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Abstract:

Purpose: This  study  analyzes  the  mediating  role  of  positive  psychological  capital  in  the

relationship between authentic leadership and organizational commitment.

Design/methodology/approach: This  quantitative  study presents  a  model  in  which were

considered  as  variables  mediating  the  relationship  between  authentic  leadership  and

organizational commitment, the four dimensions of positive psychological capital (optimism,

resilience, self-efficacy, hope).

Findings: The results  showed that  positive  psychological  capital  mediates  the  relationship

between authentic leadership and organizational commitment. However, they also indicate that

this mediation is only made for three of the four dimensions of positive psychological capital

(self-efficacy,  hope  and  optimism).  They  also  show  that  resilience  negatively  affects

organizational commitment.

Originality/value: The value of this study is to strengthen the interest in the study of positive

psychological capital as a mediating variable and the importance of development that each of its

dimensions and the impact they may have on other variables, as demonstrated by the results.
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1. Introduction

Individuals'  commitment  to  their  organizations  has  been  considered  a  critical  issue  in

management studies. This is so because organizational commitment can change due to several

factors (Meyer, Allen & Topolnytsky, 1998a). Some studies point to the influence of leadership

on organizational commitment (Harter, Schmidt & Hayes,  2002). It is therefore natural that

organizations  turn  to  leadership  and  the  leader's  role  as  a  way  of  finding  the  desired

organizational context of optimism (Luthans & Avolio, 2003). That's why one of the strategies

followed by some organizations includes testing and implementing new types of leadership.

This is the case of authentic leadership that positively influences individuals' commitment to

the  organization,  as  some  authors  have  found  (Walumbwa,  Avolio,  Gardner,  Wernsing  &

Peterson, 2008).

Other  authors  have  studied  the  relationship  between  authentic  leadership  and  positive

psychological  capital,  and  suggest  in  their  studies  that,  among  other  things,  authentic

leadership  promotes  positive  psychological  capital  and  positive  emotions  (Rego,  Sousa,

Marques & Cunha, 2012). Authentic leaders meet the needs of organizations and individuals

who look to their leaders as role models of character, integrity, and authenticity. They give

them a direction and help them give a meaning to their work and their lives (Gardner, Avolio,

Luthans, May & Walumbwa, 2005). Authentic leadership is characterized by being transparent,

principled and truthful with others, acting in accordance with their values, beliefs and opinions,

and maintaining an authentic and genuine relationship (Gardner et al., 2005; Ilies, Morgeson &

Nahrgang, 2005; Walumbwa et al., 2008; Kernis, 2003). This means that the higher the level

of perceived authenticity, the more committed individuals are to achieving goals objectives

(Kernis, 2003; Kernis & Goldman, 2005). 

Authentic  leadership,  which  is  based  on  the  behavioural  pattern  of  the  leader  and  his

relationship  with the followers,  promotes a  positive  ethical  climate and fosters  employees'

positive  psychological  capacities  (Walumbwa  et  al.,  2008),  which  can  be  quite  useful  for

organizations.  Not  only  does  it  positively  affect  individuals'  behaviours  and  attitudes  and

prompt them to develop their organizational citizenship behaviours, but also achieves desirable

behaviour  and performance  (Ilies  et  al.,  2005;  Rego et  al.,  2012).  That  said  the starting

question for this research is: 

To  what  extent  is  positive  psychological  capital  a  mediator  of  the  relationship  between

determination of authentic leadership and organizational commitment? 

This article proceeds in the following way in order to answer this question. First we review the

literature  on  organizational  commitment,  authentic  leadership  and  positive  psychological

capital. Then we formulate the hypotheses for the theoretical model proposed (Figure 1) by

analyzing  the  relationship  between  authentic  leadership  and  organizational  commitment.

Finally,  we  present  the  method,  results  and  discussion  of  the  findings.  We  then  draw
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conclusions and highlight the main limitations of the study and make suggestions for future

research. 

2. Theory and Hypotheses 

2.1. Organizational Commitment 

Becker (1960) conducted early studies of organizational commitment emerged in the 1960s.

He stated that commitment was a construct that explained the various types of behaviours

considered by individuals to be an investment in organizations that ultimately constrain all

their action and future. Other authors have addressed this issue, developing a construct, but

not a consensual definition accepted by everyone, in the words of Nascimento, Lopes and

Salgueiro (2008). 

Meyer and Herscovitch (2001) reported that, when analyzing all settings, there was something

common to all of them and it helped to define the construct as a psychological link between

individual and organization, and that was a force that stabilized and directed their behaviour.

According to Nascimento et al. (2008), the Meyer and Allen multidimensional model (Meyer &

Allen, 1991), which is composed of three organizational commitment components (affective,

normative, and continuance) enjoys greater consensus, acceptance and use. 

Meyer  and  Allen  (1997)  define  affective  behaviour  as  the  way  workers  are  tied  to  the

organization in emotional terms. It can come from their own perception of just how they are

treated and respected by the organization and the confidence they have in their superiors.

These authors uphold that an employee who feels fulfilled and satisfied at work will want to

stay with the organization. Continuance commitment is how employees feel connected to the

organization, as it takes account of the costs of their departure and the fact that if  they

decide to leave, they may lose their entire investment. On the other hand, if employees see

no way of changing jobs, their level of commitment increases (Meyer & Allen, 1997). Finally,

we have normative commitment, which is associated with the moral component of obligation

and duty. According to Meyer and Allen (1997), employees feels a duty of responsibility to

the  organization,  which  leads  them  to  act  competently  but  without  enthusiasm  or

commitment. 

More recently, based on work already done, some authors have referred to the existence of

organisational commitment profiles. This was the case of Meyer and Parfyonova (2010), who

referred to two commitment profiles associated with the relationship between the normative

and affective components, and another, where the normative component was associated with

calculative component. These authors do not mention how each of the Meyer and Allen (1991)
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components  relate  independently,  but  rather  how  form  and  intensity  as  these  same

components relate to each other. 

2.2. Authentic Leadership 

The  concept  of  authentic  leadership  was  developed  on  the  basis  of  the  attitudes  and

behaviours of leaders who positively influence their followers and the models that incorporated

positive organizational behaviour (POB). This emerged in the early 21st century as an area of

interest, in which additional studies have been conducted in the areas of transformational and

ethical leadership (Avolio, Gardner, Walumbwa, Luthans, & May, 2004; Gardner et al., 2005;

Harter, 2002; Ilies et al., 2005). 

Luthans and Avolio (2003) define the construct of authentic leadership as "a process designed

to build on the positive psychological capacities and a highly developed organizational context,

which results in greater self-awareness and a positive self-regulated behavior by leaders and

colleagues, fostering a positive self-development" (Luthans & Avolio, 2003: page 243). 

Ilies  et  al.  (2005)  presented  a  model  of  authentic  leadership  with  four  dimensions

(self-consciousness,  unbiased  processing,  authentic  behaviour,  and  authentic  relational

orientation). In turn, Gardner et al. (2005) attempted to integrate the various perspectives and

definitions of the construct and put forward a model of authentic leadership and development

of  followers,  focusing  on  components  of  self-awareness  and  self-regulation  of  authentic

leadership. These authors identified several factors associated with authentic self-regulation,

such  as  internal  regulation,  balanced  information  processing,  relational  transparency,  and

authentic behaviour. They also say that even stating that authenticity is associated with high

levels of cognitive, emotional and moral development. 

According to Walumbwa et al. (2008), the models presented by Ilies et al. (2005) and Gardner

et al. (2005) were strongly influenced by the concept of authenticity (Kernis, 2003). Based on

these studies Walumbwa et al. (2008) redefined the concept of authentic leadership presented

by Luthans and Avolio (2003) with a new definition as "a pattern of leader behavior that

promotes  both  positive  psychological  capacities  and  a  positive  ethical  climate,  to  foster

self-awareness,  internalized  moral  perspective,  balanced  processing  of  information,  and

relational  transparency  in  the  work  of  leaders  with  subordinates,  fostering  positive

self-development” (Walumbwa et al., 2008: page 94). 

According to Walumbwa et al. (2008) each of these dimensions has characteristics that help

describe  the  behaviour  of  the  leader  and  allow  them  to  be  recognized  as  authentic.

Accordingly, associated with the self-awareness dimension, is the knowledge that leaders have

of  their  strengths and weaknesses and the impact  that  they have on others.  The second
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dimension, internalized moral perspective, refers to self-regulating behaviour based on values

and principles and not because of external pressure. The balanced information processing scale

is  characterized  by  the  leader's  ability  to  set  goals,  carefully  examining  the  relevant

information before making a decision. Finally the relational dimension focuses on the leader's

transparency and ability to generate a climate of trust between everyone, while allowing the

sharing of thoughts and emotions. 

Walumbwa et al. (2008) reported that this construct was initially considered as having five

distinct but related components. These are self-awareness, relational transparency, domestic

regulation  (i.e.  authentic  behaviour),  balanced  information  processing  and  positive  moral

perspective. He upholds that the internal regulation and positive moral perspective dimensions

have  been  transformed  into  a  single  dimension  called  internal  moral  perspective,  which

involves  the  internal  drive  of  a  leader  to  achieve  integrity  of  behaviour,  i.e.  consistency

between values and actions. This is because these two dimensions have become consistent

with internal standards and the values themselves and are therefore conceptually equivalent. 

In view of  the empirical  evidence,  Walumbwa et al.  (2008),  and the concept of  authentic

leadership of Kernis (2003) and Kernis and Goldman (2005), can be treated as a higher order

of  global  construct,  represented  by  four  dimensions.  Walumbwa  et  al.  (2008)  found  that

variance attributed to true global leadership was more important than the variance attributed

to each of its dimensions. 

2.3. Positive Psychological Capital 

Positive Psychology research emerged about 15 years ago. Instead of traditional psychology,

which focused on the negative aspects of human health, they focused their study on what is

good in people, making them more productive (Luthans, Luthans & Luthans, 2004). 

Studies in this area later stimulated the appearance of two different streams of research that

supported positivity and management based on the strengths of the organization. This resulted

in positive organizational scholarship (POS) and positive organizational behaviour (POB) which

originate from positive psychology (Seligman, 2005).

The  literature  reports  that  POS  argues  that  more  stable  behaviour  and  consequent

psychological characteristics result, as part of the character and positive virtues, and in turn,

POB argues that  behavioural  characteristics must be seen primarily as a result  of  positive

psychological  states.  In other  words,  POS and POB represent distinct  ethical  assumptions,

since they point to different components of reality as a key element in explaining the positive

behaviors (Lopes, 2013).
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To Luthans,  Youssef and Avolio (2007),  POB focuses on the individual  level and examines

various  forces  and  positive  psychological  capacities  that  can  be  measured  and  evaluated.

Development focuses on a perspective of positive  results  in  performance,  which results  in

improved  organizational  performance  (Luthans,  Avolio,  Walumbwa  &  Li,  2005;  Luthans  &

Youssef, 2004). 

Positive  psychological  capital  (PsyCap)  is  defined  as  "a  positive  psychological  state  of

development that is characterized by having the confidence to take on and put the necessary

effort to succeed at challenging tasks (self-effectiveness); make a positive attribution about

succeeding now and in the future (optimism); be persevering towards goals and when you

need to redirect the paths to success (hope) and, when shaken by problems with adversity,

sustain and recover, go further and beyond to achieve success (resilience)." (Luthans, Youssef

et al., 2007: page 3). 

These authors refer to these four (interacting) psychological skills that best harmonize with the

criteria of POB, and this gives rise to the name of the construct, positive psychological capital

(PsyCap). 

2.4. Authentic Leadership as a Predictor of Organizational Commitment 

In  the  three  components  forming  part  of  Meyer  and  Allen's  (1991)  model,  organizational

commitment,  is  predictive  of  the  behaviour  of  workers  in  the  organization  to  which  they

belong, indicating how they position themselves and are connected to it. This has an influence

on performance and absenteeism (Meyer, Standley, Herscovitch & Topolnytsky, 2002; Ng &

Feldman, 2008; Mathieu & Zajac, 1990). 

Meyer  et  al.  (2002),  report  that  each  dimension  of  the  Meyer  and  Allen  organizational

commitment model (Meyer & Allen, 1991) has a history that explains individuals' connection to

the organization. 

Affective commitment is associated with personal characteristics (Mathieu & Zajac, 1990), such

as perceived competence, age (as workers grow older, they have fewer job opportunities and

increase their investments), educational attainment (there is a negative relationship with this

dimension since it is related to the possibility of more alternative employment). However, some

authors, point to professional features as predecessors of this dimension, such as seniority in

the organization, which is related to organizational dependence (Meyer, Irving & Allen, 1998b;

Mathieu & Zajac, 1990), job satisfaction and professional experience associated with a greater

sense  of  responsibility  that  therefore  leads  to  greater  commitment  (Meyer  et  al.,  1998b).

Personal characteristics, the alternative of changing employment and seniority are part of the

history of calculative commitment (Allen & Meyer, 1990). Finally, Allen and Meyer (1990) state
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that the background of normative commitment is related to socialization experiences from the

employee's relationship with the organization. 

Given these studies and those of Harter et al. (2002), Walumbwa et al. (2008) states that

authentic leadership is directly related to increased organizational commitment (in particular

the affective dimension) due to the behavioural pattern of the authentic leader, because it can

positively  affect  the  behaviours  and  attitudes  of  employees,  developing  commitment,

organizational citizenship behaviours and performance (Ilies et al., 2005; Rego et al., 2012.).

This causes followers to feel more committed to achieving the goals and objectives that have

been set, given their degree of perceived authenticity (Kernis, 2003; Kernis & Goldman, 2005).

We have therefore formulated the following hypothesis:

H1:  Authentic  leadership  positively  influences  individuals'  commitment  to  the

organization.

2.5. Authentic Leadership As a Predictor of Psychological Capital 

Some studies point to the fact that the authentic leader demonstrates confidence, optimism,

hope  and  resilience,  able  to  influence  his  followers  and  thus  their  development  through

emotional spread and positive social relationships stimulating so all PsyCap of his followers

(Gardner et al., 2005; Avolio et al., 2004; Ilies et al., 2005; Norman, Luthans & Luthans,

2005). It is in this sense that Gardner et al. (2005) argues that authentic leaders "leave

positive  psychological  states  accompanying  the  optimum  levels  of  self-esteem  and

psychological well-being, such as confidence, optimism, hope and resilience, to model and

promote the development of these states in others" (Gardner et al., 2005: page 345). Other

studies,  argue that  the  way individuals  perceive  the  psychological  state  of  the authentic

leader has influence on the development of their positive psychological capacities (PsyCap),

this  is  about  hope and resilience,  optimism and self-effectiveness  (Norman et  al.,  2005;

Avolio et al., 2004; Ilies et al., 2005), consistently with the possibility of these capabilities

being developed. 

As previously mentioned, authentic leadership, through the behavioral patterns of its leaders,

influences  and  encourages  the  development  of  positive  psychological  capacities  in  their

followers,  by contagion or  transmission,  thus leading to higher  levels  of  self-effectiveness,

hope,  optimism  and  resiliency  (Avolio  et  al.,  2004;  Yammarino,  Dionne,  Schriesheim  &

Dansereau, 2008; Ilies et al., 2005; Norman et al., 2005). 

Through emotions, criticism and constructive feedback and their ability to remain hopeful and

confident, authentic leaders are able to influence optimism, self-effectiveness and hope in their

followers (Avolio et al., 2004; Luthans, Youssef et al., 2007; Ilies et al., 2005). Norman et al.
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(2005) suggest that perception of positive psychological states in the authentic leader by these

followers has a positive influence on followers' resilience. In view of this, we have put forward

the following hypotheses:

H2: Authentic leadership positively influences the PsyCap of followers.

H2a: Authentic leadership positively influences self-effectiveness.

H2b: Authentic leadership positively influences hope.

H2c Authentic leadership positively influences resilience.

H2d: Authentic leadership positively influences optimism. 

2.6. Positive Psychological Capital As a Predictor of Organizational Commitment

Luthans, Youssef et al. (2007) report in their study that each of the four features of positive

psychological capital (PsyCap) can be developed and have a significant impact on employees'

attitudes,  behaviour  and  performance  and  that  the  effect  of  development  of  PsyCap  on

attitudes is greater among employees who have a higher tendency to develop it as they have a

behavioural pattern compatible with organizational goals and objectives. 

There are other authors who corroborate this, suggesting that the employees most likely to

develop PsyCap are those who, in view of the expectation that they will be more successful due

to their greater optimism and belief in their abilities, end up feeling more satisfied with their

work and committed to the organization (Luthans, Youssef et al., 2007; Luthans, Avey, Clapp-

Smith & Li, 2008). 

Avey,  Reichard,  Luthans  and Mhatre  (2011)  assessed  the  impact  of  positive  psychological

capital on attitudes, behaviour and performance of employees. They divide employees into two

categories: those who by their actions, and taking account of the organization's goals and

targets,  are  considered undesirable  and/or  desirable  by  Human Resources or  Management

itself. They conclude, among other things, that all dimensions of PsyCap (self-effectiveness,

optimism, hope and resilience) have an influence on employee attitudes considered desirable,

i.e. that there is a positive relationship between PsyCap and job satisfaction, organizational

commitment and psychological wellbeing. 

Youssef and Luthans (2007) refer to the fact that positive psychological dimensions such as

hope, optimism and resilience are positively related to organizational commitment, while Avey

et  al.  (2011)  suggest  that  all  dimensions  of  positive  psychological  capital  are  positively

correlated with organizational commitment. Regarding this, we have developed the following

hypotheses:
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H3: PsyCap positively influences employees' organizational commitment.

H3a: Self-effectiveness positively influences organizational commitment.

H3b: Hope positively influences organizational commitment.

H3C: Resilience positively influences organizational commitment. 

H3D: Optimism positively influences organizational commitment.

2.7. Mediation Hypotheses

As already mentioned, authentic leadership influences organizational commitment and positive

psychological capital. This is due to the leader's behavioural pattern. It can be assumed that

authentic  leadership  directly  and/or  indirectly  influences  organizational  commitment  with

positive psychological capital. Based on the theories and results of the various authors, we can

assert the following hypotheses on mediation:

H4: PsyCap mediates the relationship between authentic leadership and organizational

commitment.

H4a:  Self-efficacy  mediates  the  relationship  between  authentic  leadership  and

organizational commitment.

H4b:  Hope  is  a  mediator  of  the  relationship  between  authentic  leadership  and

organizational commitment.

H4c:  Resilience  is  a  mediator  of  the  relationship  between  authentic  leadership  and

organizational commitment.

H4d:  Optimism  is  a  mediator  of  the  relationship  between  authentic  leadership  and

organizational commitment.

Figure 1. Research Model and Hypotheses
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3. Methodology 

3.1. Data Collection and Sample 

Data was collected in an anonymous questionnaire that included questions about the three

variables  referenced  in  this  study.  The  respondents  were  working  students  at  a  large

Portuguese state university. The data were collected from November 2013 to March 2014. 

The study consisted of convenience sampling and the data came from 309 employees working

in the public or private sector. 59.9% of the respondents were female, aged between 18 and

65, with a mean age of 34.79 years. 24.3% of the respondents had been working for less than

a year in their current organization and 23% held managerial positions. 

3.2. Measurement of Organizational Commitment 

The latest Meyer and Allen version was used (1997), adapted and validated for Portugal by

Nascimento et  al.  (2008).  The questionnaire  consisted of  19 items representing the  three

components (affective, normative and continuance). The answers to the questionnaire used a

Likert scale ranging from 1, "strongly disagree", to 7, "strongly agree". 

Using LISREL (version 8.8) we conducted a confirmatory analysis of the model with all items

comprising  the  three  scales.  We  also  tested  the  author's  model  (M1)  and  a  first

one-dimensional solution (M2), obtaining values above the reference figures. This meant that,

after  successive  confirmatory  analyses,  we  reached  a  final  one-dimensional  solution  (M3)

consisting of the items CO06_a, CO09_a, CO11_a, CO15_a, CO10_n and CO18_n. 

The results obtained by the M1 model show that the values of the adjustment measures of

goodness of fit are not within the parameters deemed acceptable by Hair, Black, Babin, and

Anderson (2010). We then went on to a first one-dimensional solution (M2), obtaining values

above the reference value. Given the results, we performed a confirmatory analysis of the

one-dimensional model (M3) consisting of items CO06_a, CO09_a, CO11_a, CO15_a, CO10_n

and CO18_n. The values obtained (χ2: 10.35; RMSEA: 0.022; GFI: 0.98; χ2 / df: 1,15; Model

AIC: 34.35) for the latter factor solution, showing a significant improvement in the indicators

of goodness of fit. 

Given the results,  we chose this model (M3), which suggests the existence of a profile  of

commitment,  going  against  the  theoretical  framework of  Meyer  and  Allen  (1991).  In  this

particular case, there is evidence of a strong relationship between the affective and normative

component, as suggested by Meyer and Parfyonova (2010). 
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This M3 model solution fits the dominant profile of impairment AC / NC - which according to

these authors,  reports  the most committed,  positive,  motivated and healthiest  employees,

bringing this advantage to the organization. 

3.3. Measurement of Authentic Leadership 

We used the Authentic Leadership Questionnaire - 16 (Copyright © 2007 Authentic Leadership

Questionnaire, ALQ -16) developed by Avolio, Gardner and Walumbwa. All rights reserved in all

media.  Distributed  by  Mind  Garden,  Inc.  www.mindgarden.com)  properly  translated  into

Portuguese and reviewed by bilingual professionals. The questionnaire consisted of 16 items

representing the four  dimensions  of  the construct  (self-awareness,  relational  transparency,

internalized moral perspective, and balanced processing), and included a Likert scale, ranging

from 0 "never" to 4 "frequently if not always". Examples of items included in the questionnaire

are: Tells the hard truths; their actions are consistent with their beliefs; Understands how their

actions impact on others. 

Using  LISREL  (version  8.8),  we  tested  the  model  (M1),  proposed  by  the  author,  the

one-dimensional model (M2) and a second order factor solution (M3). All items comprising four

scales were used in the first confirmatory factor analysis. The results determined that there

was  no  need  to  extract  any  items  because  its  loading  factor  was  greater  than  0.5,  i.e.,

according to the criteria defined by Hair et al. (2010). 

We found, however, that the correlation between the four dimensions was excessively high,

ranging  between  0.82  and  0.93.  These  results  suggest  a  one-dimensional  model,  which

confirmed our decision to test the one-dimensional model (M2) and the second-order factor

analysis model (M3) to determine the weight of each variable in the construction of a four-

dimensions integrative variable that corresponds to authentic leadership. Several authors have

raised the issue of latent variables strongly correlated within a loose fit of the final model,

particularly due to phenomena of multicollinearity (Hair et al., 2010). 

However, when we compared goodness of fit measurements in both models, we found that M1

was the one that had the best indicators (χ2: 248.89; RMSEA: 0.71; GFI: 0.84; χ2 / df: 2,57;

Model AIC: 324.89), meeting the criteria set by Hair et al. (2010). We therefore decided to

use it. 
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3.4. Measurement of Positive Psychological Capital 

To measure positive psychological capital, we used the PsyCap Questionnaire - 12 (PCQ - 12),

developed and validated by  Luthans, Youssef at al. (2007). It was provided by Mind Garden

(www.mindgarden.com) already translated into Portuguese, and revised by bilingual professionals.

The PCQ - 12 measures four dimensions of the construct (self-efficacy, optimism, hope and

resilience) and had already been translated into Portuguese by the authors themselves. 

The PCQ - 12, was validated for Portugal by Viseu, Jesus, Reus, Ng and Cara-Linda (2012). These

authors confirmed the validity of PQC- 12 as a good measure of the four dimensions of the

construct. Other authors such as Avey, Luthans and Mhatre, (2008), stated that the PCQ - 12

ensured the validity of the construct and its suitability for longitudinal studies. 

Employees were asked to answer the questionnaire on a Likert Scale, between 1 “I totally

disagree”  and  6  “I  entirely  agree”  with  each  sentence  in  the  questionnaire.  Examples  of

statements  in  the  questionnaire  are:  “I  feel  confident  representing  my  area  of  work  in

management meetings”; “I can only count on myself in the job if needed”; “I am optimistic

about what is going to happen in my job in the future”.

Using  LISREL  (version 8.8),  we  conducted  a  confirmatory  factor  analysis  of  these  scales,

starting with the author's model (M1), then the one-dimensional model (M2) and the second-

order factor model (M3). 

The  results  obtained  by  both  models  showed  that  the  M1  had  a  better  goodness  of  fit

(χ2: 84.63;  RMSEA: 0.050;  GFI:  0.92;  χ2 /  df:  1.76;  AIC Model:  144.63)  and its  values

complied with Hair et al. (2010). We therefore decided to use it. Even taking into account that

the optimism dimension only consists of two items, which goes against Hair et al. (2010), who

tells us that the minimum acceptable number of items per factor should be four, this final

factorial solution (M2) it tallies with the theoretic framework proposed by Luthans, Youssef et

al. (2007). We therefore decided to use model M2. 

4. Results 

We now show the descriptive  statistics  of  the  latent  variables that  are  part  of  this  study

(Table 1). The values shown in the table are weighted taking into account the factor loading of

the items in each variable of the models resulting from a confirmatory analysis (models with

best goodness of fit index).
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 M DP 1 2 3 4 5 6 7 8 9 10

1. Authentic 
Leadership 
(Global)

(0 4) 1,75 0,676 (0,942)*         

2. Relational 
transparency 
(A.L.)

(0-4) 1,68 0,659 0,312** (0,824)*        

3. Internalized 
moral 
perspective 
(A.L.)

(0-4) 1,89 0,794 0,274** 0,783** (0,851)*      

4. Balanced 
processing of 
information 
(A.L.)

(0-4) 1,68 0,793 0,273** 0,748** 0,753** (0,787)*      

5. Self-
awareness 
(A.L.)

(0-4) 1,76 0,798 0,182** 0,721** 0,713** 0,762** (0,864)*     

6. C.O. (1-7) 3,56 1,312 0,202** 0,256** 0,321** 0,278** 0,281** (0,864)*    

7. Self-efficacy 
(PyCap) (1-6) 3,91 0,902 0,910** 0,216** 0,262** 0,312** 0,215** 0,393** (0,834)*   

8. Hope 
(PsyCap)

(1-6) 3,12 0,639 0,906** 0,237** 0,260** 0,258** 0,236** 0,442** 0,547** (0,746)*  

9. Resilience 
(PsyCap) (1-6) 2,76 0,559 0,891** 0,149** 0,171** 0,157** 0,176** 0,190** 0,398** D,43D** (0,487)*

10. Optimism 
(PsyCap)

(1-6) 3,47 0,916 0,889** 0,139** 0,203** 0,174** 0,217** 0,352** 0,335** 0,382** 0,360** (0,717)*

* Cronbach Alphas. ** Correlation is significant at the 0.01 level (2 extremities)

Table 1. Means, standard deviations and correlations

Given the range of the scale used (0 - 4) to measure authentic leadership, we find that the

average  value  obtained  by  authentic  leadership  as  a  global  construct  and  by  its  four

dimensions, is slightly below the midpoint of the range, which is 2.5. It is also showed that the

results pointed to moderate positive correlations between dimensions, which is consistent with

the theoretical framework proposed by several authors, e.g. Walumbwa et al. (2008). 

In the case of commitment, the average obtained is slightly higher than the midpoint of the

response scale (1-7), which is 3.5. 

The average obtained from analyzing dimensions comprising psychological capital  took into

account the scale (1-6) used, except that we were able to measure size resilience, which had a

slightly  lower  average.  All  other  dimensions  had  positive  psychological  capital  above  the

midpoint of the scale, and we also found that all the variables were positively correlated with

each other, moderately, which was consistent with the theoretical framework. 

In conclusion, we found that all the correlations between variables were positive, with the most

significant between the dimensions of positive psychological capital. This ties in with the theory

of Luthans, Youssef et al. (2007), i.e. that the four dimensions of positive psychological capital

interact with each other. 
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4.1. Testing the Hypotheses and Research Model 

Although the results justified a one-dimensional approach to authentic leadership, we decided

to keep the four dimensions provided by the authors (Walumbwa et al., 2008).

The  proposed  model  converged  and  introduced  acceptable  indicators  of  goodness  of  fit

(Figure 2). However, we found that the structural relationships between the latent variables

corresponded  to  the  real  dimensions  of  the  lead  (although  high)  and  the  variables

corresponding to positive psychological capital and organizational commitment had less than

1.96 t-values, and were not statistically significant. 

Taking into account that the relationship between variables is between -1 and 1, there are

values  that  are  not  acceptable,  for  example,  the  estimated value of  balanced information

processing dimension (AL) and self-efficacy (PsyCap), which is 1.94 (t-value of 1.68). It is

therefore  not  statistically  acceptable,  as  it  calls  into  question  the  proposed  model  in  its

authentic leadership component. 

We  found  the  estimated  value  of  the  relationship  between  authentic  leadership  and  the

dimension resilience (PsyCap) was not statistically significant, so we decided to run a new

model without this relationship. These results suggest a strong influence of multicollinearity, as

previously mentioned, so we decided to test a model in which authentic leadership appears as

a unidimensional latent construct. This new model shows acceptable goodness of fit.

An analysis of standard estimates of existing equations allowed us to study the assumptions

made, which was done using a methodology of structural  equation modeling using LISREL

(version 8.8). According to Gefen, Straub and Boudreau (2000), this allows you to answer a

series of interrelated issues simply, systematically and comprehensively, i.e. it enables us to

model the relationships between multiple independent and dependent constructs. 

We found that authentic leadership exerts influence on the organizational commitment (H1 not

rejected)  relationship  but  this  is  not  very  significant.  As  for  the  influence  of  authentic

leadership on the four dimensions of positive psychological capital, we found that there was a

significant relationship on the self-efficacy dimension hope (H2a not rejected) and the hope

dimension (H2b not  rejected)  is  negligible  on the optimism scale  (H2d not rejected).  The

hypothesis  assuming  that  authentic  leadership  influences  resilience  (H2c)  was  rejected

because the values were not statistically significant in the statistical analysis. 

Finally, as to the influence that each of the dimensions of psychological capital has on the

profile  of  impairment,  none of  the proposed hypotheses  (H3a,  H3b,  H3C and H3D),  were

rejected. However, the hypothesis assumed that the influence of resilience on organizational

commitment (H3C) shows a negative standardized estimate (-0.23) and the value of t-values

is negligible.
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Figure 2. Results of the final model

Looking at the diagram of the overall  final  model,  we can infer  that,  given that authentic

leadership  arises  in  the  study  as  a  predictor  of  positive  psychological  capital  (mediator

variable), the dimension that achieved the highest R² was self-efficacy with R² = 0.05. As for

authentic leadership as a predictor of organizational commitment (dependent variable), 36%

(R² = 0.36) of the total variance can be explained by authentic leadership. 

Turning to the chances of mediation, we agree with several authors suggest that the way in

which authentic leaders relate and interact with their followers leads to higher organizational

commitment by individuals, as it generates higher levels of positive psychological capital. In

other words, the development of Psycap produces higher levels of commitment (Walumbwa et

al.,  2008; Ilies et al.,  2005; Rego et al., 2012; Gardner et al.,  2005; Avolio et al.,  2004;

Norman et al., 2005; Luthans, Avolio, Avey & Norman, 2007; Luthans et al., 2008; Avey et al.,

2011).

Baron and Kenny (1986) asserted that “To test for mediation, one should estimate the three

following regression equations: first,  regressing the mediator on the independent variable;

second, regressing the dependent variable on the independent variable; and third, regressing

the  dependent  variable  on both  the  independent  variable  and on the mediator”  (Baron &

Kenny, 1986: page 1177). 

In  addition,  the  same authors  also  state  that  to  test  the  hypotheses  of  mediation  some

assumptions must be met, and three conditions must exist to confirm the effect of mediation:

a)  the  independent  variable  significantly  affects  the  mediator  variable  and  the  dependent

variable; b) the mediating variable significantly affects the dependent variable; c) the mediator

varies  significantly  and affects  the  relationship  between the  independent  variable  and the

dependent variable.
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As such, and according to these authors' assumptions, we propose in the present study to test

an indirect effect of mediation. We chose to use the criteria of MacKinnon, Lockwood, Hoffman,

West and Sheets (2002).

Indirect mediation was tested through the z', which is one of many models that the authors

refer to in their study. The z' value for a significance level of 0.05 seconds MacKinnon et al.

(2002) has a critical value of 0.97.

Thus, for the mediation of authentic leadership / self-efficacy / organizational commitment,

there was a z' value of 1.57, which is significant. The same applies to mediation of authentic

leadership / hope / organizational commitment in which the z' value is 1.69, and authentic

leadership in mediation / optimism / organization whose commitment z' value is 1.52.

5. Discussion 

We sought to answer the initial question proposed for this research and test our hypotheses

with a statistical analysis of data obtained using the techniques mentioned above. The results

support H1, which is consistent with Walumbwa et al. (2008), i.e. authentic leadership has

influence  on  organizational  commitment.  Taking  account  of  the  results  obtained  by  the

confirmatory analysis of organizational commitment that suggest a profile of AC / dominant

NC,  commitment,  we  can  say  that  authentic  leadership  also  influences  the  normative

dimension. 

The results point to non-rejection of H2, i.e. that authentic leadership positively influences the

PsyCap of followers, which is consistent with the theoretical framework proposed by several

authors, who reported that the attitudes and behaviours of an authentic leader stimulated the

PsyCap of  his/her  followers (Gardner  et  al.,  2005;  Avolio  et  al.,  2004;  Ilies  et  al.,  2005;

Norman et al., 2005). 

The  results  point  to  non-rejection  of  the  hypotheses  that  authentic  leadership  positively

influences  self-efficacy  (H2a),  authentic  leadership  positively  influences  hope  (H2b)  and

authentic  leadership  positively  influences  optimism  (H2d).  These  results  confirm  what  is

suggested by several authors, which is that an authentic leader's behaviour influences and

stimulates different PsyCaps in his/her followers (Avolio et al., 2004; Yammarino et al., 2008;

Ilies et al., 2005; Norman et al., 2005). 

However,  the  results  suggest  the  rejection  of  the  hypothesis  that  authentic  leadership

positively influences resilience (H2c), which goes against some authors, who reported that

authentic leadership influenced resilience, and consequently positively influenced performance

and organizational commitment (Avolio et al., 2004; Norman et al., 2005; Walumbwa et al.,

2008; Luthans et al., 2005; Luthans, Youssef & Avolio, 2006). However, in part, this result is
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justified as suggested by several authors. In view of the results obtained, we have doubts

about  the  actual  nature  of  resiliency,  i.e.  it  is  a  more  personal  construct  than  the  other

dimensions  of  positive  psychological  capital  and  is  therefore  not  determined  by  variables

external to the individual (Luthans & Youssef, 2004), such as leadership authentic.

The  results  confirm  H3,  i.e.  that  positive  psychological  capital  positively  influences

organizational commitment, going back to some authors, who reported in their studies that

positive psychological  capital  positively affects organizational performance and commitment

(Luthans, Avolio et al., 2007; Luthans et al., 2008; Avey et al., 2011). 

Finally, the results point to non-rejection of the hypotheses; self-efficacy positively influences

commitment  (H3a);  hope  positively  influences  commitment  (H3b);  resilience  positively

influences  commitment  (H3c)  and  optimism positively  influences  commitment  (H3d).  This

confirms several authors' theories that consider that all dimensions of positive psychological

capital are positively correlated with organizational commitment (Avey et al., 2011; Luthans et

al., 2005; Luthans et al., 2006). The influence for resilience was negative, however. In short,

the final results obtained confirm that positive psychological capital mediates the relationship

between authentic leadership and organizational commitment. 

6. Conclusions

The final results suggest the one-dimensionality of the authentic leadership construct, to the

extent that strong correlations were obtained between the four dimensions and high values in

the relations of determining the dimensions. This leads to the use of the authentic leader

construct as one-dimensional imaging, due to the multicollinearity phenomenon.

One  of  the  most  interesting  results  suggests  that  resilience  can  negatively  affect  (?)

organizational commitment (Hypothesis H3). The greater an individual's resilience, the lower

their organizational commitment to the organization is, particularly in its moral dimension, i.e.

affective  and  normative  moral  profile  as  established  by  Meyer  and  Parfyonova  (2010).

Organizational studies that include resilience are recent. Although it has long been known in

psychology it has only recently been measured as meeting the POB criteria (Luthans, 2002;

Luthans  &  Youssef,  2004;  Lopes  &  Cunha,  2005).  This  construct  is  defined  as  "positive

psychological capacity to respond to adversity, uncertainty, conflict, failure and even positive

change, progress and increased responsibility" (Luthans, 2002: page 702). 

In the same vein, several authors consider that as resilience is not a specific and not solely

likely  to  be  enhanced  at  organizational  level,  given  its  importance  to  the  objectives  and

organizational strategy and the current organizational context, organizations should implement

strategies  for  developing  it  because  this  characteristic  could  translate  into  a  competitive
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advantage (Luthans & Youssef, 2004). However, the same authors argue that failure of these

strategies can lead to unwanted and harmful outcomes for both parties. 

Luthans and Youssef (2004) even suggest that resilience is a long journey throughout life as

part of people's development process, taking into account the context and the environment,

and that it is a process and not a goal. Considering our results, we wonder about the actual

nature of resilience. That is it is a more personal construct, unlike the other dimensions of

positive psychological capital, and therefore cannot be determined by variables external to the

individual, such as authentic leadership. Rather than undermining an established framework,

these results may be a factor in the development of new studies, aligning the perspective of

Popper  (2003)  of  a  need  for  refutation  of  situations  (a  particular  established  theoretical

framework) to progress this same theoretical framework. 

We  question  the  positioning  of  resilience  and  its  influence  on  organizational  commitment,

comparing it with other constructs of a negative nature, such as organizational cynicism (Assis

&  Nascimento,  2014)  or  a  positive  determination  between  normative  organizational

commitment and negligence found by Nascimento (2010). 

Finally,  our  results  show that positive psychological  capital  is  an important variable in  the

relationship between authentic leadership and organizational commitment. They confirm the

importance and reinforce the need for organizations to implement strategies to develop it. 

6.1. Limitations and Future Studies 

A major  limitation  was  the  fact  that  the  survey  used  to  collect  the  data  from the  three

variables simultaneously was lengthy, so it may have resulted in less reliable answers, which

certainly had an impact on the data obtained. 

A second limitation has to do with the current organizational and social context experienced by

individuals. Current constraints can lead to people being conditioned in the organization and

looking at their leaders with suspicion. This reality may have affected the way the respondents

answered and their willingness to answer the questionnaire. 

A third limitation lies in the knowledge that one has of oneself, as this may have influenced the

answers  to  the  questionnaire,  especially  when  it  came  to  positive  psychological  capital,

because the instrument used as a reference for obtaining data on this construct (PCQ - 12)

compelled individuals to analyze and know themselves. 

As the final results show, authentic leadership does not have anything to do with resilience,

and  the  results  indicate  that  this  dimension  of  positive  psychological  capital  negatively

influences organizational commitment. 
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Given these results and the fact that all theoretical evidences indicate precisely the opposite,

we  recommend  a  longitudinal  study  (as  it  ensures  more  reliable  data),  involving  the

dimensions of the three variables under study here, but in similar cultural and socio-economic

contexts,  and comparing the results  with those obtained in this  study,  in  order  to  assess

whether there is any other variable that may explain these results. 

Finally, taking Luthans, Youssef et al. (2007) into account when they say that we should invest

in PsyCap as a whole, we suggest a study of the impact of authentic leadership in which its

followers could be measured, for example, in terms of productivity, well-being and citizenship

in two separate teams, where one only invested in some of the dimensions of PsyCap and on

the other in all  the dimensions. This could prove not only the theories of authors such as

Luthans, Youssef et al. (2007), but also prove what Gardner et al. (2005) and Walumbwa et al.

(2008) reported in their studies, i.e. that both variables are important in an organizational

context. 
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