothesis 

was also tested for three of the sub-dimensions of transformational leadership—

intellectual stimulation, inspirational motivation, and idealized influence.  

 

As can be seen in Table 21, higher levels of CEO overall transformational leadership 

were generally positively related to higher levels of gender diversity in top 
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management teams when taken in aggregate and for each level assessed. While not 

reaching statistical significance, these results suggest that CEOs high in overall 

transformational leadership are more likely to be associated with gender diversity in 

their top management teams than those who are low in overall transformational 

leadership. 

 

However, in analyzing the sub-dimensions the results are more varied (Table 21). 

Only higher levels of CEO inspirational motivation positively related to higher levels 

of gender diversity and were considered statistically significant in the aggregate and 

for level 2 top management teams.  

 

Interestingly, higher CEO intellectual stimulation and idealized influence were not 

associated with greater gender diversity in the top management teams in the 

aggregate. Idealized influence was also not associated with gender diversity in level 2 

top management teams but marginally related in level 1.  Additionally, intellectual 

stimulation was not related to gender diversity in level 1 and only marginally related 

in level 2. 
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Table 21. Summary of the Dimensions of Transformational Leadership and their 

Relationship to Gender Diversity in Top Management Teams 
 

 Related to 
Gender 
Diversity in 
Level 1 and 2 
TMTs 

Related to 
Gender 
Diversity in 
Level 1 TMTs 

Related to 
Gender 
Diversity in 
Level 2 TMTs 

Overall 
Transformational 
Leadership 

General General General 

Intellectual 
Stimulation 

No No General 

Inspirational 
Motivation 

Yes General Yes 

Idealized Influence No General No 
 
 

According to these preliminary results, it appears that inspirational motivation is the 

one transformational leadership dimension that is most associated with greater gender 

diversity in top management teams. Inspirational motivation pertains to the ability of 

the leader to encourage, challenge, and inspire through their communication of a 

compelling vision which provides for a mutual understanding of the significance of 

the goals (Bass, 1995, 1990; Bass & Riggio, 2006). The ability of leaders to 

effectively communicate the vision and goals of diversity and inclusion may 

accelerate movement toward gender diversity by providing a sense of purpose and 

encouraging and inspiring followers to achieve higher levels of performance around 

gender equity. It is this inspiration and ability to understand the importance of the 

vision and goals that may provide for catalyst for individuals to raise their 
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performance (Bass 1999) and explain why greater inspirational motivation is 

associated with greater gender diversity.  

 

Intellectual stimulation refers to the ability of the leader to take risks and challenge 

old assumptions whereas idealized influence relates to the leader’s ability to build 

trust and serve as a role model (Bass, 1985; Bass & Riggio, 2006). Taken 

individually, the ability to model the changes they seek to establish or foster creativity 

may not readily translate into the CEO’s ability to have a gender diverse executive 

team. The process itself of selection of team members may take time and be impacted 

by other external factors or stakeholders as discussed further below. 

 

Similarly, idealized influence, which relates to the ability of the leader to model 

desired behaviors and demonstrate integrity and their interest in others over self 

(Bass, 1985; Bass & Riggio, 2006), may not readily translate into greater gender 

diversity in the top management team. Although high CEO idealized influence builds 

trust amongst their followers thereby allowing them to serve as role models, the 

ultimate composition of the top management team may be influenced by other 

factors. 

Summary Discussion of Hypotheses 1 and 2 
In general, the results of this study support the first and second hypothesis. While not 

reaching statistical significance in most cases, the results suggest that CEOs with 

higher overall authentic and transformational leadership are more likely to be 
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associated with greater gender diversity in their top management teams. Of the sub-

dimensions of authentic leadership, only higher levels relational transparency and 

internalized moral perspective were significantly related to higher gender diversity. 

Relative to transformational leadership sub-dimensions, only higher levels of CEO 

inspirational motivation were significantly related to higher levels of gender diversity. 

 

 

Figure 57. Summary of Foundational and Accelerant Diversity Competencies 
 

Figure 57 summarizes the results of the first and second hypothesis by distinguishing 

between those elements of both authentic and transformational leadership which are 

considered baseline or foundational and those sub-dimension which scored higher and 

therefore potentially may serve as an accelerant to achieving greater gender diversity. 
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It is important to consider however that the appointment and selection processes of 

top executives may be considered to be more transactional-oriented, and may be 

influenced by a number of factors outside of the CEO’s leadership, thereby impacting 

the ultimate composition of top management. Potential impacts include but are not 

limited to internal pipeline composition relative to corporate technical needs, external 

candidate availability and industry composition, and board of director or activists 

pressures. Notwithstanding these issues, CEO leadership may positively influence the 

outcomes. This study did not access the tenure of the CEO.  

 

An additional observation relative to both the ALQ and MLQt analysis was that the 

distribution of CEO gender across low to high scores was fairly balanced. 

Interestingly, with no significant differences in this distribution, the focus on 

leadership attributes was uncomplicated. Moreover, the overall distribution of CEO 

gender in the study corresponded to the actual distribution of CEO gender in 

corporate America today. This provided me with the assurance that I obtained a 

representative sample of corporate CEO gender distribution.    

 

Overall, the results for these hypotheses, again, present a positive trend regarding 

each of these leadership styles in relationship to the diversity of the organization as 

measured by the gender composition of their top management teams. One overall 

leadership style does not dominate the other in any significant manner; however there 

may be a difference between the emphasis of their respective sub-dimensions. 
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While the first and second hypothesis focused on the gender composition, which 

represents the diversity or the “what” measurement, the subsequent third and fourth 

hypotheses shift to the measurement of organizational inclusiveness, which represents 

the “how” or the process by which diversity achieved.  

Hypothesis 3: Relationship between Authentic Leadership 
and Organizational Inclusiveness  
Hypothesis 3 proposes that there is a significant relationship between CEO authentic 

leadership scores and organizational inclusiveness. Organizational inclusiveness was 

measured by the frequency with which the CEO places diversity and inclusion as an 

agenda item for executive committee meetings and the frequency with which the 

CEO utilizes personal storytelling both overall and specifically to enhance inclusion. 

The hypothesis was also tested for each sub-dimension of authentic leadership: 

relational transparency, internalized moral perspective, balanced processing, and self-

awareness.  

 

As seen in Table 22, the results of this hypothesis revealed a statistically significant 

relationship between higher levels of CEO overall authentic leadership and higher 

frequency for each of the measures of organizational inclusion; frequency of diversity 

and inclusion on agenda; general CEO storytelling; and specific CEO storytelling 

about inclusiveness. Additionally, each of the measured sub-dimensions of authentic 

leadership was supportive of the hypothesis that higher levels of each of the 
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components of authentic leadership have a positive relationship with the measures of 

organizational inclusiveness.  

 

Higher levels of CEO relational transparency was positively related to the higher 

degree of frequency of diversity and inclusion as an agenda item and overall CEO 

storytelling, albeit not to the level of statistical significance, whereas the higher levels 

of relational transparency was positively related at a statistically significant level to 

CEO storytelling about inclusiveness.  

 

Higher levels of CEO internalized moral perspective and self-awareness were 

positively related to high frequency levels of each of the organizational inclusiveness 

measures at a statistically significantly level. Last, high levels of CEO balanced 

processing was positively related to the high frequency levels of all measures with 

diversity and inclusion as an agenda item and CEO storytelling about inclusiveness at 

a statistically significant level and overall storytelling at the general level. 

Table 22. Summary of the Dimensions of Authentic Leadership and their 
Relationship to Organizational Inclusiveness 

 

 Related to 
Diversity and 
Inclusion on 
Agenda 

Related to 
Overall CEO 
Storytelling 

Related to CEO 
Storytelling to 
Enhance 
Inclusiveness 

Overall Authentic 
Leadership 

Yes Yes Yes 

Relational 
Transparency 

General General Yes 
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 Related to 

Diversity and 
Inclusion on 
Agenda 

Related to 
Overall CEO 
Storytelling 

Related to CEO 
Storytelling to 
Enhance 
Inclusiveness 

Internalized Moral 
Perspective 

Yes Yes Yes 

Balanced Processing Yes General Yes 

Self-Awareness Yes Yes Yes 
 
 

These results strongly suggest that overall authentic leadership and each of its sub-

dimensions are positively associated with organizational inclusiveness.   

 

Relational transparency refers to the ability of the CEO to reveal their authentic self 

and to encourage others to reciprocate these behaviors thereby providing an 

environment where individuals can be forthcoming with their ideas and perspectives 

(Walumbwa et al., 2008; Gardner et al., 2005). Relational transparency may therefore 

be fundamental to creating an inclusive environment and explain the strong 

relationship to organizational inclusiveness.  

 

In an inclusive environment, it is critical that all parties, the CEO and subordinates, 

are genuinely honest and comfortable with revealing their authentic self in the 

workplace. This requires mutual trust. High relational transparency as demonstrated 

through the self-narrative, the revealing of personal stories by the leader of the leader, 

ensures that subordinates develop trust of the leader (Shamir & Eilam, 2005), as the 

leader is being transparent in a very personal manner. This further allows the 
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individual follower to become more comfortable and trusting, of their own individual 

transparency. This mutuality of trust and intimacy has the potential not only to build 

inclusive environments wherein diversity thrives but also to ensure sustainability of 

the environment.  

 

Similarly, self-awareness, which is the innate ability of the leaders to be cognizant of 

their beliefs and to understand, how they are perceived by others (Avolio &  

Gardner, 2005; Avolio et al., 2004) as well being conscious of others knowledge, 

strengths, and beliefs (Avolio et al., 2004; Walumbwa et al., 2008) may explain the 

results of the significance of the relationship in this hypothesis. Being self-aware and 

correspondingly aware of others may account for the association of high self- 

awareness with high frequency levels of organizational inclusiveness.  

 

This relationship supports the assertion that the self-aware CEO who needs to 

understand not only their views and behaviors but also how they are being perceived 

is able to do so through regular engagement on this topic. This ability to engage with 

his or her executive team with regularity affords the CEO the opportunity to further 

develop consciousness of the executive teams’ values and views regarding diversity. 

Additionally, the self-narrative deepens the articulated framework of self-awareness 

(Sparrowe, 2005) and the CEO is able to convey their values and support of diversity 

and inclusion through personal stories.  
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Internalized moral perspective refers to the ability of the leader to self-regulate 

through a moral and ethical lens and to similarly establish a high standard of moral 

and ethical behaviors (Luthans & Avolio, 2003) amongst their followers. This 

demonstrates the leader’s ability to objectively assess the moral and ethical 

implications and challenges including equity and fairness in decision making and 

understand their ethical and moral responsibility to their followers (May et al., 2003). 

Accordingly, this inherent moral compass, which allows the leader to make decisions 

based on fairness, may likely be a factor in higher levels of internalized moral 

perspective affiliated with higher frequency levels of organizational inclusiveness.  

 

An internalized moral perspective, which addresses fairness and equity, suggests that 

the CEO with higher moral perspective would ensure the topic of diversity and 

inclusion is addressed as a priority and with greater frequency within leadership team 

discussions thereby recognizing his or her moral and ethical responsibility to the 

stakeholders. The issue of diversity and inclusion is predicated upon principles of 

equity and fairness. It is therefore important that the CEO demonstrates the visible 

example of desired behaviors for the organization. Again, possessing a high level of 

internalized moral perspective allows the CEO to recognize their moral and ethical 

responsibility to not only themselves but to the followers or subordinates within the 

organization.  
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Balanced processing refers to ability of the leader to objectively seek process and 

analyze all relevant data opinions prior to making decisions (Walumbwa et al., 2008). 

This process requires the solicitation of various positive and negative views from 

others (Gardner et al., 2005), which may challenge the leaders convictions. This 

active seeking and openness for alternative views may explain the strong relationship 

between high levels of CEO balanced processing and high levels of organizational 

inclusiveness. Through the agenda setting process, the CEO’s balanced processing is 

manifested. By ensuring that different perspectives are being solicited and discussed 

with regularity, greater trust is built within the executive team.    

Hypothesis 4: Relationship between Transformational 
Leadership and Organizational Inclusiveness  
Hypothesis 4 also predicts that there is a significant relationship between CEO 

transformational leadership scores and organizational inclusiveness. Identical to 

hypothesis 3, organizational inclusiveness was measured by the frequency with which 

the CEO placed diversity and inclusion as an executive committee agenda item and 

the frequency with which the CEO used personal storytelling overall and specifically 

to enhance inclusion. This hypothesis also tested for the sub-dimensions of 

transformational leadership. The sub-dimensions were limited to three of the four 

sub-dimensions of transformational leadership: intellectual stimulation, inspirational 

motivation, and idealized influence. Individual consideration was not measured.  

 

 



173 
As seen in Table 24, the results show that high levels of CEO overall transformational 

leadership are positively associated with high degrees of frequency on organizational 

inclusiveness measures. Additionally, higher levels of CEO intellectual stimulation 

and idealized influence, individually, were also positively associated with higher 

frequency measures of organizational inclusiveness. Only high levels of inspirational 

motivation, counterintuitively, were not associated with higher levels of frequency of 

any of the organizational inclusiveness measures.  

Table 23. Summary of the Dimensions of Transformational Leadership and their 
Relationship to Organizational Inclusiveness 

 
 Related to 

Diversity and 
Inclusion on 
Agenda 

Related to Overall 
CEO Storytelling 

Related to 
CEO 
Storytelling 
to Enhance 
Inclusiveness 

Overall Transformational 
Leadership 

Yes Yes Yes 

Intellectual Stimulation Yes Yes Yes 

Inspirational Motivation No No No 

Idealized Influence Yes General Yes 
 
 

In addition to high levels of CEO overall transformational leadership, specifically 

high levels of intellectual stimulation and idealized influence may be the 

transformational leadership dimensions most associated with organizational 

inclusiveness. 
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Intellectual stimulation refers to the ability of the leader to take risks, to challenge old 

assumptions, and to be creative in developing solutions while encouraging others to 

do the same (Bass, 1985; Bass & Riggio, 2006; Yukl, 2006). This ability to be open 

to new ideas and approaches may help to explain why higher levels of intellectual 

stimulation are associated with greater frequency in including diversity and inclusion 

on executive committee meeting agendas and the CEO storytelling including those 

stories intended to enhance inclusiveness.  

 

The intellectual stimulation provided by the frequency of the prioritization of 

diversity as an agenda item suggests that through more regular executive team 

meetings discussions the status quo may be challenged and possible solutions are 

created. Additionally, the frequency of these discussions builds trust amongst the 

executive team members allowing them to feel more engaged and have their views 

incorporated. 

 

Idealized influence is defined as the ability of the leader to model desired behaviors, 

demonstrate integrity, and demonstrate an interest in others over self (Bass, 1985; 

Bass & Riggio, 2006), which builds trust amongst their followers thereby allowing 

them to serve as role models. The trust and integrity of the transformational leader to 

do the right thing may help inform why higher levels of idealized influence are 

associated with higher frequency levels of organizational inclusiveness. The 

capability of individuals from diverse backgrounds to identify with their leader is a 
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result of a being in a trusting relationship, one that the leader helps to construct. It is 

therefore possible that, through higher levels of idealized influence of the 

transformational leader, followers or subordinates individually and collectively 

understand that their leader is genuinely concerned about their development and 

interests and over the leader’s personal self -interests. The leader’s exposing the 

personal self through storytelling and relating the story to the importance of the 

inclusive culture of the organization demonstrate a willingness to be open and 

vulnerable.  

 

Interestingly, however, higher levels of the sub-dimension of inspirational motivation 

were not related to the higher frequency of any of the measures of organizational 

inclusion despite the overall measurement of transformational leadership having a 

positive relationship. It is important to note however that medium levels of CEO 

inspirational motivation resulted in the greater frequency of the agenda item and CEO 

personal storytelling, with no difference within the frequency means for storytelling 

to enhance inclusion. This is puzzling, particularly given the positive relationship to 

diversity as seen in the results for the second hypothesis. Inspirational motivation 

refers to the ability of the leader to articulate a compelling vision and to inspire and 

encourage others (Bass, 1995, 1990; Bass & Riggio, 2006). Is it possible that CEOs 

with high inspirational motivation are using other tools to convey their vision beyond 

ensuring that diversity and inclusion are frequently on the agenda and that they are 

using storytelling?  
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Summary Discussion of Hypotheses 3 and 4 
The tests in both the third and fourth hypothesis revealed a more significant 

relationship of CEO authentic and transformational leadership to organizational 

inclusiveness than the relationship measurements to gender diversity of the first and 

second hypothesis. The results of this study support the third and fourth hypotheses in 

a significant manner, and are more in line with expected results. The results suggest 

that CEOs with higher overall authentic and transformational leadership are more 

likely to include diversity and inclusion on the agenda for executive committee 

meetings with more frequency than CEOs with lower overall authentic and 

transformational leadership.   

 

Each of the sub-dimensions of authentic leadership also positively relate to the 

agenda item priority measure at a significant level whereas only relational 

transparency was generally supported. Relative to the sub-dimensions of 

transformational leadership measured, higher levels of intellectual stimulation and 

idealized influence were significantly related to the agenda priority item. Only high 

levels of inspirational motivations were not related to greater frequency of the agenda 

measurement. 

 

Further, the results suggest that CEOs with higher levels of authentic and 

transformational leadership are in a significant manner, more likely to utilize personal 

storytelling generally and with the purpose of enhancing inclusiveness than CEOs 
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with lower levels of authentic and transformational leadership. The sub-dimensions of 

authentic leadership each showed a positive relationship. Similarly, with the 

exception of inspirational motivation, which individually did not support the 

hypothesis, the sub-dimensions of idealized influence and intellectual stimulation 

showed a positive relationship that was generally significant. 

 

 

Figure 58. Summary of Foundational and Accelerant Organizational 
Inclusiveness Competencies 

 

Figure 58 summarizes the results of the third and fourth hypothesis by distinguishing 

between those elements of both authentic and transformational leadership, which are 

considered baseline or foundational, and those sub-dimension, which scored 

relatively higher and therefore potentially may serve as an accelerant to achieving 

greater organizational inclusion. 
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The results for both diversity and inclusion as an agenda item priority and the CEO 

inclusive storytelling are encouraging particularly when considering inclusion serves 

as the bedrock for a diverse organization. As posited earlier, it is intuitive that 

inclusion creates the environment wherein diversity is embraced and reflected. 

Consequently, as the diversity within the organization improves, it becomes a catalyst 

for greater inclusion. This symbiotic relationship or virtuous circle thereby fuels a 

more sustainable commitment and performance.  

Diversity agenda priority 
Measurement of inclusion as the frequency to which the CEO places diversity on the 

agenda item is significant as it demonstrates a level of commitment to the building of 

a diverse organization. Experience dictates that leadership commitment, specifically 

CEO commitment, is a critical ingredient to effectuating change. What a leader pays 

attention to and addresses on a regular basis becomes a visible artifact or an 

embedding mechanism within an organization (Schein, 2010), thereby creating the 

conditions for cultural formation and evolution.  

 

This visible commitment to diversity is a strong symbol of the inclusiveness of an 

organization. Again, inclusion is considered to be the how in the building of a diverse 

organization. Given the plethora of issues demanding attention of senior executives 

within an organization, placing diversity and inclusion on the agenda sends a critical 

signal to the team as a whole and the organization at large. A higher frequency 
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discussion in executive meetings also establishes a cadence and clarity as to the issues 

demanding regular and frequent attention within the organization. This agenda 

cadence can also be viewed as a system, procedure, or a secondary reinforcement 

mechanism that can formulate the process of what the leader is paying attention to 

(Schein, 2010).  

 

Notwithstanding that the agenda item is viewed as a proxy for inclusion, it may also 

be related to an accountability mechanism that may be viewed as more of a 

transactional leadership trait. However, this transactional aspect can be distinguished 

from the previous transactional aspects noted in the discussion of the first and second 

hypothesis relative to measurement of diverse team members, since the agenda item 

is measured in terms of frequency, indicating a consistent behavior as opposed to 

static measurement. This is important in the context of formulating a new model of 

leadership discussed further in this study.  

CEO storytelling  
Inclusiveness is a dynamic state considering the shifting and growing diverse 

compositions of today’s work force. This requires leadership to be continually 

soliciting various viewpoints. This active seeking of different perspectives or 

balanced processing helps to further build an inclusive environment as follower begin 

to emulate these behaviors as they appreciate having their different views heard. 
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The ability to inspire and motivate and individuals within an organization requires 

effective communication skills. Communication that makes it clear how the recipient 

is engaged in the process, not merely how they are impacted, builds mutual 

understanding of the significance of the goal. Communicating in a manner that 

reveals an authenticity and personal relevance by the communicator not only inspires 

and engages but also builds trust amongst the followers.  

 

Stories can serve to reinforce culture. Although leaders cannot always control what is 

said about them in stories, they can certainly originate and introduce stories that carry 

desired messages (Schein, 2010).   

 

In building a diverse environment it must be clear as to the relevant business value 

proposition beyond the principles of equity and fairness. It is important that the 

organization and its members, understand how diversity and inclusion impact their 

business. Additionally, it is important to engage everyone in the process of building 

an inclusive environment. Every individual in the organization has a role or 

responsibility in this process. 

 

A final observation relative to this measurement of storytelling in this study was that 

the male CEOs tended to tell more personal stories overall, compared to their female 

CEO counterparts. However, the inverse occurs when viewing the frequency to which 

those stories were intended to enhance the inclusiveness of the organization. In this 
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latter case, the female CEOs had a higher frequency of storytelling to enhance 

inclusiveness than their male counterparts. Without further analysis, we can only 

speculate as to the significance of this dichotomy. Could this be attributable to the 

assumption that men, in general, are more likely to tell stories in which they are 

featured and that females are more likely to communicate personal stories when and 

in a manner that is more relevant to the topic or issue being discussed, creating a 

greater congruency of message and purpose?  

 

Nonetheless, the significance of these results supports the importance of, and 

therefore the need for, storytelling as a means to positively influence the diversity and 

inclusion change agenda and corresponding results. Results can profoundly impact 

the practice of leadership in advancing diversity and inclusion.  

Diversity and Inclusion Accelerated Leadership: An 
Alternative Model of Leadership for Advancing Diversity and 
Organizational Inclusiveness 
The field of leadership studies continues to grow and evolve. As with any domain or 

dimension of study, previous theories will continue to inform and influence 

subsequent theoretical developments, thereby creating new constructs. Taking the 

results of this study in totality, new alternative models of leadership for diversity and 

inclusion are proposed. The following attempts to conceptualize and construct a new 

leadership model that builds upon previous theory and reflects the results of this 

study.   
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Although the results of this study are generally supportive of the proposition that 

higher levels of both overall authentic and transformational leadership are positively 

related to gender diversity of the top management teams, not all sub-dimensions of 

either theory, taken individually, had the identical relationship or in some cases, 

lacked support. Similarly, in considering the results of this study regarding 

organizational inclusiveness, the positive relationship of higher levels of overall 

authentic and transformational leadership, although more significant, the sub-

dimensions, taken individually, were not all equally supportive or again in some 

cases, lacked support.  

 

In other words, both overall authentic and transformational leadership, each separate 

and distinct leadership constructs, demonstrated foundational support for the 

hypotheses regarding gender diversity and organizational inclusiveness. However, 

certain respective sub-dimensions of each demonstrated even stronger levels of 

support for each measurement than others. 

The Diversity and Inclusion Accelerated (DIA) leadership model(s)  
This dynamic influences the proposition that additional attention or focus by the 

leader on developing and exhibiting certain sub-dimensions or elements of authentic 

or transformational leadership may have the potential to further accelerate results for 

gender diversity and organizational inclusiveness. Nonetheless, the suggested new 

model (Figure 59), however, will benefit from further exploration and study. 
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Figure 59. The DIA Leadership Model: General Framework 
 

This core of this proposed model reflects the foundational competencies of leadership 

necessary for building a diverse and inclusive environment. Additionally this model 

recognized the need to have an inclusive organization in order for diversity to thrive. 

As a result, there are accelerants that may be utilized to further build the inclusive 

culture. And similarly, there may exist certain leadership accelerants to further 

improve the organizational diversity.  

 

This proposed framework is also predicated on the need to have established 

accountability measurements and rewards, which are essential to a functioning 
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organization and embedding and transmitting culture (Schein, 2010). The 

establishment of clear measurements and accountability components reflect the 

contingent reward aspects of transactional leadership whereby followers understand 

their role and the goal or task as well as the associated reward for accomplishing the 

goal (Bass, 1985), that which gets measured gets accomplished. Therefore, in 

advancing diversity and inclusion within an organization, it is incumbent upon the 

leader to not only effectively communicate and engage their followers but to also 

establish clear metrics and rewards systems. A number of studies have demonstrated 

the positive effects of transactional leadership and contingent rewards on followers’ 

performance (Hamstra, Van Yperen, Wisse, & Sassenberg, 2014).   

 

Given the dynamic and fluid nature of organizational diversity and the criticality of 

engagement by all constituents, this model also recognizes the importance and ability 

of the leader to effectively, continually, and consistently communicate. In the 

proposed DIA model, the leader demonstrates the significance of diversity and 

inclusion within and to the organization through the conveyance of individual 

congruency and relevancy as evidenced by personal storytelling. Effective 

communication through storytelling has is a potent mechanism to convey desired 

values and behaviors (Conger, 1991). Additionally, storytelling serves and a cultural 

reinforcement mechanism for the organization (Schein, 2010). 
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The personal storytelling ability of the leader can be viewed as a form of dialogical 

pedagogy. The storytelling, in relationship to the components of idealized influence, 

individual consideration and relational transparency may serve to advance individual 

followers’ development and understanding of diversity and inclusion thereby creating 

further engagement of the individuals in correspondingly advancing an inclusive 

environment. This dialogical pedagogy is supported by Berkovich (2014) who 

advocates for its use in authentic leadership development of organizations. He argues 

that some supporters of dialogical pedagogy would challenge the use of dialogical 

communication and content that dialogue is an end in itself and that organizational 

development initiatives serve primarily as a means to increase organizational control 

over members’ attitudes, values and behaviors. Nonetheless, the use of dialogical 

pedagogy within an organization can positively contribute by connecting individuals 

with one another and further facilitate fostering of experiences of authenticity 

(Berkovich, 2014). 

 

Additionally, the human cognitive phenomenon of the availability bias suggest that 

the more vivid and therefore memorable the story, the greater the likelihood that it 

will be perceived to be more plausible or possible (Tversky & Kahneman, 1973; 

Swap et al., 2001). Storytelling can also help shape memory and impressions and 

potentially improve relationships (McGregor & Holmes, 1999). 

 

 



186 
Additionally, if we understand the challenges CEOs have in effectively reaching 

broader audiences or constituents within their organizations, it is also possible that 

recognizing the power of surrogates, either intentional or unintentional in the 

storytelling process, they may be able to influence more distant followers (Galvin, 

Balkundi, & Waldman, 2010). These surrogates would be the channel through which 

messaging around inclusivity is hastened and cascaded through the organization. 

 

It is envisioned that this proposed model possesses the potential to have a profound 

impact on the follower outcomes and in this case, building a more diverse and 

inclusive environment.  

The Authentic DIA leadership model 
The proposed authentic DIA leadership model suggests that all sub-dimensions of 

authentic leadership—relational transparency, internalized moral perspective, 

balanced processing, and self-awareness (Walumbwa et al., 2008)—that promote 

ethical climates and positive self-development are foundational leadership attributes 

in advancing gender diversity and inclusion. This presumption is based upon and 

supported by the preliminary findings of this study as further discussed above.  

 

This authentic DIA model further proposes that self- awareness and internalized 

moral perspective are attributes to which may accelerate organizational inclusiveness. 

As discussed in this study, these two sub-dimensions of authentic leadership 

individually were associated with greater levels of organizational inclusiveness. 
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Leaders who therefore develop higher levels of each may achieve greater 

inclusiveness within their organizations.  

 

Additionally, focusing on developing higher levels of relational transparency and 

internalized moral perspective may more positively impact gender diversity. Again, 

this presumption, shown in Figure 60, is supported by the findings of this study and 

further discussed above. 

 

Figure 60. Authentic DIA Leadership Model 

The Transformational DIA leadership model 
The proposed transformational DIA leadership model suggests that all sub-

dimensions of transformational leadership; inspirational motivation, intellectual 

stimulation, idealized influence, and individual consideration, which allow the leader 

to successfully challenge, inspire and persuade followers to achieve a desired result 
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(Bass, 1985, 1990; Bass & Riggio, 2006) are also foundational leadership attributes in 

advancing gender diversity and inclusion. This presumption is supported by the 

findings of this study further discussed above.   

 

Although individual consideration was not measured in this study, given its construct 

definition it is included in the proposed model. Individual consideration is defined as 

the ability of the leader to understand the needs and concerns of their individual 

followers and serve as an advocate for their personal development (Bass, 1985; Bass 

& Riggio, 2006). The definition has no limitation to type of follower and therefore is 

aligned with the definition of inclusion, which also supports diversity. 

 

The transformational DIA model (Figure 61) further proposes that intellectual 

stimulation and idealized influence are attributes to which may accelerate 

organizational inclusiveness based upon the results of this study. Therefore, it is 

suggested that leaders who develop and exhibit greater levels of these sub-dimension 

may achieve greater levels of inclusiveness within their respective companies.  

 

Additionally, based upon this study, this model reflects that focusing on developing 

and exhibiting higher levels of inspirational motivation, leaders may more positively 

impact gender diversity within their organizations. 
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Figure 61. Transformational DIA Leadership Model 
 

These proposed conceptual models require significant additional study; this is merely 

a beginning. Additional validation and testing of this new diversity and inclusion 

leadership construct may be accomplished through mechanisms further articulated in 

Chapter 6. 

 

Nonetheless, this proposed alternative leadership model has the potential to ensure 

not only that diverse and inclusive organizations are created, but also that the culture 

change and effects are lasting or sustainable. The sustainability of a culture that 

continually embraces the evolving and growing components of diversity rest with this 

leader. “The mark of authentic leaders is how well their organization does after they 

are gone” (George, 2003, p. 187). 
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Limitations of Study 
This study was limited to testing the relationship between the authentic and 

transformational leadership and the gender diversity of company top management 

teams and inclusive environments through a correlative analysis within a limited pool. 

There are several limitations to this study including measurements, timing, and 

assessed populations that are discussed here. 

Measurements 
In an attempt to increase participation in the study by the targeted executives, care 

was taken to limit the number of questions the participants were required to answer. 

Therefore, the survey assessment tool was limited in terms of questions. Although the 

full 16 questions of the ALQ were used to assess authentic leadership behaviors, only 

eight questions were selected to represent three of the four transformational 

leadership behaviors. The MLQ questions selected for inclusion in the study were 

limited to inspirational motivation, intellectual stimulation, and idealized influence.  

 

Additionally, the study focused on the role of the leader and no assessment or 

examination was made of the leader’s followers, in this case the top management 

team members. 

Timing, demographics, and sample 
Building an inclusive work environment and a diverse work force is a culture change 

effort and, as such, takes time to achieve. There are several limitations relative to this 

dynamic that are not addressed in this study. It is unclear, for example, how long or 
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over what period of time the organization has placed emphasis on diversity and 

inclusion as this study solely measures a point in time.  

 

Various different industries may have unique challenges in their access to diverse 

talent pools, given geography or other obstacles. Without specific information relative 

to industry, required skill sets, and available work force demographics, it is difficult, 

if not impossible, to make assumptions relative to an available diverse talent pipeline 

for senior top management team positions.  

 

Another limitation of this study is understanding additional demographics relative to 

the CEO. This study was limited to obtaining gender information of the CEO. No 

information was obtained regarding age or ethnicity of the CEO. The tenure of the 

CEO may also be relevant. This could potentially have implications or consequences 

to the study results if the CEO is newer to his or her role. Again, as this study 

measures a point in time, this research is unable to determine the time of which the 

CEO has invested in building an inclusive and diverse workforce and whether 

behavior assessed has been consistently exhibited.  

Methodology 
Similarly, this study does not uncover the espoused and articulated values of these 

assessed organizations. Rather, this study begins with the premise and understanding 

that the respective corporate values are aligned with both embracing and developing a 

diverse and inclusive work environment.  
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Finally, given the confidential structure of the study’s survey, no opportunity was 

available to follow up and dive deeper into other potential elements of inclusive 

behavior that may result in greater diversity within leadership and a more inclusive 

work force. This additional data could potentially be revealed through follow-up 

interviews and observations. 

 

These limitations could be addressed through a repeated and expanded study in terms 

of the surveyed population, assessment periods and utilizing additional methods of 

inquiry. This will be further discussed in Chapter 6. 

 

 



 

Chapter 6: Implications for Practice and Future 
Research 

The purpose of this final chapter is to discuss both the practical and theoretical 

implication of this study as well as the discussion of recommendation of opportunities 

for further research. This chapter will conclude with a summary of the study and 

future directions of the field. 

 

This study provides empirical evidence that authentic and transformational leadership 

positively relates to organizational diversity and inclusion and therefore represents an 

opportunity to potentially and positively impact the area of leadership practice and 

future research. 

Implications for Practice 
The field of diversity and inclusion continues to be an expanding area of practice. As 

indicated, corporations continue to seek to develop programs and initiatives aimed at 

advancing the diverse representation of their workforces (O’Mara & Richter, 2011) 

and improve the inclusive culture of their work environments, and yet results are less 

than normally expected given the investment (Dobbin & Kalev, 2007, 2013).  

 

This study has implications for practitioners. The findings have the potential to assist 

various corporate stakeholders to better assess or identify and develop those senior 

leaders that are key in advancing diversity and inclusion within their organizations. 

Specifically, both boards and human resource departments will benefit from 

193 



194 
understanding leadership most associated with advancing diversity and inclusion by 

allowing them to incorporate or adjust their succession planning and leadership 

development practices to focus on transformational and authentic leadership. 

 

It appears that if leadership development focused on both the transformational and 

authentic leadership attributes and actively recognized, celebrated, and rewarded such 

behaviors, greater results may be achieved in building more diverse and inclusive 

work environments and organizations.  

Leadership assessment and development programs 
Comprehensive assessments of authentic and transformational leadership attributes 

should be administered, not only as part of an ongoing CEO executive development 

and coaching regiment but also to potential high level executives in the succession 

planning process pipeline. These assessments could also be scaled to various levels of 

management to ensure the development of sustainable talent. 

 

Particular attention should be given to coaching on effective communication skills 

with an emphasis on the ability to confidently reveal one’s true self in the narrative 

process. Many communication skill development programs tend to focus on the how 

as opposed to connecting the why and the what. Time should consequently be spent 

in the excavation process of the personal motivations of the individual and determine 

the linkage to the corporate mission, in this case, diversity and inclusion. The next 
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step would be to uncover those personal stories that reflect the congruence of the 

individual and message or mission.   

Rewarding authentic and transformational leadership behaviors 
The old adage of that which gets measured gets done could not ring more true in this 

domain. In driving a diverse and inclusive organization, the issue of accountability is 

critical. Accordingly, the measurement of consistency of behaviors and their impact 

on culture can be readily incorporated into existing executive and organizational 

cultural assessments. These results, which can be categorized under transactional 

leadership theory as contingent reward (Burns, 1978), can also be mapped to targets 

or goal achievement, in this case diversity and inclusion objectives.   

 

Once these measurements are in place, it will be essential to celebrate and reward in a 

very public manner within the organization. There are a number of mechanisms and 

communication vehicles that can accomplish this ambition. This approach will have 

the added benefit of ensuring that diversity and inclusion leadership is not viewed 

solely as leadership competency by a business or organizational competency.  

Summary of practical strategies  
The following represents suggested investments that may be considered in developing 

more inclusive leadership by the CEO and other members of organizational 

leadership: 

• Executive pipeline assessment and calibration against authentic and 

transformational leadership attributes 
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• Executive leadership coaching 

• Excavating personal stories of inclusion in leadership development programs 

• Excavating and celebrating individual stories of diversity and/or inclusion 

• Developing a comprehensive organizational communication strategy relative to 

storytelling 

• Ongoing monitoring of comprehensive executive development plans including 

assessment of an individual’s ability to grow diverse teams  

 

Avolio and Hannah (2008) summarize that “to the degree we can trigger adaptive 

self-reflection in leaders, we suspect that we can positively accelerate the 

development of leader self-awareness” (p. 338). We have seen that if we can create a 

leadership intervention we will likely have success in developing the leader (Avolio, 

Reichard, Hannah, Walumbwa, & Chan, 2009). 

Recommendations for Future Research 
As discussed in Chapter 5, this study provides evidence as to a positive trend relative 

to the relationship between authentic and transformational leadership behaviors and 

the advancement of diversity and inclusion within corporate organizations. As 

indicated, diversity for this purpose is defined as the gender composition of the 

organizations’ top management teams. Inclusion is defined by the degree to which 

CEOs place diversity on the agenda of executive meetings and the frequency to which 

the CEO communicates the importance of inclusion to stakeholders through 
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storytelling. The information gathered in this study was also limited to a point in time 

static assessment. 

 

Although the results point to a positive trend and relationship between authentic and 

transformational leadership and gender diversity and organizational inclusiveness, the 

study is not without limitations. As a result, this represents an opportunity to repeat 

the study as well as expand both the employed methodology and assessment period to 

more deeply explore the relationships addressed in this study and provide more 

comprehensive insights. It is also recommended that all measures of transformational 

leadership, including individual consideration be included in the subsequent study. 

Mixed method approach 
This study employed a quantitative methodology to address the research question and 

test the applicable hypothesis. The correlative approach was used to study the 

relationship between the independent variables of authentic and transformational 

leadership and the dependent variables of gender diversity within top management 

teams and inclusive work environments. 

 

Considering the limitations identified within this study, I propose a mixed method 

approach to further study the question of leadership most effective with advancing 

diversity and inclusion in corporate organizations. This mixed method approach 

would include both quantitative and qualitative assessment components to the 

research.  
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A qualitative grounded theory methodology utilizing, for example, an appreciative 

inquiry approach or an ethnography would potentially more deeply reveal those 

capacity building leadership approaches and help contribute to sustainable practices.  

 

A more contemporary approach to scholarly research, the mixed method approach, 

would bring together the best of both the qualitative and quantitative methods to 

strengthen the research (Creswell, 2009). 

Quantitative aspects 
Relative to the quantitative aspects of the research, the study participants should be 

expanded to include a larger pool of organizations. This would allow for an 

improvement to the statistical significance of the resulting findings. Identification of 

industry and organizational size elements should be included and may also reveal 

interesting observations and potential resulting differences between types of 

organizations. 

 

Research questions should be expanded to address the dimension of time and 

variability relative to the progression of diversity and inclusion leadership. For 

example, it may be helpful to understand the length of tenure of the respective 

company’s CEO. This information would inform how the leadership behaviors 

influenced the change over a period of time versus simply assessing a point in time 

assessment. 
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Consideration should also be made to expanding usage of the leadership assessment 

tool, namely the MLQ. For purposes of this study, only authentic and 

transformational leadership were studied. Although there is great personal interest in 

both leadership constructs, and each represent more contemporary theories, 

consideration was also given to the length of the study. Therefore, in an attempt to 

increase participation given the timeframe of the study, only select questions were 

chosen and included to represent desired elements of assessment: inspirational 

motivation, intellectual stimulation, and idealized influence. In a more comprehensive 

study, not only should the full transformational leadership assessments be utilized but 

also elements of consideration including transactional leadership assessment 

questions, which may help to identify accountability requirements. In this study, 

agenda priorities where used as a dependent variable to measure inclusivity. 

However, this can be viewed as an indicator of transactional leadership. 

 

Additionally, it may prove to be more comprehensive to expand the number of raters 

participating from each organization in future studies. For example, it may be helpful 

to gain additional perspectives from other key stakeholders, including board members 

and individual members of the top management teams.  

 

In this study, the CDO and other executives responsible for diversity and inclusion 

development were selected as the raters. However, when we consider CEO selection, 
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succession planning and key strategy development, board members play a key role in 

this capacity. Members of the top management teams also work very closely with the 

CEO and could provide additional weight or substance to the leadership assessments. 

Qualitative aspects 
Future research of effective leadership in advancing diversity and inclusion should 

utilize qualitative methods to gain additional information as to the specific 

approaches utilized by the CEO. A qualitative study employing interviews in either a 

grounded theory or an ethnography would allow the researcher to gain deeper insights 

and understandings by asking clarifying questions.  

 

Through this method, the researcher can obtain additional information as to how 

inclusion, for example, is measured within the organization, how overall work 

environment and culture is measured and monitored, and other data relative to 

organizational values and behaviors. Even further work in this area may also study 

the role of the authentic or transformational follower.  

 

Last, further analysis should be conducted to study the relationship of 

transformational and authentic leadership and the utilization of storytelling as a 

communication strategy to accelerate change and enhance performance within an 

organization. 
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Conclusions 
The leadership field over the past decade has made tremendous progress in 

uncovering some of the enduring mysteries associated with leadership. Leadership is 

a complex and continually evolving area of management studies. The leadership field 

over the past decade has made tremendous progress in uncovering some of the 

enduring mysteries associated with leadership. These include whether leaders are 

born or made, how followers affect the degree of leaders’ success, how some 

charismatic leaders build up societies and others destroy them, and what impact 

leading through technology has on individual performance. The period that leadership 

theory and research will enter over the next decade is indeed one of the most exciting 

in the history of this planet (Avolio et al., 2009, p. 442). 

 

As Avolio, Walumbwa, and Weber stated in 2009 “part of the evolution of leadership 

theory and research will continue to involve further defining what actually constitutes 

leadership from a content perspective, e.g., authentic, transformation, or visionary, 

and a process perspective, e.g., share, complex or strategic” (p. 442). Nonetheless, 

there appears to be a movement to develop leadership theories that have a deeper 

value orientation around intellectual engagement and motivation, truth, honesty, and 

transparency of the leader coupled with the leader’s ability to genuinely understand 

the right congruency between the individual and the role.  
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Although this field of study continues to expand and address the latest and emerging 

issues, there is no doubt that a robust theoretical foundation has been laid. These 

include whether leaders are born or made, how followers’ behaviors impact the 

degree of leaders’ success, and how some charismatic leaders build up organizations 

and others seem to destroy them. The journey that leadership theory and research will 

embark on over the next decade is indeed one of the most exciting in the history of 

this planet (Avolio et al., 2009). 

 

As Avolio, Walumbwa, and Weber state in 2009 that “part of the evolution of 

leadership theory and research will continue to involve further defining what actually 

constitutes leadership from a content perspective, e.g., authentic, transformation, or 

visionary, and a process perspective, e.g., share, complex or strategic” (p. 442). 

Nonetheless, there appears to be a movement to develop leadership theories that have 

a deeper value orientation around truth, honesty, and transparency of the leader 

coupled with an ability of the leader to authentically and genuinely understand the 

right congruency between the individual and the role.  Transformational and authentic 

leadership theories, when combined with transactional elements, could lead to greater 

overall results, specifically when building a diverse workforce and an inclusive 

organization. 
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If “dialogue is the tool that is most suited to develop broad and deep commitment” 

(Pasmore, 2011, p. 263), can we explore how we can more effectively utilize the 

dialogical tools available to us to effectuate change?  

 

The question that is posed here is whether the investment of authentic leadership and 

transformational leadership, and the self-narrative by the CEO, could accelerate the 

development of diverse talent pools and build the inclusive environments that support 

them.  

 

This quantitative research study of large corporate organizations was designed to 

analyze the relationship between the relative leadership styles of their CEOs and the 

gender diverse composition of the organization’s top management teams and 

inclusive work environments. The results support a positive trend and relationship 

relative to authentic and transformational leadership and gender diversity and 

inclusive work environments.   

 

The results of this study also suggest the need to continue to explore in further detail 

the necessary evolving leadership attributes that may further advance diversity and 

inclusion efforts within the corporate realm. Additionally, the results of the study 

suggest the need for continuous training and development for leadership. 
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The findings of this study will be able to better assist boards, human resources 

executives and other senior executive leadership team members within companies to 

better assess and align leadership development and succession planning to focus on 

authentic and transformational leadership attributes. Doing so will best position the 

organization to drive greater diversity and inclusion and most effectively embrace and 

utilize the organizational talents to realize their full potential and achieve greater 

success. 

 



 

Appendix A: Participant Survey Invitation Letter 
My name is Kathy Hopinkah Hannan. I am a doctoral student and have served as the 
Chief Diversity Officer at KPMG, LLP. I am working on my doctoral dissertation to 
determine the CEO leadership styles most effective in advancing gender diversity in 
public companies. As a leader in diversity and human resources within your 
company, you have been specifically selected to participate in this leadership study. 
 
The aim of this research study is to collect data and analyze which leadership styles 
are best associated with building gender diverse management teams defined as one 
and two levels below the chief operating officer. As a participant you can receive a 
copy of the results. 
 
The survey will take about 10 minutes to complete and is designed to be completely 
confidential. All answers will be analyzed in the aggregate and no responses shall be 
linked to your name or company. All responses will be kept strictly confidential and 
will only be used for the purpose of this research. 
 
Here is the link. Take Survey 
 
I can fully appreciate the demands of your role and would greatly appreciate if you 
would spend approximately 10 minutes to respond to this survey. If you are unable to 
participate directly, I would greatly appreciate if you could forward the attached link 
to a senior member of your team. The aim is to have the leadership assessment 
completed by the Chief Diversity Officer or other senior member of your team 
responsible for Diversity and Inclusion within your organization. 
 
To receive a copy of the results, please send me a separate email at 
kathyhannanresearch@gmail.com 
 
Thank you in advance for your assistance with this important research question. 
 
Sincerely, 
 
Kathy Hopinkah Hannan 
 
If clicking from the above link does not work, please copy and paste the entire URL into your 
browser’s navigation address bar and press enter. 
 
https://preres.az1.qualtrics.com/SE/?SID=SV_9FcasVDKFjmDWPb 
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https://preres.az1.qualtrics.com/SE/?SID=SV_9FcasVDKFjmDWPb
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Appendix B: Survey Instrument 
CDO Survey 
 
Q1 Which of the following best represents your role or title within the organization: 
� Chief Diversity Officer (CDO) (1) 
� Chief Human Resource Officer (2) 
� Other senior level executive (3) 
� Other (4) 
 
Q2 Please indicate your gender: 
� Male (1) 
� Female (2) 
 
Q3 In which age category are you? 
� Under 30 (1) 
� 31–40 (2) 
� 41–50 (3) 
� Over 50 (4) 
 
Q4 What is the total number of direct reports to the CEO? 
 
Q5 How many are female? 
 
Q6 What is the total number of direct reports two levels below the CEO? 
   
Q7 How many of these reports are female? 
 
Q8 How frequently, if at all, does the CEO tell personal stories to colleagues? 
� Frequently, if not always (5) 
� Fairly often (4) 
� Sometimes (3) 
� Once in a while (2) 
� Not at all (1) 
 
Q9 How frequently are these stories meant to enhance inclusiveness in your 
workplace? 
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� Frequently, if not always (5) 
� Fairly often (4) 
� Sometimes (3) 
� Once in a while (2) 
� Not at all (1) 
 
Q10 How frequently is Diversity and Inclusion an agenda item for the CEO in 
executive meetings? 
� Frequently, if not always (5) 
� Fairly often (4) 
� Sometimes (3) 
� Once in a while (2) 
� Not at all (1) 
 
Q11 There are two parts to this research project. Each part uses a well-established and 
tested protocol. The first part is The Authentic Leadership Questionnaire (ALQ). It is 
designed to measure the components that comprise Authentic Leadership. Just as a 
reminder your answers will not be disclosed and the data will only be used in the 
aggregate and will not be assessed on an individual basis.  
 
Q12 You will be reporting on the CEO.  What is the CEO’s gender? 
� Male (1) 
� Female (2) 
 
Q13 The following survey items refer to your CEO's leadership style, as you perceive 
it. Please judge how frequently each statement fits his or her leadership style using 
the scale below. 
 

 Not at 

all (1) 

Once in a 

while (2) 

Sometimes 

(3) 

Fairly 

often (4) 

Frequently, 

if not 

always (5) 

Says exactly 
what he or 
she means. 

(17) 

�  �  �  �  �  

Admits 
mistakes 

when they 
are made. 

(18) 

�  �  �  �  �  
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 Not at 

all (1) 

Once in a 

while (2) 

Sometimes 

(3) 

Fairly 

often (4) 

Frequently, 

if not 

always (5) 

Encourages 
everyone to 
speak their 
mind. (19) 

�  �  �  �  �  

Tells you the 
hard truth. 

(20) 
�  �  �  �  �  

Displays 
emotions 

exactly in line 
with feelings. 

(21) 

�  �  �  �  �  

Demonstrates 
beliefs that 

are consistent 
with actions. 

(22) 

�  �  �  �  �  

Makes 
decisions 

based on his 
or her core 
values. (23) 

�  �  �  �  �  

Asks you to 
take positions 
that support 

your core 
values. (24) 

�  �  �  �  �  

Makes 
difficult 

decisions 
based on high 
standards of 

ethical 
conduct. (25) 

�  �  �  �  �  
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 Not at 

all (1) 

Once in a 

while (2) 

Sometimes 

(3) 

Fairly 

often (4) 

Frequently, 

if not 

always (5) 

Solicits views 
that challenge 

his or her 
deeply held 
positions. 

(26) 

�  �  �  �  �  

Analyzes 
relevant data 

before 
coming to a 

decision. (27) 

�  �  �  �  �  

Listens 
carefully to 

different 
points of 

view before 
coming to 

conclusions. 
(28) 

�  �  �  �  �  

Seeks 
feedback to 

improve 
interactions 
with others. 

(29) 

�  �  �  �  �  

Accurately 
describes 

how others 
view his or 

her 
capabilities. 

(30) 

�  �  �  �  �  

Knows when 
it is time to 

reevaluate his 
�  �  �  �  �  
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 Not at 

all (1) 

Once in a 

while (2) 

Sometimes 

(3) 

Fairly 

often (4) 

Frequently, 

if not 

always (5) 

or her 
positions on 

important 
issues. (31) 

Shows he or 
she 

understands 
how specific 

actions 
impact 

others. (32) 

�  �  �  �  �  

 
 
Q14 This next section uses parts of the MLQ protocol which is the Multifactor 
Leadership Questionnaire, which measures leadership styles or types.  
 
Q15 Judge how frequently each statement fits your current CEO? 
 

 Not at all 

(1) 

Once in a 

while (2) 

Sometimes 

(3) 

Fairly 

often (4) 

Frequently, 

if not 

always (5) 

Re-examines 
critical 

assumptions 
to question 

whether they 
are 

appropriate 
(46) 

�  �  �  �  �  

Seeks 
differing 

perspectives 
when solving 

problems 
(61) 

�  �  �  �  �  
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 Not at all 

(1) 

Once in a 

while (2) 

Sometimes 

(3) 

Fairly 

often (4) 

Frequently, 

if not 

always (5) 

Talks 
optimistically 

about the 
future (62) 

�  �  �  �  �  

Specifies the 
importance 
of having a 

strong sense 
of purpose 

(63) 

�  �  �  �  �  

Goes beyond 
self-interest 
for the good 
of the group 

(64) 

�  �  �  �  �  

Considers the 
moral and 

ethical 
consequences 

of decisions 
(65) 

�  �  �  �  �  

Articulates a 
compelling 

vision of the 
future (66) 

�  �  �  �  �  

Expresses 
confidence 
that goals 

will be 
achieved (67) 

�  �  �  �  �  

 
Q16 Thank you!  If you would like to receive a copy of the results, please provide 
your email address.  

Email (1)
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