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The study analyzes how authentic leadership (AL) predicts employees' creativity both directly and through
the mediating role of employees' positive affect and hope. Two hundred and three employees working in
Portuguese retail organizations participate in the research. Employees report their hope and positive affective
states, as well as the AL of their supervisors. Supervisors report the employees' creativity. The main findings
are: (a) AL predicts employees' creativity, both directly and through the mediating role of employees' hope;
(b) AL also predicts employees' positive affect, which in turn predicts employees' hope and, thus, creativity.
The study enriches the understanding of the processes through which AL improves employees' creativity, and
provides valuable insights for both scholars and practitioners. By promoting AL, and employees' hope and
positive affect, organizations may increase employees' creative performance, creativity being an important
path to organizational performance.

© 2012 Elsevier Inc. All rights reserved.
1. Introduction

Global competition, economic uncertainty, and rapid technologi-
cal change make creativity, the “cornerstone of innovation” (Klijn &
Tomic, 2010, p. 322), a crucial organizational resource and a path to
organizational performance and survival (Reiter-Palmon & Illies,
2004; Shalley & Gilson, 2004; Zhang & Bartol, 2010). Creativity in
the workplace is the production of novel and useful ideas or solutions
concerning products, services, processes, and procedures (Amabile,
1997; Oldham & Cummings, 1996; Zhou & George, 2001, 2003;
Zhou & Ren, 2012). Zhou and Ren (2012) state: “from top executives
to rank-and-file employees, and working in different functional areas,
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from research labs to the manufacturing floor, all have the potential
to be creative.” By promoting their employees' creative performance,
organizations are more able to solve problems and take advantage of
business opportunities, to adapt to changing customer needs, to compet-
itively innovate, and to improve organizational effectiveness (Amabile,
1997; Merlo, Bell, Mengüç, & Whitwell, 2006; Reiter-Palmon & Illies,
2004; Zhou & Ren, 2012). Thus, organizations need not only identify
and select creative employees (i.e., individuals with personal attributes
that make them more creative), but also create contextual conditions
that facilitate or promote creativity. Leadership is one such condition.

Several researchers focus on identifying the role of specific
leadership behaviors and leader characteristics in supporting, suppress-
ing, facilitating, or inhibiting creativity. These behaviors/characteristics
include transformational leadership (Shin & Zhou, 2003), emotional in-
telligence (Rego, Sousa, Cunha, Correia, & Saur, 2007), empowering
leadership (Zhang & Bartol, 2010), benevolent leadership (Wang &
Cheng, 2010), close monitoring (Zhou, 2003), developmental feedback
(Zhou, 2003), supportive supervision (Oldham & Cummings, 1996), un-
conventional leader behavior (Jaussi & Dionne, 2003), and
noncontrolling supervision (Oldham& Cummings, 1996). This paper fo-
cuses on authentic leadership (AL). AL is “a pattern of leader behavior
that draws upon and promotes both positive psychological capacities
and a positive ethical climate, to foster greater self-awareness, an inter-
nalizedmoral perspective, balanced processing of information, and rela-
tional transparency on the part of leaders working with followers,
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fostering positive self-development” (Walumbwa, Avolio, Gardner,
Wernsing, & Peterson, 2008, p. 94).

Although AL receives considerable theoretical support, more em-
pirical research is necessary to understand the mechanisms through
which authentic leaders influence effective employees' behaviors
(Avolio & Mhatre, 2012; Gardner, Cogliser, Davis, & Dickens, 2011).
Creativity is one these effective behaviors, but very few empirical
studies (Rego, Sousa, Marques, & Cunha, 2012a) focus on the relation-
ship between AL and employees' creativity. A recent review of the
organizational creativity literature by Zhou and Ren (2012) makes
no reference to AL. And recent reviews of AL literature (Avolio &
Mhatre, 2012; Gardner et al., 2011) make no mention of employees'
creativity. This gap between the literatures is worth filling in for at
least four interrelated reasons.

First, as the paper mentions above, creative performance is crucial
for employees' effective performance, while also being a path to organi-
zational innovation, competitiveness, and performance (Reiter-Palmon
& Illies, 2004; Shalley & Gilson, 2004; Zhang & Bartol, 2010). Second,
the apparent degradation in the quality of the “overall moral fabric of
contemporary leadership” (Avolio &Mhatre, 2012, pp. 773–774) creates
a need for new theories that, like AL, focus on promoting what is right
rather than focusing only on short-run profits without ethical consider-
ations. That is to say, exemplary/authentic leadership behaviors that
help to restore trust in leaders and in/within organizations (Avolio &
***p<0.001 
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positive affect; (b) AL also predicts employees' creativity via the medi-
ating role of hope, (c) employees' hope and positive affect are partial
mediators because mechanisms other than hope and positive affect
likely mediate the relationship between AL and employees' creativity;
and (d) employees' hope mediates the relationship between their
positive affect and creativity.

The paper answers to a call of Avolio and Mhatre (2012), who rec-
ommend that future research explores a broader range of mediating
mechanisms through which AL impacts positively on performance
outcomes. Considering that Rego et al. (2012a) show that AL predicts
creativity both directly and through the mediating role of psycholog-
ical capital (hope being a dimension of the psychological capital
construct; Luthans, Youssef, & Avolio, 2007), the most valuable con-
tribution of this paper is from the construct of positive affect. Despite
the increased attention on factors that may stimulate or hinder
creativity in organizations (Zhou & Ren, 2012), Amabile, Barsade,
Mueller, and Staw (2005, p. 389) argue that “[s]cholars are still in
the early stages of mapping the affect–creativity relationships in
organizations.” Another important contribution is that the study
expands the nomological network for AL (Gardner et al., 2011).
2. Theory and hypotheses

2.1. The AL construct

The AL construct comprises four dimensions: (1) Self-awareness
means that the leader understands how (s)he derives and makes
meaning of the world and is aware of his or her strengths, limitations,
how others see him or her, and how (s)he impacts others (Walumbwa
et al., 2008); (2) Balanced processing means that the leader objectively
analyzes the relevant data before coming to a decision and solicits
views that challenge deeply held positions (Gardner et al., 2005;
Walumbwa et al., 2008); (3) Internalized moral perspective means that
the leader sets a high standard for moral and ethical conduct, guides
actions by internal moral standards and values (versus group, organi-
zational, and societal pressures), and expresses decision making and
behavior consistent with such internalized values (Avolio & Gardner,
2005; Gardner et al., 2005; Walumbwa et al., 2008); and (4) Relational
transparency means that the leader presents his/her authentic self to
others, openly shares information, and expresses his/her true thoughts
and feelings, reinforcing a level of openness with others that provides
them with an opportunity to be free with their ideas, challenges, and
opinions. Empirical and theoretical evidence (e.g., Gardner et al.,
2005; Rego et al., 2012a; Walumbwa, Wang, Wang, Schaubroeck, &
Avolio, 2010; Walumbwa et al., 2008) suggests that a core AL factor
may emerge from the relationships among the four dimensions.

Walumbwa et al. (2008) present several differences between AL
theory and transformational and ethical theories. Empirical research
(Walumbwa, Luthans, Avey, & Oke, 2011; Walumbwa et al., 2008)
finds incremental validity of AL beyond ethical and transformational
leadership. Avolio and Gardner (2005) also suggest several differ-
ences between AL theory and transformational, charismatic, servant,
and spiritual leadership theories. AL is also different from benevolent
(Wang & Cheng, 2010) and empowering leadership (Zhang & Bartol,
2010). Although some overlap exists between AL and other leader-
ship theories, AL has unique components. Some authors (Avolio &
Gardner, 2005; Avolio & Mhatre, 2012) argue that AL represents a
root construct underlying other positive forms of leadership. Empirical
studies of the incremental validity of AL beyond other leadership
constructs would be of interest. This study does not include any
other leadership constructs because some participating organizations
requested the application of a short survey. The absence of such lead-
ership constructs limits the validity of the study, but the empirical
findings are important enough to justify the presentation of the
current results to the research community.
2.2. Authentic leadership predicting employees' creativity

Perceptions of psychological safety (Edmondson, 1999) and in-
trinsic motivation (Ryan & Deci, 2000) help to support our hypothesis
that AL predicts employees' creativity: authentic leaders promote
employees' perceptions of psychological safety and their intrinsic mo-
tivation, which in turn make themmore creative. Psychological safety
refers to how individuals believe that the team or organizational con-
text is safe for interpersonal risk-taking (Edmondson, 1999). Elsbach
and Hargadon (2006, p. 476) argue that “research on psychological
safety suggests that feeling that one may be oneself without fear of
image threats may motivate workers to freely engage in innovative
and playful behavior at work.” By being transparent with employees,
guided by internal ethical standards, and able to objectively analyze
relevant data (including employees' dissenting and/or idiosyncratic
opinions and proposals) before making decisions, authentic leaders pro-
mote employees' trust, respect, and identification (Avolio, Gardner,
Walumbwa, Luthans, & May, 2004; Gardner et al., 2005; Ilies,
Morgeson, & Nahrgang, 2005; Walumbwa et al., 2008). Trust, respect,
and identification lead employees to experience greater psychological
safety, thus feeling free to take risks, to propose unconventional ideas,
and to introduce conflicting opinions without fear (Avolio et al., 2004;
Edmondson, 1999; Walumbwa et al., 2010). As a consequence, em-
ployees tend to be more creative in facing problems and opportunities.

Intrinsic motivation reflects “an inherent tendency to seek out
novelty and challenges, to extend and exercise one's capacities, to
explore, and to learn” (Ryan & Deci, 2000, p. 70), and literature sug-
gests that intrinsic motivation ignites creativity (Zhou & Ren, 2012).
Employees' intrinsic motivation nurtures creativity because intrinsi-
cally motivated employees are (a) more curious and learning orient-
ed, (b) cognitively flexible, (c) willing to take risks, and (d) persistent
when facing challenges, obstacles, and opportunities (Amabile, 1997;
Oldham & Cummings, 1996; Tierney, Farmer, & Graen, 1999; Zhou,
2003; Zhou & Ren, 2012). Considering that literature (Ilies et al.,
2005) suggests that authentic leaders make their employees more in-
trinsically motivated (by supporting their self-determination), the
first hypothesis follows:

H1. AL relates positively to employees' creativity.

2.3. Positive affect mediating the relationship between AL and creativity

AL also influences employees' creativity through mechanisms not in
the above discussion. One such mechanism is the employees' positive
affect (“a pleasant feeling state or good mood”; Estrada, Isen, &
Young, 1994, p. 286): AL leads employees to experience positive affect,
which can make them more creative.

Researchers stress the importance of affect in the leadership pro-
cess (e.g., Ashkanasy & Tse, 2000; Michie & Gooty, 2005), some of
them suggesting that AL enhances employees' positive affect (Avolio
& Mhatre, 2012; Avolio et al., 2004; Walumbwa et al., 2008). Emo-
tional contagion is a possible mechanism through which authentic
leaders cultivate employee positive affect. Emotional contagion is a
process of social influence (Barsade, 2002) in which a person or
group influences the affective states or behaviors of another person
or group through the conscious or unconscious induction of affective
states and behavioral attitudes (Schoenewolf, 1990). Ilies et al. (2005,
p. 384) note: “if authentic leaders experience more positive affective
states (through self-awareness and relational orientation; Kernis,
2003) than inauthentic leaders, through emotional contagion, their
followers will experience more positive affective states, compared
to followers of inauthentic leaders.”

AL also promotes positive interpersonal relationships between
leaders and employees, and between employees (Gardner et al.,
2011; Ilies et al., 2005; Walumbwa et al., 2008), these positive rela-
tionships being a source of positive affect (Haller & Hadler, 2006;
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Stephens, Heaphy, & Dutton, 2012). The second hypothesis follows
from this discussion:

H2. AL relates positively with employees' positive affect.

In order to consider whether or not AL predicts employees' creativity
through the mediating role of employees' positive affect, one must
hypothesize arguments that positive affect relates to creativity. As the
broaden-and-build theory (Fredrickson, 2001) suggests, positive affect
can broaden the employees' scope of attention (increasing the number
of cognitive elements available for association) and the scope of cogni-
tion (increasing the breadth of those elements relevant to the problem),
thus increasing the probability of finding creative activities (Fredrickson,
2001; Fredrickson & Branigan, 2005; Rego, Sousa, Marques, & Cunha,
2012b; Wright & Cropanzano, 2004). Miller (1997, p. 254) provides a
physiological explanation for the relationship between positive affect
and creativity: “research has revealed that chemicals such as endorphins,
epinephrine and adrenalin are released in the bodywhen individuals are
having fun. That increases their energy and sense of well-being. It opens
pathways to more creative thinking and decision making, higher
self-esteem and better performance.”

Positive affect also promotes social bonds/connectivity among
employees, thus making individuals build expansive emotional states
that open possibilities for creativity, in turn leading them to try new
things (Spreitzer, Sutcliffe, Dutton, Sonenshein, & Grant, 2005;
Stephens et al., 2012). From these arguments, the study advances
the following hypothesis:

H3. Employees' positive affect relates positively with their creativity.

Considering that AL relates to employees' positive affect, and that em-
ployees' positive affect relates to their creativity, the study suggests that
authentic leaders feed employee creativity because employees experi-
ence positive affect, thus being more creative. However, positive affect
is just onemediatingmechanismamongothers (e.g., employees' psycho-
logical safety, communication openness, employees' authenticity; see
the arguments supporting H1; see also arguments supporting H5, H6,

and H7). Thus, the fourth hypothesis follows from this discussion:

H4. The employees' positive affect partially mediates the relationship
between AL and employees' creativity.
2.4. Hope mediating the relationship between AL and creativity

AL also relates with employees' creativity through the mediating role
of employees' hope: AL leads employees to experience hope, which can
make them more creative. Hope is “a positive motivational state that is
based on an interactively derived sense of successful (a) agency
(goal-directed energy) and (b) pathways (planning to meet goals)”
(Snyder, Irving, & Anderson, 1991, p. 287). In a theoretical framework
linking AL to employees' attitudes and behaviors, Avolio et al. (2004) sug-
gest that authentic leaders can play a significant role in promoting em-
ployees' hope. Resorting to Snyder's hope theory (e.g., Snyder, 2000),
“hope is instilled through prolonged interactions with consistently hope-
ful and responsive actors” (p. 809), including leaders. Avolio et al. (2004,
p. 809) observe: “because authentic leaders have the ability to remain re-
alistically hopeful and trustworthy, such leaders can enhance followers'
hope by establishing not only their willpower, but also by including in
their comments positive aspects of thewaypower or directions to pursue
that enhance a follower's sense of self-efficacy.”

Considering that authentic leaders are more credible sources of
input and feedback for employees, and provide senses of security
and trust in them (Gardner et al., 2011; Walumbwa et al., 2008), em-
ployees are more able to focus their creative energies on goal related
endeavors (i.e., willpower), rather than spending energies on trying
to detect whether communications are genuine or not. The pathways'
thinking of authentic leaders also reverberates on the employees'
waypower, leading employees to see obstacles as opportunities rather
than threats, and to look for alternative routes to achieve desired out-
comes. When employees see their leaders as authentic, employees also
feel freer to expose difficulties and blockages in pursuing goals, and con-
sequently, the possibilities of re-goaling are greater and re-goaling is one
of the most important ways for developing hope (Luthans & Youssef,
2004). Hence:

H5. AL relates to employees' hope.

In order to consider whether or not AL predicts employees' creativity
through the mediating role of employees' hope, the research must
consider how employees' hope relates to their creativity. Creativity
“requires some level of internal, sustaining force that pushes individuals
to persevere in the face of challenges inherent to creative work” (Shalley
& Gilson, 2004, p. 36). Creativity also requires challenging the status quo
and a predisposition to accept possible failure (Staw, 1995; Zhou &
George, 2003). Considering that according to the theory of hope devel-
oped by Snyder (1994, p. 2), hope may be seen as an “empowering
way of thinking”, one may expect that individuals experiencing greater
versus lower hope are more able to face those challenges successfully.

Willpower leads hopeful employees to pursue goals and persevere
when goal blockages arise (Snyder, 2000). Waypower leads them to
look for alternative pathways when earlier ones are unworkable or im-
practicable (Snyder, 1994, 2002). Not all alternative pathways are neces-
sarily new/useful, but hopeful people (at least when realizing the
ineffectiveness of old/known alternative pathways) look for new/useful
ideas and solutions more frequently than do employees lacking hope.
Moreover, because hopeful employees enjoy goal pursuit, they are more
intrinsically motivated and, as a consequence, tend to look for creative
ways when implementing their “agency energy” (Amabile, 1997;
Oldham & Cummings, 1996; Shalley & Gilson, 2004; Snyder, 2002;
Snyder, Lapointe, Crowson, & Early, 1998; Zhou & Ren, 2012). Hence:

H6. Employees' hope relates positively with their creativity.

Considering that AL relates to employees' hope, and that employees'
hope relates to their creativity, the reasoning suggests that authentic
leaders feed employees' creativity because employees experience hope,
thus being more creative. However, hope is a mediating mechanism
among others (e.g., psychological safety, positive affect; see the argu-
ments supporting H1 through H4). Thus, the seventh hypothesis follows
from this discussion:

H7. Employees' hope partially mediates the relationship between AL
and employees' creativity.

2.5. Hope mediating the relationship between positive affect and creativity

Employees' hope maymediate the relationship between their pos-
itive affect and creativity because employees experiencing positive
affect develop greater hope and are thereby more creative. Following
the above arguments relating hope with creativity (see arguments
supporting H6), the argument must now include how employees'
positive affect relates to their hope. The broaden-and-build theory
(Fredrickson, 2001; Fredrickson & Branigan, 2005) suggests that
positive affect builds the individuals' enduring psychological re-
sources. One of these psychological resources is hope. Individuals
who experience positive affect tend to interpret failure more as a
temporary setback caused by situational, as opposed to individually-
based circumstances (Forgas, 1992). Thus, they persistently seek to
complete their duties and achieve their goals even when they
encounter obstacles and setbacks. With less fear of failing, they
continue to look for different pathways for reaching goals and they
tend to face problems and opportunities with creative ideas (Wright
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& Walton, 2003). In other words, they express greater willpower and
waypower. From this discussion, the eighth hypothesis follows:

H8. Employees' positive affect relates positively with their hope.

Considering that employees' hope may relate positively with their
creativity (H6) and that employees' positive affect may relate positively
with their hope (H8), one may hypothesize that employees' hope
mediates the relationship between their positive affect and creativity.
However, mechanisms other than hope (e.g., intrinsic motivation, per-
ceptions of meaningful work, psychological safety, and trust; Avolio &
Gardner, 2005; Avolio et al., 2004; Ilies et al., 2005; Liden, Sparrowe,
& Wayne, 1997; see arguments supporting H3) may explain the rela-
tionship between positive affect and creativity. Hence:

H9. Employees' hope partially mediates the relationship between
their positive affect and creativity.

3. Method

3.1. Sample and procedures

Two hundred and nineteen employees working in 37 retail organi-
zations (average size: 773 employees; SD: 804; range: 120–3200)
operating in Portugal, participate in the study. All participants are
shop assistants, working under a supervisor. Organizations operate
in several sectors (e.g., food, clothing, appliances, sports, toys, foot-
wear, and office materials, furniture, and equipment). After obtaining
permission from the organizations' leaders, the researchers approach
the employees in their workplaces. Individuals report their supervi-
sors' AL and their own positive affect and hope. After collecting the
employee's answers, the researcher asks the respective supervisor
to rate the employee's creativity at work. Two hundred and nineteen
supervisors participate in the study (59.4% female; mean age is
32.1 years, SD being 3.8; mean tenure is 6.1 years, SD being 3.6;
2.7% with nine or fewer years of schooling, 23.3% with 10 to
12 years, and 74% with at least an undergraduate degree). Shalley
and Gilson (2004, p. 35) argue that “managers play a key role in
that they are often the individuals best suited to make the determina-
tion of whether an employee's outcome should be regarded as crea-
tive.” When objective measures of employees' creativity are not
available, supervisors appear to be the most appropriate raters
(Zhou & Ren, 2012). Collecting data about dependent and indepen-
dent/mediating variables from different sources is also important to
reduce common method biases (Podsakoff, MacKenzie, Lee, &
Podsakoff, 2003).

Subordinates and supervisors fill in their questionnaires in separate
locations. Participants deliver responses under sealed cover directly to
the researchers. To reduce common method biases (Podsakoff et al.,
2003), the study takes other measures: (a) individuals are assured
that no right or wrong answers exist and; (b) the study uses different
scale endpoints, formats, and ranges for the positive affect and hope
measures (see the next sub-section).

Employees also report age, gender, organizational tenure, school-
ing years, and the length of the supervisor–employee working rela-
tionship. Studies suggest that employees' age, tenure, education,
and gender relate to creativity (Furnham & Nederstrom, 2010;
George & Zhou, 2007; Rego, Machado, Leal, & Cunha, 2009; Tierney
et al., 1999). The length of the supervisor–employee working rela-
tionship may interfere, or reflect, the quality of the leader-member
exchange, thus influencing (a) how supervisors and employees
behave toward, and/or describe, each other, and (b) employees' crea-
tive performance (Atwater & Carmeli, 2009; Tierney et al., 1999).
68.0% of participants are female; mean age is 27.0 years (standard
deviation: 4.2); and mean organizational tenure is 3.6 years (SD:
2.2). 5.0% of the individuals have nine or fewer years of schooling,
39.3% have between 10 and 12 years, and 55.7% have at least an un-
dergraduate degree. The mean length of the supervisor–employee
working relationship is 3.0 years (SD: 1.9).

3.2. Authentic leadership measurement

The study measures AL with the 16 five-point items (Portuguese ver-
sion; Rego et al., 2012a) from the Authentic Leadership Questionnaire
(Copyright © 2007; by Bruce J. Avolio, William L. Gardner, and Fred O.
Walumbwa). ALQ measures the four AL dimensions mentioned above.
Sample items are: (a) seeks feedback to improve interactionswith others
(self-awareness); (b) says exactlywhat he or shemeans (relational trans-
parency); (c) demonstrates beliefs that are consistentwith actions (inter-
nalized moral perspective); and (d) listens carefully to different points of
view before coming to conclusions (balanced processing). Individuals re-
port the frequency (0: not at all; 4: frequently, if not always) with which
their supervisors revealed the 16 behaviors over the last three months.

Confirmatory factor analysis (maximum likelihood estimationmeth-
od) tests the four-factor model (Table 1). Although some fit indices are
satisfactory (e.g., CFI: 0.94; IFI: 0.94), others are not (e.g., RMSEA: 0.10;
GFI: 0.85). After using standardized residuals and modification indices
for locating sources of misspecification, the study removes two items
(one regarding internalized moral perspective and another regarding
self-awareness). Fit indices are satisfactory (e.g., RMSEA: 0.07; GFI:
0.91; Table 1). For assessing the impact of removing items, the study
computes the correlations between the scores resulting from the origi-
nal items and the scores produced by the final items (Stanton, Sinar,
Balzer, & Smith, 2002). Correlations are 0.99 for both self-awareness
and internalizedmoral perspective. Reliabilities emerging from the orig-
inal and the reduced-length scale are also similar (Table 1). The correla-
tions between (a) the scores from the original scale versus the scores
from the reduced-length scale, and (b) hope, positive affect, and creativ-
ity are very similar, the differences being not higher than 0.02. For
example, the correlation between internalized moral perspective and
creativity is 0.74 (final items) against 0.73 (original items). The correla-
tion between self-awareness and creativity is 0.73 (final items) against
0.74 (original items). These findings suggest that item removal is not
problematic for the scale's validity.

A second-order factor model tests if the four AL dimensions load
onto a higher AL factor (Table 1). Comparison of the first- and
second-order models shows no significant change in χ2 relative to
the difference in degrees of freedom (Δχ2

(2)=2.26; p=0.32). The
study also tests a single-factor model (all 14 items loading onto a sin-
gle factor model), the fit indices being unsatisfactory (e.g., RMSEA:
0.12; GFI: 0.83). Considering these findings and the results of the
usefulness analysis (see below), the study uses the second-order
factor model for testing hypotheses. To obtain a composite AL score:
(1) the study averages the items for each of the four subscales to
arrive at a composite average for each subscale; (2) then, the study
averages the averages for each of the four subscales. Cronbach
Alpha is 0.94. The correlation between AL as measured with the orig-
inal items and AL as measured by the final items is 0.998. Cronbach
Alpha of AL as measured with the final items is 0.94 (Table 1), a
score very similar to the reliability emerging from the original items
(0.95). The correlations between (a) AL and (b) hope, positive affect,
and creativity are, respectively, 0.68 (final items) against 0.67 (origi-
nal items), 0.68 in both conditions, and 0.75 in both conditions. These
findings also suggest that the items' removal is not problematic for
the scale's validity.

3.3. Employees' positive affect measurement

The study uses three items for measuring positive affect: individuals
indicate how often they felt “happy”, “enthusiastic”, and “excited” over
the last three months (Turban, Stevens, & Lee, 2009), through a 7-point
scale, ranging from never (1) to always (7). This focus on the



Table 1
Authentic leadership: confirmatory factor analysis (completely standardized solution).

1st order factor model
(original scale)

1st order factor model
(reduced length-scale)

2nd order factor model
(reduced length-scale)

Lambdas Cronbach alphas Lambdas Cronbach alphas Lambdas Cronbach alphas

Relational transparency 0.92 0.92 0.92
Item # 1 0.87 0.86 0.87
Item # 2 0.89 0.89 0.89
Item # 3 0.81 0.81 0.81
Item # 4 0.79 0.79 0.79
Item # 5 0.77 0.77 0.77

Internalized moral perspective 0.91 0.88 0.88
Item # 6 0.87 0.86 0.86
Item # 7 0.91
Item # 8 0.82 0.82 0.82
Item # 9 0.81 0.85 0.85

Balanced processing 0.86 0.86 0.86
Item # 10 0.73 0.73 0.74
Item # 11 0.90 0.90 0.90
Item # 12 0.87 0.87 0.87
Self-awareness 0.93 0.94 0.94
Item # 13 0.82
Item # 14 0.90 0.92 0.92
Item # 15 0.90 0.90 0.91
Item # 16 0.91 0.91 0.91

Authentic leadership 0.94
Relational transparency 0.95
Internalized moral perspective 0.95
Balanced processing 0.92
Self-awareness 0.96

Fit indices
Chi-square 300.64 151.04 153.30
Degrees of freedom 98 71 73
Chi-square/degrees of freedom 3.1 2.1 2.1
Root mean square error of approximation 0.097 0.072 0.071
Goodness of fit index 0.85 0.91 0.91
Adjusted goodness of fit index 0.80 0.87 0.87
Comparative fit index 0.94 0.97 0.97
Incremental fit index 0.94 0.97 0.97
Relative fit index 0.89 0.94 0.94
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frequency, not on the intensity, of the affective states is appropriate be-
cause frequency of positive affect produces life satisfaction (Diener,
Sandvik, & Pavot, 1991) and flourishing (Fredrickson & Losada, 2005).
Cronbach Alpha is 0.82.
3.4. Employees' hope measurement

The study measures hope with the six items of the State Hope
Scale (Snyder et al., 1996), after translation, back translation, and
adaptation to work contexts by Rego, Machado, Leal, and Cunha
(2009). A sample item is: “If I should find myself in a jam at work, I
could think of many ways to get out of it.” Individuals report the
degree to which, over the last three months, the statement applies
to them (1: “the statement doesn't apply to me at all”; …; 5: “the
statement applies to me completely”). Cronbach alpha is 0.91.
3.5. Employees' creativity measurement

The study measures creativity through five items (Portuguese ver-
sion; Rego et al., 2007) proposed by Zhou and George (2001),
representing new and useful ideas. Sample items are: (1) “This em-
ployee comes up with new and practical ideas to improve perfor-
mance”; (2) “This employee suggests new ways to increase quality.”
Supervisors report how frequently the employee adopts the five
behaviors, over the last three months, on a scale ranging from 1
(never) to 5 (frequently). Cronbach Alpha is 0.94.
3.6. Usefulness analysis

The study conducts a usefulness analysis (Darlington, 1990) for
testing if AL may be considered as core construct. A usefulness analy-
sis involves a series of regressions where one variable (e.g., AL as a
core construct) compares to other variables (e.g., each one of the
four AL dimensions) to see which variable is the most “useful” in
predicting criterion variables (e.g., employees' creativity and positive
affect). For the present study, each individual AL component enters
into a regression to predict employees' creativity and positive affect.
Then, the overall AL enters into the regression, and the increase in the
R2 value is computed. The study then compares these results with the
reverse situation. The individual AL components do not add any signif-
icant variance in predicting both dependent variables, except in two
cases, where the variance is 2% (leaders' relational transparency
predicting employees' creativity) and 1% (leaders' self-awareness
predicting employees' positive affect). In all cases, overall AL increases
the R2 value above and beyond its respective individual components.

3.7. Confirmatory factor analyses for testing discriminant validity and
common source effects

The study carries out a series of dimension-level confirmatory
factor analyses to examine whether the four variables of the study
capture distinct constructs versus common source effects. The four-
factor model fits the data reasonably well. In fact, although RMSEA
(0.10) is somewhat higher than the cutoff value (0.8), several fit indi-
ces are satisfactory (e.g., NNFI: 0.90; CFI: 0.91; IFI: 0.92). The two-
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factor model, where employees' positive affect, hope, and creativity
merge into a single factor, does not fit the data satisfactorily (e.g.,
RMSEA: 0.17) and is significantly poorer than the four-factor model
(Δχ2

(5)=502.78, pb0.001). Another two-factor model, in which AL,
employees' positive affect, and hope merge into a single factor, does not
fit the data satisfactorily (e.g., RMSEA: 0.18) and is significantly poorer
than the four-factor model (Δχ2(5)=681.24, pb0.001); the single-
factor model also does not fit the data satisfactorily (e.g., RMSEA: 0.21),
and is significantly poorer than the four-factor model (Δχ2(6)=974.16,
pb0.001). These findings provide support for the discriminant validity
of AL, positive affect, hope, and creativity.

Because data about AL, positive affect, and hope proceeds from the
same source, the study compares two models for examining the
extent to which the results are due to common method variance
(Podsakoff et al., 2003). The first model includes three factors: four
indicators loading on the AL factor, and three and six items loading,
respectively, on the positive affect and hope factors. The second
model is identical to the first except for the addition of a latent meth-
od variance factor comprising the 13 items/indicators. The models
differ significantly (Δχ2

(16)=79.02, pb0.001), and the fit indices of
the second model are better than those of the first (e.g., GFI:
0.8793→0.92; NNFI: 0.93→0.94; CFI and IFI: 0.94→0.97). These
findings suggest that common source bias may affect the validity of
the study and calls for controlling the impact of the common method
variance factor (see the “Results” section).

3.8. Testing the non-independence of data at the organizational level

Considering that a single organization accounts for multiple
respondents, intraclass correlation (ICC(1)) assesses if aggregating
individual scores at the organizational level is statistically justifiable.
ICC(1) is a measure of within-group consensus, the median value in
organizational research typically being 0.12 (James, 1982). For all
the variables, ICC ranges between 0.02 and 0.07, suggesting that ag-
gregating scores is not justified. A hierarchical linear modeling ap-
proach is not feasible because most organizations have only a few
cases (16 organizations having five cases or fewer, 20 having between
six and nine cases, and only one having 12 cases).

4. Results

Table 2 presents means, standard deviations, and correlations.
Employees' tenure relates positively with their hope and creativity.
Employees' schooling relates negatively with their hope. The length of
the supervisor–employee working relationship relates positively with
employees' positive affect, hope, and creativity. AL correlates positively
Table 2
Means, standard deviations, and correlations.

Mean SD 1

1. Employees' age 27.0 4.2 –

2. Employees' tenure 3.6 2.2 0.59⁎
3. Employees' gendera – – 0.23⁎
4. Employees' schooling yearsb 2.5 0.6 0.48⁎
5. Length of the supervisor–employee working relationship (years) 3.0 1.9 0.47⁎
6. AL 2.9 0.8 0.00
7. Employees' positive affect 5.5 0.9 0.08
8. Employees' hope 3.8 0.7 0.01
9. Employees' creativity 3.3 1n0 0.02

In parentheses: Cronbach Alphas.
a 0: female; 1: male.
b 1: nine or fewer years of schooling; 2: 10–12 years; 3: at least a bachelor's degree.
⁎ pb0.05.

⁎⁎ pb0.01.
⁎⁎⁎ pb0.001.
with employees' positive affect, hope, and creativity. Employees' positive
affect relates positively with their hope and creativity. Employees' hope
and creativity are also positively correlated.

The study uses structural equation modeling (using LISREL with
the maximum likelihood estimation method) to test the hypothe-
sized model. Considering that employees' tenure and schooling, and
the length of the supervisor–employee working relationship correlate
significantly withmediating and/or dependent variables, the study in-
cludes these variables as control in the structural equation modeling.
Fig. 1 shows the findings (for clarity, the paths relative to the control
variables are not shown), including standardized path coefficients,
explained variances, and fit indices. The path between AL and
employees' creativity is significant, H1 being supported. The path
between AL and employees' positive affect is significant, and thus H2

is supported. The path between employees' positive affect and their
creativity is not significant, and thus H3 is not supported. Considering
this finding, H4 (hypothesizing that employees' positive affect partial-
ly mediates the relationship between AL and employees' creativity) is
also not supported. The path between AL and employees' hope is sig-
nificant, supporting H5. The path between employees' positive affect
and their creativity is significant, thus supporting H6. Taking also
into account the significant path between AL and employees' hope,
H7 (hypothesizing that employees' hope partially mediates the rela-
tionship between AL and employees' creativity) is also supported.
The path between employees' positive affect and their hope is signifi-
cant, and thus H8 is supported. Taking into account the significant path
between employees' hope and their creativity, H9 (hypothesizing that
employees' hope partially mediates the relationship between their
positive affect and creativity) is also supported. In short, all hypothe-
ses receive support with the exceptions of H3 and H4.

To assess the potential impact of common method variance, the
study includes the latent method variance factor mentioned above
as control (Podsakoff et al., 2003). When the study controls for com-
mon method variance, most path parameters remain the same, and
the overall pattern of relationships between the constructs also
remains the same. However, two path parameters (hope→creativity;
LA→creativity) increase considerably. Thus, although the findings
support all hypotheses except H3 and H4, the findings must be seen
with caution.

The study also tests four alternative models (Fig. 2). The first does
not include the path between positive affect and hope. The second
does not include the paths between positive affect and hope, and be-
tween AL and creativity. The third considers that AL predicts positive
affect, positive affect predicts hope, and hope predicts creativity. The
fourth is similar to the third except for the addition of a direct link be-
tween AL and creativity. The findings show that the hypothesized
2 3 4 5 6 7 8 9

⁎⁎ –

⁎⁎ 0.03 –

⁎⁎ 0.07 0.29⁎⁎⁎ –

⁎⁎ 0.71⁎⁎⁎ −0.07 0.11 –

0.10 −0.04 −0.12 0.08 (0.94)
0.11 −0.01 −0.01 0.19⁎⁎ 0.66⁎⁎⁎ (0.82)
0.18⁎⁎ 0.01 −0.15⁎ 0.18⁎⁎ 0.68⁎⁎⁎ 0.75⁎⁎⁎ (0.91)
0.16⁎ 0.01 −0.12 0.17⁎ 0.75⁎⁎⁎ 0.59⁎⁎⁎ 0.76⁎⁎⁎ (0.94)
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model fits the data better than the four alternative models (consider-
ing the change in χ2 relative to the difference in degrees of freedom).

5. Discussion and conclusions

5.1. Main findings

The path coefficients between the constructs are strong enough to
allow the conclusion that real relationships exist between them.
RMSEA: 0.27; GFI: 0.92; AGFI: 0.46; CFI: 0.90; IFI: 0.90. 

Comparison with the hypothesized model:  

Δχ²(1) = 56.72; p <0.001 

Alternative model #3

Alternative model #1

RMSEA: 0.23; GFI: 0.91; AGFI: 0.60; CFI: 0.88; IFI: 0.88. 

Comparison with the hypothesized model:  

Δχ²(3) = 64.45; p <0.001 

***p <0.001  

(a) Standardized path coefficients are shown over the arrows.  

(b) Paths referring to the control variables are not shown. 
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Fig. 2. Testing alternative models throu
However, the findings must be seen with caution, considering that
common method variance may affect them. Despite that, the findings
suggest that AL is an important predictor of employees' creativity
(corroborating Rego et al., 2012a), and helps to explain the processes
through which such a relationship operates. Authentic leaders pro-
mote employees' creativity because employees experience more
positive affect and develop greater hope, thus being more creative.
Although the study does not show a direct relationship between
positive affect and creativity, positive affect relates with creativity
RMSEA: 0.34; GFI: 0.85; AGFI: 0.18; CFI: 0.82; IFI: 0.82. 

Comparison with the hypothesized model:  

Δχ²(2) = 122.89; p <0.001 

Alternative model #4

Alternative model #2

RMSEA: 0.16; GFI: 0.96; AGFI: 0.78; CFI: 0.96; IFI: 0.96. 

Comparison with the hypothesized model: 

Δχ²(2) = 24.58; p <0.001 
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0.09 
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gh structural equation modeling.
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through the mediating role of hope, after controlling for the effects of
AL. Positive affect makes individuals potentially more creative be-
cause positive affect builds their hope (as the broaden-and-build
model suggests), and hope leads individuals to challenge the status
quo and persevere in the face of challenges inherent to creative
work (Shalley & Gilson, 2004).

The findings also indicate direct relationships between AL and
employees' creativity, suggesting that mechanisms other than hope
and positive affect operate. Future studies may explore such process-
es (see the next sub-section). AL influences how employees identify
problems, search for and encode information, generate alternative
solutions, and evaluate ideas (Reiter-Palmon & Illies, 2004). For ex-
ample, the leaders' balanced processing may make employees feel
that leaders are more receptive to different employees' perspectives
about the sources of problems and the ways to solve them. The
leaders' balanced processing and moral orientation may promote
employees' trust and respect, thereby helping them to feel free to
propose solutions that differ from those of the leader, and/or other
powerful team members. The leaders' relational transparencymay en-
courage employees to express their thoughts, opinions, and feelings, to
feel that the leader's proposals and ideas are genuine, and that the envi-
ronment is safe for dealing with problems and opportunities.

The findings contribute to the enrichment of a field that, despite
its “dramatic increase in scholarly interest” in the last decade
(Gardner et al., 2011), is mainly conceptual and requires more empir-
ical work, especially in understudied cultural contexts such as ours
(see the Gardner et al., 2011 literature review for identifying the
authors' country of AL studies). By relating AL with a “soft criterion”
of performance (Yammarino et al., 2008) that is almost absent from
AL empirical studies (Gardner et al., 2011), and studying two mediat-
ing mechanisms (employees' positive affect and hope) through which
AL may impact employees' creativity, the study answers to recent
calls of (a) Avolio and Mhatre (2012), who recommend the study of
a broader range of mediating mechanisms between AL and perfor-
mance outcomes, and (b) Gardner et al. (2011), who recommend
expanding the nomological network for AL.

5.2. Implications for management

For organizations interested in responding to changing and uncer-
tain environments, overcoming innovative competitors, and improving
performance, promoting creativity is a need, rather than an option
(Egan, 2005; Reiter-Palmon & Illies, 2004). Organizations need to facil-
itate the creativity of their employees. Despite the above-mentioned
limitations, the study may help organizations/managers to identify
ways in which these needs can be addressed. First: selecting leaders
with authentic features, and implementing training and development
actions seeking to increase AL may have a positive impact on
employees' positive affective states, hope, and creativity. The creation
of positive organizational cultures, rich in transparency and support-
iveness (Gardner et al., 2005; Luthans & Avolio, 2003), may promote
the leaders' psychological capital (Avolio & Gardner, 2005; Luthans &
Avolio, 2003), decrease organizational ambiguity, and facilitate attribu-
tion retraining for making leaders more aware of their biases (Harvey,
Martinko, & Gardner, 2006). These are possible examples of AL devel-
opmental actions.

Second: developing employees' hope through processes other
than AL may also pay off in terms of employees' creativity. Literature
(Luthans & Youssef, 2004; Luthans et al., 2007) suggests that hope
may develop through techniques such as: (a) implementing appro-
priate goal setting; (b) breaking down complex, difficult, or long-
term goals into manageable sub-goals; (c) adopting delegation and
empowerment initiatives; (d) showing confidence in employees;
(e) preparing employees to deal with contingencies and making
them ready for multiple possibilities; and (f) helping employees to
re-goal, readjusting goals when blockages are encountered. Hope
may also develop through neuroscience (Peterson, Balthazard,
Waldman, & Thatcher, 2008). With these hope raising tools, managers
and organizations may also stimulate other positive consequences of
this psychological strength, includingworkplace performance, job sat-
isfaction, work happiness, and organizational commitment (Luthans
et al., 2007; Peterson & Byron, 2008; Youssef & Luthans, 2007).

Third: organizations and managers may promote employees' hope
and, in turn, their creativity by helping them to experience positive affec-
tive states. Possible actions in this regard include: (a) promoting oppor-
tunities for employees' learning and personal development; (b) creating
positive interpersonal relationships among employees and between
leaders and followers; (c) improving the employees' justice perceptions;
(d) facilitatingwork-family balance; (e) improving task significance; and
(f) promoting organizational virtuousness via organizational environ-
ments characterized by trust, optimism, compassion, integrity, and for-
giveness (Fisher, 2010; Kets de Vries, 2001; Rego & Cunha, 2008, 2009;
Rego, Souto, & Cunha, 2009; Rego et al., 2010). The solution, however,
is not to promote only positive affective states and remove all the nega-
tive ones. In fact, literature also suggests that negative effect(s) may
influence creativity positively, at least under certain conditions (Zhou
& George, 2001; Zhou & Ren, 2012). The goal should be to encourage
high positivity ratios (Fredrickson, 2008; Rego et al., 2012b).

5.3. Limitations and future studies

The study is not without its limitations, and future studies may
provide a clearer view of how the variables included here relate em-
pirically and interact with other variables. First: other causal links and
explanations are plausible. For example, employees' positive affect
may influence their perceptions of leader authenticity (Brief &
Weiss, 2002), rather than the other way around. People experiencing
positive affect in recent months in an organization may also recipro-
cate, attributing authentic actions/intentions to the leaders, regard-
less of leader behavior.

When employees experience positive affect, they influence the
leaders' affect through emotional contagion (Barsade, 2002), thus
motivating leaders to behave more authentically toward subordinates
(Ilies et al., 2005) or, at least, making the subordinates more inclined
to describe leaders positively. Positive affect may also build high
quality connections (Stephens et al., 2012) within the teams and
with supervisors, thus leading supervisors to adopt more authentic
behaviors. Zhou and Ren (2012) point out the dynamic relationship
between affect and creativity, considering that positive affect may
be both an antecedent and consequence of creativity. Amabile et al.
(2005, p. 393) argue that the “creative act can be an emotional expe-
rience in and of itself.”

A supervisor may report more creativity in his/her subordinates,
not because they are necessarily more creative, but because the
subordinate's positive affect improves the quality of leader-member
exchange, and creates a halo effect that prompts the supervisor to be
more benevolent when reporting creativity. Authentic leaders may
also experience more positive affect (including those induced by the
contagion experienced in contact with employees' positive affect),
thus being more benevolent while describing employees' creativity.

Second: the study uses a convenience sample, including only em-
ployees working in retail organizations. Future studies may test the
hypothesized model with employees from other types of organiza-
tions and industries. Third: being carried out at a single moment,
the study does not capture the dynamics that occur over the course
of time involving changes in emotional states and their effects on
hope and creativity. The study also fails to capture the reciprocal rela-
tionships and upward and downward spirals (Fredrickson, 2003) that
occur over time. Longitudinal designs, research diaries, and/or the
experience sample methodology may be particularly appropriate
tools for gathering data in future studies (Amabile et al., 2005;
Fisher, 2002).
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Fourth: only three positive affective states are measured, which
restricts the content coverage of the positive affect's construct
domain. Future studies may include a wider range of positive affective
states. Fifth: considering some overlap between AL and other leader-
ship constructs (e.g., ethical and transformational leadership; Avolio
& Gardner, 2005; Walumbwa et al., 2008), the study should include
other constructs beyond AL. Although evidence (Walumbwa et al.,
2008, 2011) suggests that the construct has incremental validity re-
garding ethical and transformational leadership, future studies may in-
clude these leadership constructs for testing the “added value” of AL.
Sixth: future studiesmay use othermediating variables, such as recipro-
cation, identification with the supervisor, psychological empowerment,
work engagement, trust, feelings of meaningful work, intrinsic motiva-
tion, leader-member exchange, and followers' authenticity. For exam-
ple, do authentic leaders promote employees' creativity because the
employees feel empowered, engaged, intrinsically motivated, and de-
velop greater commitment toward their leaders? Avolio et al. (2004,
p. 809) suggest that “for authentic leaders to have the greatest impact
on followers' hope, such leaders must identify with their followers as
followers should with the leader and share their goals with them.”
Thus, future studies may include followers' identification as mediator
between AL and hope (and other dimensions of psychological capital;
Luthans et al., 2007).

Seventh: the findings appear to be contaminated by common
method bias, the independent and mediating variables proceeding
from the same source. Future studies may collect such data at differ-
ent times. Research diaries, and/or the experience sample methodol-
ogy may also be appropriate tools to deal with these concerns.

Eighth, and last, although the study collects the dependent vari-
able from a different source, the relationships between predictors
and creativity, and the explained variances, are surprisingly high.
One possible explanation is that leadership behaviors and employees'
positive states are especially predictive of creativity in contexts of
sales, where most contacts with customers may recommend behav-
iors with a creative component (Rego et al., 2012b). An alternative
explanation is that a halo effect may influence supervisors, thus
describing employees with high positive affect and hope more posi-
tively than employees with low positive affect and hope (i.e., rating
them with higher creativity scores). Future studies must test if the
results of the present study are replicable in the same and other con-
texts, and/or collect objective measures of creativity.

5.4. Concluding remarks

In spite of these limitations, the study here helps to understand two
mechanisms (i.e., employees' hope and positive affect) through which
authentic leaders may promote a crucial source of employees' perfor-
mance and organizational competitiveness: employee creativity. Se-
lecting and developing authentic leaders are a way to foster not only
more virtuous organizations but also happier, psychologically stronger,
and more creative and productive workers (Avolio et al., 2004; Rego et
al., 2012a; Wright & Cropanzano, 2004). Considering that mechanisms
other than AL may promote employees' hope (e.g., Luthans & Youssef,
2004) and positive affect (e.g., Fisher, 2010), the study suggests that
managers have at their disposal a wide array of tools to encourage
employees' creative behavior.
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