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Abstract

Prevalence of authentic leadership, trust and employees’ commitment are considered as vital elements for a
healthy and successful sailing of the 21 century organizations. The purpose of this study was to find out the
effect of prevalence of authentic leadership (PAL) on employees’ commitment to organizational change
(ECOC) with a mediating role of employees’ trust in leadership (ETL). To that end, an explanatory research
design with quantitative approach was used. Data were collected from 400 employees of four selected
federal organizations. Data analysis was done using mean, logistic regression and MANOVA from the SPSS
software version 21. Findings of the analysis revealed that authentic leadership has a statistically significant
positive effect on employees’ commitment (R2=.038; b=.197; p=.003), whereas, its effect through the
mediation of trust is trivial and statistically insignificant (R2=.030;b=.049;p=.153). Besides, the effect of PALon
ETL was found to be negative and statistically significant (-.245; p=.014). Moreover, the MANOVA test results
revealed that the studied organizations do not have statistically significant difference in the levels of their PAL
(p=.273) and ECOC (p=.696). Nonetheless, there is statistically significant difference in the studied
organizations’ level of ETL (p=.000). Based on the above findings and reference to relevant literature, the
researcher concluded that, the nature of leadership in the studied organizations is dominated by
transactional leadership style; that was why the relationship between authentic leadership and trust is found
to be negative and statistically significant. Finally, it is recommended that public organizations should give
special emphasis to development and practice of authentic leadership qualities which could make employees’
develop embedded trust and exert extra effort to ensure success of their organizations.
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1. Introduction

Leadership is the most important factor in organizations expected to be agile and sensitive to the
organization’s internal and external environments where new customer and stakeholder demands
and preferences are popping in a never ending fashion (Beats, 2006, Kotter, 1996). To effectively
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lead such organizations, leaders of the 21% century organizations are advised to acquire
knowledge, develop skills and hold an attitude that enable them cope up with the changing
demands of their organizations via chameleon-like adaptability mechanisms (Brauns, 2015,
Goffee & Jones, 2005). To enable the organization stay competitive and customer savvy,
leadership needs to develop qualities that enable it attract competent employees and get them
rally around the organizations’ mission, values, vision and goals. Scholars in the area of
organizational behavior and leadership have long been searching for approaches and styles of
leadership that could serve the organizations’ and the employees’ best interests (Walumbwa,
Avolio, Gardner, Wernsing, & Peterson, 2008, Schien, 2004). Such approaches include
transformational leadership, servant leadership, ethical leadership, spiritual leadership and
authentic leadership. Among the others, authentic leadership is a recently developed approach to
leading organizations (George, 2003). Just like its antecedents, authentic leadership is also
embedded with strong ethical values that enable leaders prioritize the interest of others over their
own egocentric tendency (Northouse, 2016, Avolio & Gardner, 2005).

Authentic leadership qualities guarantee the development of trustful relationship between
employees and leaders. This positive psychological capital enables leaders to be seen by
employees as credible and predictable. Hence, employees feel comfort, safety, security and
confidence. This situation intrinsically motivates employees to willingly participate in realizing
any change vision or strategic plan needed to be implemented by the leader (Westover, 2014).
Under such leadership environments, employees commit themselves to engage in exerting
discretionary effort so as to see the vision realized (Dramic¢anin, 2019, Soumyaja, Kamlanabhan,
& Bhattacharyya, 2015).

Since 1991, the Ethiopian public sector has been engaged in changing itself to a form and
content that enables it meet the changing demands and preferences of its customers and
stakeholders. The public sector reform program (PSRP) followed the top down approach and was
designed with five subprograms which were believed to have potential to create competent
management and staff, rule of law based and customer centered service delivery, fair and open
process and accountability to the public (Bezabih, 2007).

Different reform tools namely strategic planning and management, management by objective,
business process re-engineering, kaizen and balanced score card were implemented to realize the
reform-sub programs (FCSC, 2020).

In order to identify the success level of federal public service organizations in reform
implementation, the federal civil service commission evaluated them based on their reform
management, presence of change army, implementation of result oriented performance
measurement system and participation of the public wing. As a result, organizations were ranked
as high, medium and low performers. This study was conducted with the assumption that the
cause of higher level of performance in reform implementation could be prevalence of authentic
leadership that creates mutual trust between leaders and employees of the organizations and
breed employees’ commitment to realize the planned change.

2. Problem Statement

Authentic leadership is one of the recently developed leadership approaches believed to have
potential to ensure organizations’ successful performance (Walumbwa et al., 2008). Authentic
leadership is characterized by orientation towards people, admittance of mistakes and taking
accountability as well as absence of manipulation of employees (Northouse, 2016, Henderson &
Hoy, 1982). Thus, employees get chance to know the extent of competence of the leaders in



terms of discharging their responsibilities and ensuring organizational success, the leaders’
tendencies towards benefiting their employees and the leaders’ level of integrity(George, 2003).

The stringent challenge in change leadership and management is handling employees’
reaction to a newly introduced change program, especially when that organizational change is
introduced by the leaders (Schein, 2004, Kotter, 1996). Prevalence of authentic leadership is
believed to ease this obstacle by creating a trustworthy relationship between leaders of the
organization and the employees. Trust is a powerful psychological and emotional capital that
forces employees to commit themselves to realization of change in their organization. Trust
make employees rationally and heartily believe that the introduced change is vital for survival
and success of their organization, to benefit customers and stakeholders, as well as a means to
enhance employees’ benefit packages (Mayer, Davis, & Schoorman, 1995). As a reciprocal
behavior, employees found out a just cause to dedicate their blood and sweat to their
organization’s success (Sinek, 2014, Simonsen, 1997).

Public sector organizations play a life giving and sustaining role in any nation. They provide
inputs to national and organizational policies and engage in implementing those policies when
they get ratified and legitimized by the responsible body of the government. Proper
implementation of those policies impact peoples’ lives in all economic, social and political
perspectives(Evans, 1995).Hence, prevalence of authentic leadership is of necessity to public
organizations of countries that strive to build democratic governance (Walumbwa et al., 2008).

Ethiopia is one of the countries endeavoring to build democratic governance and customer
sensitive public service delivery. For almost the past three decades, the country has invested a lot
of effort and resources to civilize and modernize its public organizations (Gebre, 2014). The
public service reform program was a comprehensive national package meant to address all the
actors and processes in the public service delivery’s value chain. To that end, the reform
program was implemented by uniformly applying different change management tools such as
strategic planning and management (SPM), management by objective (MBO), performance
based management system (PBMS), business process reengineering (BPR), Kaizen and balanced
score card (BSC). Nonetheless, implementation of the public sector reform program has shown
remarkable changes and improvement in very few public service organizations while majority of
the organizations in the sector witnessed no visible positive difference in their service delivery
(Kassa & Zekarias, 2020, Worku, 2019, Solomon, 2013, Getachew & Commons, 2006).

Empirical studies conducted on public sector change in Ethiopia emphasized on
appropriateness of the applied planned change management approach, relevance of the service
delivery policy, leadership styles and commitment, issues of institutional capacity, employees’
competence and organizational culture (Solomon, 2013, Tilaye, 2007, Bezabih, 2009). However,
none of them have focused on the importance of leadership authenticity to generate employees’
trust in leadership and its effect to realize employees’ commitment to organizational change.
Therefore, the main purpose of this study was to analyze the effect of authentic leadership
through the mediating role of employees’ trust in leadership and the resultant employees’
commitment towards organizational change. To that end, the following specific objectives were
designed: a) to analyze the direct effect of authentic leadership on employees' commitment to
organizational change; b) to examine the effect of authentic leadership on the trust of employees
in leadership; ¢) to analyze the mediating role of employees’ trust in leadership on the
relationship between authentic leadership and employees’ commitment to organizational change;
and d) to scrutinize if a statistically significant difference exists in the levels of leadership
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authenticity, employees’ trust in leadership and employees’ commitment to organizational
change among the studied organizations.

3. Review of Related Literature

Even though the authentic leadership concept is a recently developed one, there are various
studies conducted to understand its effect on organizational performance, the employees’
commitment to their organizations and the relationship between employees and leadership. The
earliest study done on leadership authenticity and employees trust was the one conducted by
Henderson and Hoy (1982). This study was mainly aimed at developing authentic leadership
scale by studying organizational life in 42 elementary schools in New Jersey. Findings of this
study revealed that there is significant positive correlation between authentic leadership and
leaders’ concern to their status, employees trust and esprit. Besides, the study indicated presence
of significant positive relationship between leader’s authenticity and employees trust and esprit,
while, there is negative relationship between status concern and authentic leadership.

More recently, Drami¢anin (2019) conducted a study to find out the influence of authentic
leadership on commitment of employees of travel agencies. Findings of this study indicated that
there is a significant positive influence and relationship between authentic leadership qualities
and employees commitment. This enables organizations to retain talented employees and attract
other pools of potentially competent employees from the market. Based on these findings, the
researcher concluded that, authentic leadership is the solution to the challenge in managing
organizations in this dynamic, complex and uncertain environment where everything changes
very fast. Besides, authenticity is being true to oneself and to others as well as a win-win solution
to unethical practices and business scandals that organizations are facing. This enables to ensure
high dedication of employees towards realization of the mission, vision and goals of the
organization by simultaneously enabling employees to go up on the career ladder (Sinek, 2014).

Likewise, in their study on authentic leadership and organizational commitment with the
mediating role of positive psychological capital, Rego, Lopes and Nascimento (2016), defined
positive psychological capital as having four dimensions namely hope, optimism, self-efficacy
and resilience. Their findings indicated that authentic leadership could significantly influence
employees’ self-efficacy, optimism and hope. However, resilience was found to be more
influenced by personal characteristics’of individual employees’ rather than by the authentic
leaders’ pattern of positive behavior. Finally, they concluded that presence of authentic
leadership is vital for the accumulation of this positive psychological capital. The positive
psychological capital in its turn is important to win employees’ commitment to organizational
change initiatives. However, even though there is conceptual interdependence and similarity
between development of positive psychological capital and trust in leadership, Rego, Lopes and
Nascimento (2016), did not address the mediating effect of trust in leadership on employees’
commitment to change as it is operationalized in the current study.

Ahmed, Soomro, Katper, andAqil, (2019) conducted a study on impact of perceived authentic
leadership on employees’ positive emotions during organizational change in the telecom
company of Pakistan. These authors found out that perceived authentic leadership has a
significant effect on the positive emotions of the employees during any organizational change
process. They also affirmed that trust in the leader mediates the role authentic leadership has in
generating positive emotional reactions to organizational change.

All the aforementioned empirical studies have tried to show the relationship between
authentic leadership and employees’ engagement in promoting their organizational performance.



However, non-of them have considered the extent of authentic leadership practiced by the public
sector leaders and its effect to create employees’ trust in leadership and the employees’
commitment to organizational change. Therefore, findings of the study at hand have contributed
to fill this research gap by scrutinizing prevalence of authentic leadership and its effect in
generating employees’ commitment with a mediating role of ’ trust in the selected Federal
reform champion organizations in Ethiopia.

e Definition of Variables and Conceptual Framework
Prevalence of Authentic Leadership (PAL): This construct has three dimensions (Henderson
& Hoy, 1982, p.6). These authors defined leadership authenticity as “the extent to which
subordinates perceive their leader to be maximizing the acceptance of organizational and
personal responsibility for actions, outcomes and mistakes, to be non-manipulating of
subordinates; and to demonstrate a salience of self over role.”

Employees Trust in Leadership (ETL):Trust is defined as “the willingness of a party to be
vulnerable to the actions of another party based on the expectation that the other will perform a
particular action important to the trustor, irrespective of the ability to monitor or control that
other party.” Ability, benevolence and integrity are the commonly used factors in many
literatures related to organizational trust (Mayer, Davis, & Schoorman, 1995, p. 712).

Employees’ commitment to organizational change (ECOC): Meyer (2001, Cited in
Herscovitch & Meyer, 2002, p. 475), defined commitment as “a force or mindset that binds an
individual to a course of action deemed necessary for the successful implementation of a change
initiative.” It is measured based on three dimensions viz. affective commitment, continuance
commitment and normative commitment.

Conceptual framework of the study

ETL
e Ability
a / e Benevolence b
e Integrity
PAL
¢ Salience of self over role
¢ Absence of manipulation ECOC
e Accountability e  Affective
C ¢ Normative
! g e (Continuance

Figure 3.1: Conceptual model of the study.
Source: Developed by the researcher based on literature review, (2021).
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Based on the aforementioned definitions of the three constructs in the study, the conceptual
model displays that prevalence of authentic leadership (PAL) measured in terms of salience of
self over role, absence of manipulation and accountability creates employees’ trust in leadership
(ETL) which makes employees believe in the leaders’ ability, benevolence and integrity. Finally,
via the mediating role of ETL, PAL is expected to result in employees’ commitment to
organizational change (ECOC) which is again considered in terms of affective, normative and
continuance types of commitments.

4. Research Design and Approach

The positivist philosophical world view which considers reality as objective and subject to
numerical measurement is adhered in this study (Creswell, 2009, Gray, 2004). This world view
allows the researcher to collect quantitative data in order to understand PAL and the mediating
role of ETL on ECOC in the public sector. Thus, the research approach used in this study is
purely quantitative. In that sense, the three constructs namely: PAL, ETL and ECOC are
measured numerically.

e Data Type, Population and Sampling

Only quantitative primary data were used in this study. The population was determined to
compose employees of four federal organizations viz. Ministry of Education (MoE), Ministry of
Labour and Social Affairs (MoLSA), Federal Civil Service Commission (FCSC) and the
National Bank of Ethiopia (NBOE). These organizations were systematically selected from the
list of 15 federal organizations that were ranked by the Civil Service Commission (FCSC, 2020)
as high performers in reform implementation. The total number of employees of the selected
organizations, with educational status of a diploma and above was found to be 1,462. The sample
size determination formulae developed by Yamane (1967, p. 886) as cited in Israel, (2003, P.4)
was used to calculate a representative sample size. The formula runs as: n=N/1+N (e?).
Accordingly, 1,462/1, 462+1(0.05*0.05) =399.73 which is approximated to 400. The share of
respondents for each organization was calculated by applying the proportional sample allocation
strategy.

Table 4.1: Proportional distribution of the sample to selected organizations

No. | Name of the | Number of employees | Proportional allocation Sample
organization size
1 | MoE 308 308 *400/1,462 84
2 | FCSC 286 286*400/1,462 78
3 | MoLSA 203 203*400/1,462 56
4 | NBoE 665 665*400/1,462 182
Total 400

Source: Own calculation, (2021).

A simple random sampling technique was used to determine employees who actually involve as
actual respondents of the study.



e Instrumentation

Data collection instruments employed in this study were three validated questionnaires on PAL,
ETL and ECOC. The first one was used to measure leadership authenticity based on the three
dimensions identified by Henderson and Hoy (1982) as prevalence of self over role, non-
manipulation and accountability. To that end, the leadership authenticity scale was adapted to the
context of public sector leaders’ authenticity. This instrument is composed of 32 items where the
first dimension, silence of self over role, takes nine of them, the second dimension, non-
manipulation, is measured by 13 items and the last dimension, accountability, is measured by ten
items.

The second questionnaire was the trust measurement scale as developed by Mayer, Davis, and
Schoorman (1995). This questionnaire has three dimensions targeted at measuring employees’
’trust in leadership. These are ability, benevolence and integrity. It is totally composed of 17
items, six on ability, five on benevolence and six on integrity. And finally, the third validated
instrument is the one developed by Herscovitch and Meyer (2002) to measure employees’
commitment to organizational change. Like the aforementioned instruments, this scale also
measure employees’ commitment to change via three dimensions namely affective commitment,
continuance commitment and normative commitment. The instrument is composed of 18 items
whereby all of the three dimensions are measured by six items. These three validated instruments
were compiled together as one instrument composed of 67 items.

All the three questionnaires were self-translated in to Amharic language by the researcher and
they were again back translated in to English language with the help of a language expert. This
method of back-translation of a questionnaire; English to Amharic and then to English; help
ensure coherence and accuracy of the translated items. After translation was completed, the
instrument was pilot tested on employees of the public sector whose educational background
aligns with that of the employees selected for this study. Based on results of the pilot test, the
researcher made some modifications especially to avoid redundancies and vagueness of some
items. Finally, the instrument was distributed to the sampled 400 respondents.

e Data Analysis

After all data get encoded in to the SPSS software version 21, assumption tests on sample size
adequacy, multi-collinearity, linearity, normality, homoscedasticity and outliers was conducted.
Results of the tests revealed that the data meets all requirements for regression analysis.
Consequently, the data were first analyzed using descriptive statistics to find out the overall
mean scores on each dimension of the three constructs (PAL, ETL & ECOC). And finally,
objectives of the study were addressed by using regression analysis and MANOVA (Pallant,
2010, Field, 2009). The regression analysis was done based on Baron and Keny’s (1986, p.1177)
model of step-wise mediation analysis by:

a. regressing the dependent variable on the independent variable.
b. regressing the mediator on the independent variable.
c. regressing the dependent variable on both the mediator and the independent variable.

Besides, the status of direct and indirect predictive effect of PAL on ECOC via mediation of
ETL is interpreted based on Chine 1998, and Hock and Ringle 2006, Cited in Garson (2016, p.
80) who described that R? values of .67 and above are substantial, .33-.66 are moderate and .19
and below are weak.
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5. Results and Discussion

e The direct effect of prevalence of authentic leadership (PAL) on employees’ commitment
to organizational change (ECOC)

Prevalence of authentic leadership (PAL) with its unique characteristics of salience of self over
role, accountability and absence of manipulation is assumed to have positive influence on the
level of employees’ commitment to organizational change (ECOC) which is again determined as
having three dimensions namely affective commitment (AC), continuance commitment (CC) and
normative commitment (NC). Binomial logistic regression was used to analyze the total effect of
PAL on ECOC. The model summary result depicted in Table 5.1 shows that there is positive
correlation (R) between PAL and ECOC. However, the predictive effect of authentic leadership
on employees’ commitment to organizational change (R?) is 3.8%.

Table 5.1: Model Summary®

Model R R Square | Adjusted R square | Std. error of the estimate
1 .196° .038 0.36 55228

a. Predictors: (constant), PAL

e Model Parameters

The coefficients in Table 5.2, demonstrate contribution of the predictor variable (PAL) to the
outcome (ECOC) and its significance level. The beta value (b=.197), with standard error of
(SE=.072) tells us that there is a positive relationship between PAL and ECOC. That is, presence
of one unit of PAL in the organizations increases the ECOC by .197, which is significant at
P<.05.

Table 5.2: Coefficients® of the direct effect of PAL on ECOC

Model Unstandardized coefficients | Standardized coefficients
B Std. error Beta t Sig.
(Constant) | 2.498 181 . 156 13.819 |.000
1| PAL 197 .072 3.035 .003

a. Dependent variable: ECOC

On top of having statistical significance, the beta value is required to be different from zero and
greater than the standard error. In the case at hand, the beta value .197 is greater than the
standard error .072. Likewise, the t value 3.04 which is statistically significant at p<.05 tells us
that the beta value is different from zero. Thus, it could be concluded that PAL has significant
positive contribution to create ECOC in the studied organizations.

This finding aligns with what was proposed by different authors on PAL’s statistically
significant effect on ECOC (Dramicanin, 2019;Henderson & Hoy, 1982).These authors found
out that PAL plays great role to create employees’ commitment and serve as a strategy to retain
professionally competent employees with whom the organizations’ mission, values and vision
are well entrenched. In other words, PAL creates a win-win relationship between an organization
and its employees (Northouse, 2016, Sinek, 2014, George, 2003, Walumbwa et al., 2008). That
is, the organization benefits from retention of its competent and well equipped employees



whereas the employees also benefit due to their ability to go up the career ladder of the
organization (Parish & Cadwallader, 2008, Herscovitch & Meyer, 2002, Simonsen, 1997).

However, analysis of demographic data of the study at hand revealed that 49% of the
respondents were aged 28-37 years and majority of the respondents (58%) have served their
organizations for 6 months -5 years only. This shows that the studied organizations’
employee retention capacity is low. Besides, the organizations’ total mean score on PAL is
2.75. This indicates that there is weak level of PAL in the organizations. That is why the effect
size (R®) has remained at 3.8%. Therefore, it could be concluded that the higher the level of PAL
in an organization, the higher will be its employees’ commitment to their organization’s success
in reform implementation. This conclusion is similar with that of Ahmedet al. (2019), which
found out that authentic leadership has impact on employees’ positive emotions during
organizational change.

e The effect of prevalence of authentic leadership (PAL) on employees’ trust
in leadership (ETL)

The complexities and dynamism in today’s organizations urged for more positive leadership
capabilities and authenticity to restore confidence in all levels of leadership and build trustful
relationship between leaders and subordinates (Goffee & Jones, 2005, George, 2003). Besides,
the need for trustworthy relationship between leaders and subordinates in an organization
become crucial due to leaders’ act of violation of legally and ethically assigned responsibilities.
Authentic leadership is proposed as a vital leadership approach to ensure employees’ trust in
leadership (Northouse, 2016, Sinek, 2014).Organizations led by authentic leaders develop work
environments of high level of trust which is fun, supportive, motivating, productive and
comfortable (Hurley, 2012, Avolio & Gardner, 2005). The model summary result on the effect of
PAL on ETL as exhibited in Table 4shows that there is positive correlation (R) between PAL and
ETL. However, the predictive effect of PAL on ETL (R?) is 1.6%.

Table 5.3: Model summary ®on the direct effect of PAL on ETL

Model R R Square | Adjusted R square | Std. error of the estimate
1 .128° .016 0.14 76721
Predictors (constant): PAL

e Model Parameters

Coefficients of the analysis as shown in Table 5.3 indicates contribution of the predictor variable
(PAL) to the outcome (ETL) and its significance. The beta value -.245 shows that there is a
negative and statistically significant relationship between PAL and ETL, with a p-value of .014.
The effect of PAL on ETL is predicted by the model and the beta coefficient is explained as one
unit increase in PAL will result in decrease in the level of ETL by .245 which is significant at
P<.05.

Table 5.4: Coefficients 2 of the effect of PAL on ETL

Model Unstandardized coefficients | Standardized coefficients
B Std. error Beta t Sig.
1 | (Constant) | 3.423 276 -. 128 12.389 | .000
PAL -.245 .099 -2.465 | .014

a. Dependent variable: ETL
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Even though direction of the change in ETL is negative, the beta value is greater than the
standard error (0.99). Besides, the t value -2.465 tells us that the beta value is different from zero.
Thus, it could be concluded that PAL has significant negative contribution to decrease ETL in
the studied organizations. This finding violates the theoretical proposition about existence of
positive relationship between PAL and ETL. Rather, it aligns with Hurley’s (2012) and Avolio
and Gardner’s (2005) stipulation that organizations led by unauthentic leaders are characterized
by low level of trust, threatening, divisive, unproductive and tense work environments. It is also
inconsistent with findings of previous empirical studies about the importance of authentic
leadership to make fundamental difference in organizations by helping people find meaning and
connection at work through greater self-awareness; by restoring and building optimism,
confidence and hope; promoting transparent relationships and positive ethical climates (Sinek,
2014, Henderson & Hoy, 1982).

e The indirect effect of prevalence of authentic leadership (PAL) on employees’
commitment to organizational change (ECOC) with mediating role of employees’ trust
in leadership (ETL)

Employees’ emotional reaction to change is a decisive factor of whether the change will succeed
or fail. In fact, their reaction is shaped by the level of trust employees have in the organizations’
leadership (Ahmedet al., 2019). Presence of authentic leadership is vital for accumulation of
positive psychological capital in the forms of optimism, hope and self-efficacy. The positive
psychological capital in its turn is important to win employees’ commitment to organizational
change initiatives (Rego, Lopes & Nascimento, 2016). These authors stated that trust has positive
and statistically significant effect on employees’ commitment.

Table 5.5: Model Summary *
Model R R Square | Adjusted R square | Std. error of the estimate
1 1732 .030 0.25 50122
a. Predictors (constant): PAL, ETL
b. Dependent: ECOC

The model summary result depicted in Table 5.5 shows that there is significant correlation (R)
between PAL and ECOC. However, the predictive effect of PAL and ETL on ECOC (R?) is 3%.

Table 5.6: Coefficients 2

Model Unstandardized coefficients | Standardized t Sig.
B Std. error coefficients
Constant 2.331 215 10.843 | .000
1| PAL 209 .065 .166 3.197 |.002
ETL .049 .034 .074 1.432 153

a. Dependent variable: ECOC

Table 5.6 presented the beta values of PAL (.209) and ETL (.049). These results indicate that
presence of one unit of PAL will result in increase in the level of ECOC by .209, which is
statistically significant (P=.002); and presence of one unit of ETL results in .049 increase in the
level of ECOC, which is trivial and statistically insignificant (p=.153). This result shows that,
ETL does not mediate the predictive effect of PAL on ECOC. To further check statistical



significance of the mediation result, a Soble test was applied by using a web page calculator as it
is presented in Figure 5.1 and Table 8.

ETL

a=-.245(.099) b=.049 (.034)

a*b= indirect effect=-0.012005

ECOPAL
Salience of self over role
b. Absence of manipulation
c. Accountability

PAL s .
c=.209 (.065)

Figure 5.1: Mediation analysis of ETL on PAL’s effect on ECOC.
Source: Developed by the Researcher, (2021).

The Soble test result revealed that the indirect effect of PAL on ECOC through the mediating
role of ETL (a*b) is -.012005 and the p-value is 0.21; which is greater than the standard cutoff
point of statistical significance at p<.05.

Table 5.7: Soble test analysis

Input Test statistic | Standard error p-value
a=.245 Soble test: 1.2453889 0.00963956 0.21298883
b=049 Aroian test: 1.1757688 0.01021034 0.23968728
S,=.099 Goodman test: 1.32904795 0.00903278 0.18383215
Sp=.034 Reset all Calculate

Source: Researcher’s own calculation using the Soble test calculator, (2021).

Therefore, the indirect effect of PAL on ECOC through ETL is not statistically significant.
Rather, PAL has a statistically significant effect without involvement of the mediator. As a
result, the researcher scrutinized the implication of low level of PAL with a mean score of 2.75
and wondered on presence of other styles of leadership that dominate the studied organizations’
and could have negative relationship with the level of ETL. On his study of transactional
leadership style and its effects on organizational commitment using employees’ trust as a
mediator, Mehmood (2016) found out that employees’ trust on the leader does not predict the
level of ECOC. Rather, there is a statistically significant relationship between transactional
leadership style and ECOC, without the need to develop ETL.

This finding indicates that the leadership style dominantly prevailing in the studied
organizations is not authentic but transactional. It also aligns with findings of the study done by
Yasir, Imran, Irshad, Mohamad and Khan (2016), which revealed that the relationship between
transactional leadership style and ETL is negative and statistically insignificant. It is believed
that through its contingent reward mechanism, transactional leadership could create higher levels
of ECOC. Similarly, a study conducted by Wei, Yuan and Di, (2010) found out that there is
negative relationship between transactional leadership style, characterized by limited information
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sharing, tense relations and supervisor’s strict control on individual behavior of the employees
and employees’ trust in leadership.

Therefore, it could be concluded that presence of a relatively higher level of ECOC in the
studied organizations is caused by the transactional leaders’ carrot and stick approach which
emphasis on rewarding employees who stick to the required behavior and punishing those who
do not.

e The levels of prevalence of authentic leadership (PAL),employees’ trust in leadership
(ETL) and employees’ commitment to organizational change (ECOC) in the studied
organizations

All of the organizations included in this study namely MoE, FCSC, MoLSA and NBoE were

ranked as high performers in reform implementation (FCSC, 2019). To find out if any

statistically significant difference exists among the studied organizations, a multivariate analysis
of variance (MANOVA) was conducted using the variable “organization” as predictor and PAL,

ETL and ECOC as outcome variables. Moreover, size of the difference among the studied

organizations was interpreted using Cohen’s (1988) categorization i.e. <.01 =trivial; .01-

.05=small; .06-.07 =medium and .08 =large.

Table 5.8: Descriptive statistics of multivariate analysis of variance (MANOVA).

Variable Organization Mean Std. deviation N
MoE 2.858 43893 78
FCSC 2.7208 43016 73
PAL MoLSA 2.7772 42290 52
NBoE 2.7268 .36361 166
Total 2.7537 40286 369
MoE 2.6214 .83181 78
ETL FCSC 2.5794 .69723 73
MoLSA 2.5860 .71438 52
NBoE 2.9337 .75828 166
Total 2.7486 77248 369
MoE 3.0148 53625 78
FCSC 3.0032 53347 73
ECOC MoLSA 3.1036 54454 52
NBoE 3.0491 47131 166
Total 3.0404 50750 369

Source: Own analysis based on field survey, (2021).

Results of the MANOVA indicated that there is no sensible difference between the mean scores
and standard deviations of the studied organizations’ level of PAL and ECOC. There is only a
slight difference in mean scores of ETL in the case of NBoE which is 2.9337; while MoE, FCSC
and MoLSA scored 2.6214, 2.5794 and 2.5860 respectively. This difference is depicted by
Figure 5.2.
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Figure 5.2: The means plot of the organizations’ level of ETL
Source, own developed based on field survey, (2021).

Box’s test was used to check the null hypothesis that “the observed covariance matrices of the
dependent variables are equal across the groups.” It tells us whether the data violates the
assumption of homogeneity of variance-covariance matrices. In the current study, the
significance value is p=.216. Therefore, since it is greater than .05, the assumption of
homogeneity of variance-covariance is satisfied. Hence, there is equality of variance matrices in
PAL, ETL and ECOC across the studied organizations.

Table 5.9: Box’s test of equality of covariance matrices

Box’s M 22.789
F 1.243
dfl 18
df2 186501.953
Sig. 216

a. Design: Intercept + organization
Source: Own analysis based on field survey, (2021).

The other test used in MANOVA is the Leven’s test of equality of error variances. In the case at
hand, the significance values for the three dependent variables used in the study are all greater
than .05. That is; PAL (p=.436), ETL (p=.712) and ECOC (p=.650). Therefore, the assumption
of equality of error variances is met.

Table 5.10: Levene’s test of equality of error variances *

F dfl df2 Sig.
PAL 911 3 365 436
ETL 458 3 365 712
ECOC 547 3 365 650

a. Design: Intercept + organization
Source: Own analysis based on field survey, (2021).
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e Tests of between Subjects Effects

Results of the multivariate test showed that there is statistically significant difference among the
studied organizations in terms of their PAL, ETL, and ECOC. However, it does not tell as where
that statistically significant difference lays for sure. To that end, a test of between subjects’
effects was conducted and the results are presented in Table 5.11.

Among the different multivariate tests namely Pillai’s Trace, Wilks’ Lambda,
Hotelling’strace and Roy’s largest root, the Wilks’ Lambda statistics is the most commonly
reported one. Accordingly, Wilks’ Lambda effects in the current study showed that F=2.498,
p=.008, Wilks Lambda=.94; and Partial eta squared=.02. The result shows that there is a
statistically significant difference in ETL among MoE, FCSC, MoLSA and NBoE. Besides, the
size of the difference is determined to be .02, which is a small effect size as per Cohen’s
standardization.

Table 5.11: Multivariate analysis ®of variance (MANOVA)

Effect Value F Hypothe Error Partial Eta.
sis df df Sig. Square
Pillai’s Trace 987 | 9029.350° | 3.000 363.000 | .000 .987
Interc | Wilks’ Lambda 013 | 9029.350° | 3.000 363.000 | .000 .987

ept Hotelling’s trace 74.623 | 9029.350° | 3.000 363.000 | .000 .987
Roy’s largest root | 74.623 | 9029.350° | 3.000 363.000 | .000 .987
Pillai’s Trace .060 2.479 9.000 | 1095.000 | .008 .020
Orga | Wilks” Lambda 941 2.498 9.000 883.597 | .008 .020.
nizati | Hotelling’s trace 062 2.509 9.000 | 1085.000 | .008 .020

on Roy’s largest root .051 6.175° 3.000 365.000 | .000 .048
a. Design : Intercept + organization
b. Exact statistic
c. The statistic is an upper bound on F that yields a lower bound on the significance level
Source: Own analysis based on field survey, (2021).

At this level, since we are looking at a number of separate analyses, the researcher is
methodologically advised to set an alpha level that is higher than the conventional level of .05.
This was done by applying the Bonferroni adjustment which proposes that the conventional
alpha point should be divided to the number of dependent variables used in the MANOVA
(Pallant, 2010). The Bonferroni adjustment is required in order to avoid occurrence of Type |
error which results in rejection of a true null hypothesis due to the lower level of the
conventional cut off point (.05). In the current study, there are three dependent variables namely
PAL, ETL, and ECOC. Hence, a higher P value could be calculated as .05/3=.017. That is, any
p-value which is lesser than .017 indicates presence of statistically significance difference among
the studied organizations.



Table 5.12: Tests of between subjects effects

Source | Dependent | Type Il sum | df | Mean square | F Sig. | Partial Eta
variable of squares squared
Correcte PAL .633° 3 211 1.303 273 011
d model ETL 10.417° 3 3.472 6.059 | .000 047
ECOC 372° 3 124 480 .696 .004
Intercept PAL 2358.663 1 2358.663 | 14568.818 | .000 976
ETL 2219.821 1 2219.821 3873.401 | .000 914
ECOC 2860.974 1 2860.974 | 11061.006 | .000 .968
PAL .663 3 211 1.303 273 011
Organiz ETL 10.417 3 3.472 6.059 .000 047
ation ECOC 372 3 124 480 .696 .004
Error PAL 59.093 365 162
ETL 209.179 365 573
ECOC 94.409 365 259
Total PAL 2857.737 369
ETL 3007.329 369
ECOC 3505.923 369
Correcte PAL 59.726 368
d total ETL 219.596 368
ECOC 94.781 368

a. R squared=.011 (Adjusted R square=.002)
b. R squared=.047(Adjusted R square=.040)
c. R squared=.004(Adjusted R square=-004.)

Source: Own analysis based on field survey, (2021).

The row of the tests of between subjects effects in Table 5.12 which contains the independent
variable, Organization, indicates that there is no statistically significant difference among the
organizations in PAL (p=.273) and ECOC (p=.696). These two dependent variables have trivial
size of difference which is .011 and .004 respectively. However, there is a perfect statistically
significant difference among the studied organizations in their level of ETL (p=.000). The size of
the difference stated as partial Eta squared is also .047 which could be approximated to .05 and
meets Cohen’s medium level of effect size.

Results in the tests of between subjects effects exhibited that the MoE, FCSC, MoLSA and
the NBOE have statistically significant difference in the case of ETL. To find out where that
statistically significant difference in ETL lays among the organizations, a post hoc test with
Tukey’s HSD was conducted. Table 5.13 demonstrates results of the multiple comparisons.
Accordingly, there is statistically significant difference between MoE and NBoE (p=.015), FCSC
and NBoE (p=.005). Whereas the difference in the level of ETL between NBoE and MoLSA is
not statistically significant (p=.021).
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e Multiple Comparisons

Table 5.13: Tukey’s HSD (Honestly significant difference)

Depend. Q) @) Mean Std. Sig. 95% confidence Int.
variable | Organization | Organization | d/f (I-J) | Error Lower | Upper
FCSC .0420 12328 | 986 | -.2761 | .3602
MoE MoLSA -.0354 |.13553 | .994 |-.3143 | .3852
NBoE -.3123 |.10392 | .015 |-.5809 |-.0441
MoE -0420 |.12328 | .986 |-.3602 | .2761
MoLSA -.0066 |.13737 | 1.000 |-.3612 |.3479
ETL FCSC NBoE -.3544 |.10632 | .005 |-.6288 |-.0800
MoE -0354 | .13553 | .994 |-.3852 |.3143
FCSC .0066 13737 | 1.000 | -.3479 | .3612
MoLSA NBoE 3478 12031 | .021 | -6583 | -.0373
MoE 3123 10392 | .015 | .0441 | .5805
FCSC .3544 10632 | .005 |.0800 |.6288
NBoE MoLSA .3478 12031 | .021 | .0373 | .6583

a. Based on observed means

b. The error term is Mean square (error)=.259

c. The mean difference is significant at the.05 level.
Source: Own analysis based on field survey, (2021).

Therefore, results of the MANOVA confirmed that NBoE and MoLSA are slightly better than
MoE and FCSC in terms of the level of ETL. However, they do not have statistically significant
difference in the levels of PAL and ECOC. Over all, it could be concluded that the studied
organizations exhibit below average mean score levels in PAL and ETL. Though the total mean
score for ECOC is 3.04, greater than the total mean scores of PAL (2.75) and ETL (2.74), it is
still a little bit higher than the average.

6. Conclusion

Authentic leadership creates trustworthy relationship between leaders and employees of
an organization. The trust employees have in their leadership and vice-versa enable the
organization to identify its real level of competence and commitment to implement
organizational goals and objectives. Besides, authenticity born trust produces affective
commitment of employees towards achievement of the organization’s objectives. It makes
employees dedicate their sweat and blood to the organization’s success not because they
ought to, but because they want to.

This study was aimed at analyzing the effect of PAL on ECOC with a mediating role
of ETL. Findings show that PAL has positive and statistically significant direct effect on
ECOC. Similarly, PAL has statistically significant positive effect on ETL. Besides, the
indirect effect of PAL on ECOC with a mediating role of ETL is found negative and
statistically insignificant. However, the direct and indirect predictive effects of PAL on
ETL and ECOC are very weak.

All of the studied organizations namely MoE, FCSC, MoLSA and NBoE have almost
similar levels of mean scores on PAL and ECOC. Nonetheless, a statistically significant



difference was found out in the studied organizations’ level of ETL in which it was
relatively higher in the case of NBoE.

Findings of this study are not consistent with findings of previous studies which
indicated that PAL has significant positive effect on ECOC when it is mediated by ETL.
The reason behind this difference is that the studied organizations are not applying
authentic leadership in actual terms. Their leadership style is more aligned to the
characteristics of transactional leadership where employees do not have trust in their
leaders but, they are committed to organizational programs and goals as a result of the
carrot and stick approach followed by transactional leaders. In other words, leaders of the
organizations use strict follow up mechanisms to see whether employees are aligning with
requirements of the planned change; and reward those who admit to the ongoing change
and punish those who do not fully engage in implementing the launched organizational
change. As a result, the organizations have lower levels of employee retention capacity.
That is why majority of the employees they have are too young with few years of service.

Even though the studied organizations are identified as reform champions outshining
in the federal public sector, absence of leadership authenticity and employees’ trust in
leadership could make them incapable to retain committed employees and successfully
thrive via the rapidly changing internal and external environments.

7. Recommendations

Considering, the importance of authentic leadership in creating embedded trust between
leadership and employees and its reciprocal effect to develop employee commitment;
institutionalizing the authentic leadership approachshould be considered as a viable
option for public sector organizations to do away with the challenges and limitations they
are facing due to unethical behavior.This is so because public sector organizations are
driven by the purpose to serve the public interest with honesty and integrity. Authentic
leadership demand leaders to simultaneously be true to themselves, to their followers and
the public. Hence, leaders versed with authentic leadership quality prioritize humanity
over any other matter; they never manipulate their followers and voluntarily admit their
failures. In organizations where authentic leadership style prevails, there is a trustworthy
relationship between leaders and followers that could make them stand unified towards
accomplishment of missions and objectives of their organizations. As a higher standard of
good behavior, authentic leadership enables ethics and morality to bloom in the public
sector. Since authentic leaders naturally prioritize public interest over their positions,
they could easily be versed with real customer centered service delivery.

Authentic leadership as a root concept includes servant leadership, transformational
leadership, and spiritual leadership qualities. Hence, due to its comprehensive nature and
its intimacy with the concept of democratic governance, academic institutions that teach
leadership and governance should include authentic leadership in their leadership
curriculums. Besides, institutions mandated to provide practical trainings and consultancy
on leadership should train and consult leaders on the skills that enable them develop
authentic leadership qualities and competences.

Since, authentic leadership is a recently developed leadership concept; further studies
should be conducted to practically understand how authentic leadership could enhance
employee retention and organizational performance, customer satisfaction and public trust
on the government agencies.
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